Preamble
The organization of both NPAC and the InfoMall technology transfer was changed in 1997 to reflect important changes, which were overall very favorable to our activities. These changes were in the worldwide technological situation, NPAC's federally funded programs, local economic activity and the State economic development goals.

1997 saw the maturing of Internet (Web) and distributed object (CORBA, COM) technologies and the general acceptance that companies exploiting these ideas could have very good prospects. NPAC, starting with its April 94 demonstration to Hillary Clinton, had invested most of its research and development work in these arenas and so was very well placed to support businesses in these very hot (for Investors) areas. NPAC's world class expertise in these areas was recognized by industry (Sun chose director Fox as lead advisor in use of Java for large scale computing) and the federal government. NPAC received several new awards in 1997 from both NSF (National Science Foundation) and DoD (both Darpa and major DoD laboratories at Aberdeen, Dayton and Vicksburg). These supported the use of object web technologies to develop human computer interfaces, education and training and broad based computing and information processing. Further these contracts all had a major development component as NPAC is well known for its ability to design and deliver large complex software systems. This type of award is particularly helpful to InfoMall as it naturally spins-off quite sophisticated software artifacts whose commercial exploitation has lower risk than commercialization of basic research. An important local economic development was the setting up over the last 2 years of five new businesses, which either directly licensed NPAC technology or were based on object web expertise obtained from NPAC. These five companies are Forepoint, WebTopSystems, Translet, MindTel and WebWisdom.com. The latter three companies are particularly relevant as between them, they have essentially licensed all of NPAC's core technology products in the three broad areas of: distributed computing; human computer interfaces and healthcare; education, training and multimedia systems. The last change was the State's request about one-third the way through the contract, to restructure InfoMall to an outcome based program.

These first three changes recognized NPAC's technological excellence and commercial interest and our challenge was to mesh this with the State's interests. After discussion with the University and State, we restructured InfoMall to have a major component that was the pro-active support of the five companies mentioned above. Our general outreach was reduced and refocused on support of companies commercializing web technologies. In particular we work with InfoMall MidHudson in this type of activity. The small business support included marketing, investigation of competitive ideas using NPAC's worldwide contacts, identification of new markets, research into promising new ideas and targeted "software capitalization" (the partial maturing of research and development prototypes).

With this background, we can now discuss the major details of the needed budget revision. Note that 1997 was a difficult to analyze, as it was roughly 1/3 old program, 1/3 new program and 1/3 transition.

Salary Budget

The salary item saw the largest reduction. This reflected two circumstances. Firstly we reduced our needed for administrative support as the restructuring described above reduced our need for general outreach and tracking. Secondly NPAC's new federal contracts provided salary for technology development in precisely the areas of interest to the five small businesses identified above. Thus we had a reduced need for salary of technical staff.

There was an important exception to the above scenario in the case of the company MindTel. InfoMall had been instrumental in setting up this company and persuading one of its principals D. Warner to move much of his activities from San Diego to Syracuse. InfoMall helped fund a technology demonstration in web-based health care, which generated two DARPA awards (Grok Box and Bot Masters) where most of funding occurred in 1998. The 1997 InfoMall support include d travel, equipment and salary.

Seminars and Meetings Budget

The second reduced budget item was seminars and meetings which was reduced as this type of activity  is very appropriate for general outreach but not so for the new targeted projects on which InfoMall concentrated in the restructured program. So our seminars were replaced by attendance at conference exhibits where we marketed InfoMall business products.

Now consider the increased items

Consultant Budget

The consultant budget was a special need -- we identified the growing importance of PC's in our program and hired a consultant (Neil Jasper) to support this on an experimental basis. Jasper was very successful and was hired as a permanent salaried staff at mid year. This change can be directly traced to the rapid changes in underlying technologies (movement from UNIX to Windows NT) and is experienced by many enterprises. Note that UNIX is still dominant in the research arena -- it is the commercial arena where InfoMall works, that is shifting to NT.

Travel Budget

The travel increase was substantial and can be directly traced to the MindTel support described above which was a major success of InfoMall in 1997. Warner's success is based on many national and international contacts which allows him (like most internationally recognized experts in any field) to develop both technology insights and market possibilities. This requires substantial additional travel which could not been anticipated when we prepared the original budget. Outside this special need, the base travel needs of InfoMall were by staff to conferences that advanced our mission -- usually by exhibiting InfoMall technologies.

Publications and Materials and Supply Budgets

The Publications, materials and supplies increased budget reflects the substantial amount of new literature and promotional material developed by InfoMall to support the new program. The changed focus required that essentially all our marketing material had to be reworked.

Further our copying budget included copying of material used in our education activities in support of Webwisdom.com -- one of our designated supported companies.

Telecommunications and Equipment Budgets

Telecommunications and equipment are budgeted separately but are best discussed together as we show below. In fact, it is natural to identify three separate areas:

a) Local and Long Distance Telephone Access: $15K

b) Support of Conference Internet Links: $8K

c) Telecommunication and Computer Purchases and Rental: $42K

The item a) increased over our expectations to reflect increased travel with the need of travelers (who are group leaders) to maintain contact with group while on travel. 

The item b) reflects the special needs of our new focus, as our technology requires Internet access to be exhibited effectively at a conference. This budget item was not anticipated, as we had not exhibited at major conferences before this year.

The item c) reflects two distinct InfoMall needs. Firstly we needed significant PC hardware, peripheral and software purchases to support MindTel in its successful efforts to establish its technologies as world leaders. However this was only about 25% of the item c). The remainder reflected a different requirement. Namely NPAC and InfoMall needs very sophisticated computer and communications infrastructure to support its operation. Further this infrastructure needs to be continuously upgraded. When the emphasis of InfoMall was parallel computing, the infrastructure budget was very large and about 25% of the total budget and a special State program supported this. In the new emphasis we need an infrastructure budget which is lower -- a total of $400K to $500K per year or about 10% of the total expenditures at NPAC/InfoMall of $4M per year. This reduced level reflects our focus on lower end commodity hardware. However we no longer have a contract targeted specially at this need. We were successful in modest grants ($120K from NSF for a set of PC's and networking equipment) but were not able to directly fund the needed infrastructure budget. Thus we distributed the costs to all NPAC/InfoMall budgets in proportional to their total activity. In doing this, we made arbitrary choices and for instance InfoMall with its 7% (item c) divided by $640K) infrastructure budget, supported more communications and less capital hardware than other contracts. However the charges reflected infrastructure that directly supported InfoMall and the total was actually somewhat lower than average. Note when the InfoMall budget was prepared, we had not developed a plan to upgrade our infrastructure and this decision was made later.

