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What is a Project? A8 O NFERENCE

A project "is a temporary organization setup to create a unique product or
service (output) within certain constraints such as time, cost, and guality.

Temporary @ Unique o Output I:-:) Constraints  ¥/\¢

+

Start & End Non routine Product or Service Time, Cost, Quality...
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Project Outputs, Outcomes, Benefits 49%??3%032

*  Project deliverables are merely a means to an end.
* The real purpose of a project is to achieve certain outcomes.

N - -

Note that project outcomes and benefits are often realized
only after the project has closed (!?)
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Portfolio, Programme, Project Relationship EQ%"E’Q"E%%%

Main Artefacts

1 Business Strategy
|I:> Strategy Implementation

Plan

Portfolio
Analysis
&
Reports

Operations

(Everyday Work) Portfolio Management

Business I
Case .
Project
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(Progl\gamme/ Proiect |:> Charter Progress
L anagemen Project| Reports
Plans
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Monitor & Control
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The PM2 Governance Model A8 O NFERENCE

SO R TSN  ~\ppropriate Governance Body (AGB)
Client/Requestor Side Provider Side |
Steering Layer " O ——
- Project Steering Committee (PSC) ; - i
‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘‘ eI~ B
Project Owner ! Solution Provider | I |
. PO i SP = |
Directing Layer (PO) 5 (SP) I B
b D_el_ega_t_egﬂ__ __________________ —_— e_kfgat_qs_ﬂ__ ________________ i - =
: ' : ! w-=
: Business Manager | Collaboration&| Project Manager i 19 !
. : Communication : o) |
Managing Layer (BM) 1. (PMV) . |
. Business Implementation
Performing Group (BIG) ' © Project Core Team (PCT) - | |
Layer (User & Business Representatives) ) : :
g ¥ Advises & Decides ) Some decision power Operational
% - Governance ) Acts Supports
- (optional)
{2 COEPM®



A Shift in Perspective 2 OpenPME2018
Pure Project Perspective Holistic View
(work-centric) (value centric)
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PM? Artefacts & Activities Overview: RAM (RASCI) 77 OpenPM?2018
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Initiating AGB PSC PO BM UR SP PM  PCT
Project Initiation Request | NA AfS R s/C | N/A | N/A
Business Case | C A R C S s N/A RASCI:
Project Charter | C A S C S R C -_
* Responsible,

Planning Kick-off Meeting | A C S C C R C
Project Handbook I I A s c 1 R c * Accountable,
Project Stakeholder Matrix | | A 5 C | R C
Project Work Plan I A c |sic] ¢ [3 R | s/c * Consu Ited,
Resource Plan | | A S C | R C
Business Implementation Plan | I A R c | S | ° SUppOFtS,
Transition Plan | A C [ C C R C .
Outsourcing Plan A C C C | S R 1 Informed-
Project Change N 1t Plan | | A C | | R |
Risk Management Plan | C A C | | R |
Issue Management Plan | | A C C | R C
Communications Management Plan | | A S C I R C
Quality Mar it Plan | A c C C [< R C ( H )
Deliverables Acceptance Plan | A C S | C R C AGB Approprlate Governance BOdy
Bxecuting Kickcoft Meeting O I 70 I B I PSC (Project Steering Committee)
Project Coordination | | A 5 | | R | .
'C’Zrl.;a-\lt\: :ssura!'lce | I | s C 1 A R Po (PrOJect Owner)

ject Reporting | I A 5/C 1/C 1/C R C
Information Distribution | I A C | | R C BM ( BUS| ness M a nage r)
Monitor Project Performance | | A C C I R C . .
Control Schedule i I | A | c | c I | R | ¢ SP (SOIUtlon ProV|der‘)
Control Cost | I A C C | R C
Manage Quality | I | s/C C A R C ( H )
Manage Project Changes | C A S | | R C PM PFOJeCt Manager
Manage Risks | C A S/C C | R C .
Manage Issues & Decisions | I A S C | R [ PCT ( P rOJ ect CO re tea m)
Manage Stakeholders | | A C | C R |
Manage Deliverables Acceptance | | A S C C R C
Manage Transition | A C C C C R C
Manage Business Implementation | | A R C | S |
Manage Qutsourcing A C C C I S R |
Closing AGB PSC PO BM UR SP PM  PCT
Project-End Review Meeting | A C S C C R C
Project-End Report | A C S C C R C
Administrative Closure | C A S | C R |

7 NCoEPM?
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The Phase PM?2 Methodology Phases & Drivers
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RS

Project
Drivers

Project

Initiation '

Request

Project
Phases

Project Project Project

Owner (PO) Manager M) Core Team (pcn)

initiates plans executes

Business

Project Project
Case

Charter Work Plan

Monitor & Control

Planning .. Executing
> pefine Scope ] p
3 Assign PM

“Ci.l\l FERENCE

Project

Stakeholders
evaluate

Project
Deliverables

2 Capture Lessons
® Accept Project

X Project Handbook
Phase Project . Project Project-End
Outputs Charter & Project Deliverables Report
Work Plan
Phase Gates
Approvals
- ¥ N CoEPM?2
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7 Y OpenPM22013
Phase Gates / Approvals A8 O NFERENCE

These check points contribute to the overall project management quality.

The three PM? (approval) Phase Gates are:
« RfP (Ready for Planning): At the end of the Initiating Phase
« RfE (Ready for Execution): At the end of the Planning Phase
o RfC (Ready for Closing): At the end of the Executing Phase

[I/o—‘o—‘o o

RfP RfE RfC

uuuuuuuuuuuuuuuuuu



The PM? Phases and Artefacts 7 2 OpenPM?2013
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) Planning Executing

- Document the idea/need - Organise a Kick-off Meeting - Organise a Kick-off Meeting - Organise a Project-End Review
- - Identify key stakeholders - Tailor the PM? process - Coordinate project execution Meeting
= (and their needs) - Assign Roles & Responsibilities - Conduct Meetings - Capture lessons learned and post-
-E - Create a business justification - Elaborate Project Scope - Assure Quality projectrecommendations
2 for the project - Develop work breakdown & project - Create Projectreports - Getfinal projectacceptance

- Define the project scope and schedule - Distribute information - Release projectresources

organisation - Develop Project Plans - Ensure deliverables acceptance - Archive project information
- Distribute Plans to Stakeholders

[] Project Initiation Request [ Planning Kick-off MoM [] Executing Kick-Off/MoM [] Project-End Review Agenda/ MoM

[] Business Case ] Project Handbook [[] Meeting Agendas/MoMs [[] Project-End Report

[] Project Charter - Roles & responsibilities [ Project Progress Report - Lessons Learned

[] Project Logs (setup). - Management plans [ Project Status Reports - BestPractices

- Requirements management L Quality Review Report - Post Project Recommendations
& [ Project Stakeholder Matrix [[] Change Requests [l ProjectAcceptance Note
7} .
% [] Project Work Plan [] Deliverables Acceptance Note
E [C] Transition Plan
usiness Implementation Plan
[] Busi Impl. ion Pl

Ready for Planning @ Ready for Executing@ Ready for Closing @
Monitor & Control

- Manage Outsourcing

. i [ Regularly updated Checklists h
:“CAZ::ZT gzcl)]]:;:cjgerformance - Manage Issues and Decisions i i ® [ Risk Log [[] Phase-exit Review Checklist |
e e prcs || el 0 Quly oo Crockit |
- Manage Quality . Manage Transition P P g [ Decision Log [] Deliverables Acceptance Checklist,
-Manage Project Change - Manage Business Implsmentation - S| Change Log [ Transition Checklist i
- Manage Risks | i L] ProjectWork Plan [[] Business Implementation Checklist,

1
1 1

- Manage Requirements [] Requirements Document [ stakeholder Checklist !

7 XCoEPM?
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The PM?2 Guide

Initiating Phase

= |nitiating Kick-off Meeting

®  Project Initiation Request

®  Business Case Project Charter

Planning Phase
®  Planning Kick-off Meeting
Project Handbook
Project Work Plan
Project Stakeholder Matrix
6 Project Management Plans

Executing Phase
= Executing Kick-off Meeting
®  Project Coordination
= Quality Assurance
"  Project Reporting
® |nformation Distribution

7 3 COEPM?
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Monitor & Control

Monitor Project Performance
Control Schedule

Control Cost

Manage Quality

Manage Requirements

Manage Project Change

Manage Risks

Manage Issues and Decisions
Manage Stakeholders

Manage Deliverables Acceptance
Manage Transition

Manage Business Implementation

Closing Phase

Project-End Review Meeting
Project-End Report
Administrative Closure



What happens in the Initiating Phase

» The objectives of the project are defined
« Some preliminary planning is performed
« The necessary documentation is produced

+ Approvals to continue with the activities
of the next phase is requested,

7 N CoEPM?
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Idea / Need

v

Document the
idea/need

v

Identify key Stakeholders
and their needs

Establish the business
justification
for the project

Define the project scope
& the project organisation

v

RfP (Ready for Planning)

7 > OpenPM?2018
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Project Initiation
Request

Business Case

Project Charter



RfP (Ready for Planning)? 2 OpenPME2018
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RfP RfE RfC
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What happens in the Planning Phase

During the Planning Phase, the objective of the project
is verified and developed into a workable plan for
implementation. This involves the following:

» Develop the project scope statement and
determine the appropriate methods for
the project.

« Develop the schedule for the various tasks
and estimate the necessary resources.

» Develop the various project plans for the
project.

7 3 CoEPM?
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(R ety ortanivg )
v

Kick-Off meeting

v

Tailor the PM? process

v

Assign Roles &
Responsibilities

v

Elaborate project scope

Develop work
breakdown

Develop the project
plans

v

Distribute plans
to stakeholders

7~ OpenPM?2018
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Kick-Off
Agenda & MoM
Lo

t
Handbook

&

Project
Stakeholder

Project
Handbook

L

Project
Work Plan
J

All Project Plans

L
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The PM? Artefacts Landscape A NFERENCE

—— o ——— -y

1 == ———————— 1
MEETING DOCS

| MANAGEMENT PLANS PROJECT REPORTS

1 1
1 1
e — — - ! Meetings ! :
1 Agendas | Project
1 1 Progress
! I —Repoit___
1 MoMs | i
Project 1 1 Project
. Handbook - Lo ! Status
; Project Transition L Repot
Business Case Work Plan rt
— 1~ 7 Quality Review [
) - ! Business ! Report 1 .
Project Initiation ; Project . Request Form | | Project-End
{ Request J { Project CharterJ Stakeholder Matrix Implemt;ntatlon [ ———————— ! Report

Planning > Executing

Monitor & Control

PROJECT LOGS ) CHECKLISTS
Ff;;(ziﬁt \sla(:g;) Phase-exit Quality Stakeholders
Change Log Risk Log P Review Review checklist checklist
—__cheeklist

i |
-

Decision Lo Deliverables Transition Business
Issue Log 9 Acceptance checklist Implementatio
. _— L __— checklist

(] 2
B 7-coErM



Planning: Project Handbook L2 OpenPM2018

The Project Handbook should be kept up-to-date throughout the life of the project.
During the Closing Phase, the Project Handbook becomes an important input to the
Project-End Review Meeting, and should be subsequently properly closed and
archived.

+ Summarizes the project objectives.

+ Documents the overall management approach.

Defines the key controlling processes, the project policies and rules.

L]

The Project Handbook defines the outputs of the planning (management products).

The Project Handbook becomes the basis for managing the project throughout its
lifecycle and is an important point of reference for all project members.

7 XCoEPM?

European Commission



Planning: Transition Plan ” > OpenPM? 2018

~HCONFERENCE

The Transition Plan defines the pre-requisites of rolling out the new solution, system, project
deliverables. This is useful to ensure the smooth transition from the "project" to the "going

live"

mode.

Steps:

W X N o UV A~ W N e

10.
11.
12.
13.

7 3 COEPM?
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Identify the roles and responsibilities of all aspects of the transition process.

Document the prerequisites of what must be completed before transition can start.
Define what must be achieved in order for the transition to be concluded.

Develop a schedule for all transition activities.

Determine any backups needed prior to the start of any transitioning activities.
Define what needs to be prepared in the environment (e.g. necessary testing etc.).

Analyse any system and data conversion impact.
Determine any coordination need between teams.

Define any transfer of responsibility for the deliverables from the Project Core Team (PCT) to
the Project Owner (PO) and support staff.

Ensure that maintenance support is foreseen.

Define that business interruptions are formally approved by the Project Owner (PO).

Ensure that business interruptions are communicated in a timely fashion.
Ensure that a formal announcement of the transition is planned.




, : 7 2 OpenPM2 2013
Business Implementation Plan A8 O NFERENCE

The Business Implementation Plan outlines the impact of the project on the organisation
along with the change management activities that need to take place.

+ The organisation must assure that the project outputs are effectively integrated into
the organization.

+ The business implementation activities become part of the Project Work Plan and are
scheduled and controlled as part of the overall project.

+ Business implementation activities will almost always be required long after the project
has concluded, so it's a good practice to also define some post-project change activities.

Culture

People Il Processes

7 XCoEPM?
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Transition vs Business Implementation ~ OpenPM?2018

B CONFERENCE
i Original State | . Project Dgswed State | De5|rgd
: : : (Project Outcome) i Benefits
: : ' Output(s) v
: [ \ : : - :
| I i Project | |
] L {  Activities 1 :
| -l :' R |
: 1 O : : > ;
| oo | | |
| \ i : :
! AN \ | L / :
_________________ A\______________‘____a -__;L____________________________________________l
h 7/ /.. \}
AN \ 1ra \\O pz 3‘—\0
AN N aines - o
_________ aes® ke

Example Scenario: {7

A paper based process ( = ) is replaced by an Information System ( 3 ).

The reason: Inefficiencies, errors, etc. (Original State).

2 1 h It: Effici bili | i ] biliti Desired State
P S CoEPM The result: Efficiency, traceability, real time reporting capabilities ( (Project Outcome)).

) ) Desired
The benefit: 10% cost reduction ( Benefits )-
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Planning: The PM2 Management Plans 15 OpenPhd 2018

1. Risk Management Plan

2. Requirements Management Plan
Can be standalone OR can be

3. Project Change Management Plan part of the Project Handbook

4. Issue Management Plan
5. Quality Management Plan

6. Communications Management Plan

1. PM*PO06 Risk Management Plan
TABLE OF CONTENTS

1. ROLES AND RESPONSIBILITIES
2.RIskN 1, Project Change Management Plan
3.RISKII
2, RIsk D| TABLE OF CONTENTS
5. Riskn| 1. INTRODUCTION
5 UPDA| 2. CHANGERAANAZFR AN AR~ o
7 FREQU 3. ROLES A L PM7-PO8 Project Qualiy Plan
8. THE RI| 4. CHANGE TABLE OF CONTENTS
9. THE RI| 5. CHANGE 1.1
6. CHANGE 2
T 7. manacl :
8.COMMU 5
9. ESCALAT 6.
7.

4
-4

4

7 3 CoEPM?
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RfE (Ready for Executing)? L2 OpenPaf 2018

[ -’-Q@]-m
Y RfP

RfE RfC

Phase-Exit REV\EWI
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What happens in the Executing Phase

During the Executing Phase the project activities are carried out as defined in

the project plans. This involves the following:

« Coordinating project work (e.g. assigning
work to team members or resolving
issues).

» Coordinating people and resources, as
well as integrating and performing the
activities of the project in accordance
with the project plans.

» Reporting on the project progress
(compared to the planned progress).

» Producing the project deliverables.

7 3 CoEPM?

European Commission

-

Project Coordination

_[

A 4

4 N\

Kick-Off meeting

A\ J

r—eumcrcrtmr'rrrgs—\

(Business, Technical,

Project Steering
. c it ) J

ot
\-ullulu;:\., et€/

Quality Assurance

v

Information Distribution

v

Deliverables Acceptance

LI

'y

2R 2 2R AR

77 OpenPM?2018
= CONFERENCE

Kick-off
Agenda & MoM
-

Meetings Agendas
& MOMs
R

Quiality Checklists
& Quality Audits
R

Reports
(Status, Quality,
Progress, etc.)

Product Sign-off
.
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Executing: Project Coordination L5 OponpRr 2018
The objectives of project coordination are to ensure the project's progress, continuously
ensure the adequate provision of information to Project Core Team (PCT) and other

project contributors, as well as to continuously support the completion of assigned
work.

Guidelines:

« In reality, project coordination begins with the initiation of the project and ends with the closing
of the project; however, the intensity of project coordination peeks during the Executing Phase.

« Project coordination includes:

« the allocation of project resources to activities,
 performing continuous quality checks of the interim results of work,

» on-going communication with the Project Core Team (PCT), Project Steering Committee etc.

\{’N’ﬂ E"jp
@W

7 3 CoEPM?
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Executing: Project Reporting 8 R g

The purpose of all Project Reports is to document and summarize the status of various
dimensions of the project progress for the purpose of communicating it with relevant
project Stakeholders. Project Reports typically provide information on scope, schedule,
cost, and quality, but often also include relevant information on risks, issues, project
changes and contract management issues.

Guidelines:

Project Reports become an important input for project controlling and decision making during the
project. They are also an input to the Project-End Review and an important means of capturing
historical information, and therefore, should be properly archived during the closing phase.

Project Reports should be tailored to every project's needs as they should serve the information
and communication needs of the projects.

The following are examples of PM? reports:
+  The Project Status Report.
+  The Project Progress Report.
+  The Quality Review Report.
«  Contractor Status Report.
+  Custom or Ad-Hoc Reports.
r COECPM2
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Executing: Information Distribution 15 OpenPhd 2018

Information distribution is based on the Communications Management Plan and aims to
regularly communicate key information to Project Stakeholders.

Guidelines:

» Relevant information, resulting from the executing of the project plans, is communicated to
(a) appropriate parties at (b) the right time and in (c) the appropriate format.

»  When meetings are used for information distribution, arrange the frequency of meetings
taking into account the timetable for the project and the need for regular communication of
information.

» Ensure alighment of stakeholders by communicating Status and Progress Reports on how the
project is evolving in comparison to its baseline schedule and budget.

Steps:

1. Execute the Communications Management Plan . w80 5

2. Distribute Project Performance Reports s ( [k
3. Communicate updates of the Project Work Plan. ” 4

- 4
v

v

7 3 CoEPM2
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Executing:

o (A
Quality Management L2 Opear 28

The purpose of quality management is to ensure that both the project management
process and project deliverables will meet predefined quality expectations in the most

efficient way. It involves overseeing all activities needed to devise and implement quality
planning, quality assurance, quality control and quality improvement up till the point of
the final project acceptance (Closing Phase).

The Project Manager (PM) must ensure that the objectives, approach, requirements,
activities and responsibilities of the project's quality management process are clearly
defined and documented in the Quality Management Plan.

Steps

1.

7 XCoEPM?

European Commission

Define, agree and achieve the project quality characteristics considering project needs,
constraints, and cost/benefits analysis.

Plan and perform quality assurance and control activities.

Achieve the active involvement of the whole project team and relevant stakeholders.

Identify any non-conformity, analyze the root cause and implement corrective actions.

Identify opportunities for quality improvements in both the process and the deliverables.

Ensure that all deliverables are accepted by the relevant stakeholders based on a pre-
defined quality/acceptance criteria and the agreed acceptance process.




RfC (Ready for Closing)? 7 2 OpenPM? 2018
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Monitor & Control Activities 7 2 OpenPM?2018
3 CONFERENCE

" Monitor Project Performance
= Control Schedule

= Control Cost

® Manage Requirements

® Manage Quality

® Manage Project Change

® Manage Risks

® Manage Issues and Decisions
®= Manage Deliverables Acceptance
® Manage Stakeholders

® Manage Transition

® Manage Business Implementation

uuuuuuuuuuuuuuuuuu



Continuous Improvement

Management Processes

'Y

QUM

RIP (Ready for Planning)

77 OpenPM?2018
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<
RfP (Ready for Planning)
+

Change
Quaiity Ouality Review —* 1. Change Identification Request Form | Change
1. Quality Characteristics Management Checklist Log
Definition Plan Deliverables Project Initiating| | Requirements
e Aueentanee 1. Requirements Identification Documents Document(s) i
L Minutes of 2. Change Assessment & Change
Meetings (MoM) Action Recommendation Log
2. Quality Assurance AuditReports 2. Requirements Specification
Updated Project & Evaluation i
Documents.
Requirements Change
—»
l Documentis} 3. Change Approval Log
3. Quality Control Cranlty Reviow ’_{ 3. Requirements Approval |
Reports "Deliverables
Acceptance l No
Checklist Quality Review| Yes
(updated) ,‘u”;i:"'ﬁ) Project Project Requirements
i ” Documents 4. Requirements Implementation Work Plan Document(s) i
Deliverables fupdated) > 4. Change Implementation Project Work
4, Deliverables Acceptance Acceptance P . Plan
Checklist | Deliverables ‘ roject Logs .
(updoted) | Acceptance Project Logs
Stgn-off 4. Requirements Control | — T Other
e eliverables Project Plans
& Validation Acceptance Plan | | Document(s) 5. Change Control Change
5. Final Acceptance Project & ° 8 Log Project
End-fieport Project Reports
Repositery Project Approval l
fupdsted) | pgject
project End senoft RiC (Ready for Closing)

7 XCoEPM?
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A, \¥oject Initiation

—>

1. Issue |dentification

'

2. Issue Assessment and
Action Recommendation

!

—|

3. Actions Implementation

!

l—

4. Issue Monitoring & Control

Project End

Issue Log

Issue Log

Decision Log

Issue Log
Project

Project
Work Plan

Documents
(updated)
Issue Log

Project
Reports

)
Project Initiation

1. Risk Identification

Risk Log

]

2. Risk Assessment

Risk Log

I

| »

3. Risk Response Development

Risk Log

I

l—

4, Risk Monitor & Control

Risk Log

Project End

Project
Work Plan

Project
Reports
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Monitor Project Performance A8 O NFERENCE

The objective of monitoring the project performance is to be in a position to know whether the project
is advancing satisfactorily. The Project Manager (PM) tracks project variables (i.e. cost, schedule, scope
and quality), monitor's risks, project change and overall project performance, and should be in a
position to report and forecast project evolution to the project Stakeholders.

This information is then made available (distributed) to the necessary stakeholders as defined in the
Communications Management Plan.

Steps

1. Use the baselined Project Work Plan as a reference for monitoring. The critical path and related issues
is a subject of particular attention.

2. The Project Core Team (PCT) exchanges information regularly with the Project Manager (PM) about
current status and next steps of the project through formal and informal meetings.

3. The Project Manager (PM) gathers information and monitors progress on:

e Tasks N
e Key outputs

e Resource utilisation/consumption

e  Status of key logs cﬁ@

7 XCoEPM?
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7 2 OpenPM2 2018
Manage Stakeholders & CONFERENCE

Project stakeholders are people (or groups) who can affect or can be affected by both the
activities performed during the life of a project, or/and by the project’s output(s) and
outcome(s).

Stakeholders can be directly involved in a project’s work, or can be members of other
internal organizations, or even be external to the performing organization (e.g. suppliers,
users, EU citizens).

Guidelines:

« Depending on the complexity and scope of a project there may be few or a large number of
stakeholders.

« The more people the project impacts, the more likely it is that various conflicts will arise.

« The effective management and involvement of project stakeholders becomes a very important

task for project success.

” N COEPM?
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Manage Deliverables Acceptance A8 O NFERENCE

A project may produce one or more deliverables. Each of these deliverables must be
formally accepted. The deliverables acceptance control ensures that these deliverables
meet the predefined objectives and set of criteria defined in the Deliverables Acceptance
Plan so that the project requestor can formally accept them.

Steps
1. Project Manager (PM) ensures
* The application of the acceptance procedures and guidelines for performing the acceptance.
* The provision of the necessary environments, materials and information.
2. The Project Steering Committee (PSC) approves the application of the documented acceptance strategy as
well as the acceptance schedule.
3. The project deliverables are accepted if the acceptance activities (as described in the Deliverables
Acceptance Plan) are successfully performed and within pre-specified tolerances.
4. The project deliverables may be conditionally accepted even with a set of known defects or issues,
provided that these are documented and that there is plan for addressing them.
5. The Business Manager (BM) provides business knowledgeable resources to perform the user-acceptance.
6. The Project Manager (PM) ensures that in addition to the main deliverables, that any supporting
deliverables (such as documentation) are also supplied (e.g. in the case of an Information System such
deliverables can include the End-User Support Material, User's Manual, Operations Manual, Training
Materials including, Release Notes, etc.)
7. The Project Owner (PO) formally accepts the project's deliverables.

7 N CoEPM?
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Manage Outsourcing 7 2 OpenPM? 2018

~HCONFERENCE

The Project Manager (PM) liaises with the Contractor's Project Manager (CPM) to ensure
the Contractor delivers acceptable quality of work as defined in the Outsourcing Plan.
Note that the EC procurement process supersedes this guideline.

Steps:

1.

7 3 COEPM?

European Commis:

The Project Manager (PM) monitors that the Outsourcing Plan details the way of working for the
specific project is applied.

The Project Steering Committee (PSC) ensures that the contractor is chosen according to the EC
Standards and to the criteria defined for the project.

They also ensure contracts define the expectations for both parties.

The Project Manager (PM) and/or Project Steering Committee (PSC) validate interim and final
deliverables and/or milestones according to criteria agreed and as defined in the Outsourcing Plan.

The Project Manager (PM) ensures that the required formal sign-offs are done in a timely manner
and to EC standards.

The Project Manager (PM) monitors costs and schedules.

The Contractor's Project Manager (CPM) reports the project status and progress to the Project
Manager (PM) and to the Project Steering Committee (PSC) if necessary.

sion
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Summary - Monitor & Control A8 O NFERENCE

Monitor & Control your project
* Monitor & Control your risks / issues
Issue log

Risk log
* Log the decisions taken (Decision LoQg)

*  Monitor & Control your scope
* Try to avoid scope creep except if extra budget and time

« Changelog
*  Monitor & Control your schedule & cost ( )

 Planned Vs Actual

Issue Log |Xs ‘ + Document, monitor and control issues

Risk Log Xz ‘ + Document, monitor and control risks

+» Document each decision taken ‘

‘ Decision Log | X3

(Scope) Change Log |x:= +» Maintain a list of all approved changes
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End of Project

L] L] "
What happens in the Closing Phase ~ OpenPM? 2018
B CONFERENCE
During the Closing Phase, the project's activities are 100% completed, the project's
final state is documented, and the finished deliverables are officially transferred to
the custody, and control of the Project Owner (PO). This involves the following:
RfL (Ready for Closing)
v
* Finalises all activities across all of the Project-End Review o
deliverables to formally close the LN | Agenda/MoM
project. X
Capture Iessons_learned Project-End
Meets to discuss the project's o post-project \RGPO/“_
performance, problems faced during v
the Executing Phase and Best _ _ oz
. Final project acceptance Sign-off
Practices and Lessons Learned. L
The Lessons Learned and Best v Release
Practices are captured in the Project- Administrative closure Resources
-
End Report and added to a v
knowledge database for future Archived Project
reference Archive project Information
: -
v



Project-End Review Meeting 1 QpenPMP2018

The Project-End Review Meeting launches the Closing Phase of the project after the
final project deliverable(s) have been transferred to the care, custody, and control of
the Project Owner (PO) and the Executing Phase has been deemed as completed.

The goal of this meeting is to ensure that that Project Members discuss the project
experience so that Lessons Learned and Best Practices are captured. In addition, ideas
and recommendations for post-project work should also be discussed.

7 XCoEPM?
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Project-End Report

Following the Project-End Review Meeting, the project experience is summarised in a
report. Best practices, lessons learned, pitfalls and solutions to particular problems are
documented in this report and they should be used as a knowledge base for future
projects. This document should be part of a central knowledge database describing project
experiences with best practices and common pitfalls.

{2 CoEPM?
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7 > OpenPM?2018
3 CONFERENCE

Topics to Discuss:

Project effectiveness.

Cost, Schedule, Scope, and Quality Management.
Risk Management.

Issue Management.

Project Change Management.

Communication Management.

Human resources and stakeholder management.
Acceptance Management.

© 0NV AW e

10. Performance of the Performing/Participating Organisation.
11. Performance of the Project Core Team (PCT).
12. Applied working methods, process and procedures.

Business Implementation Management and Project Transition.



. o [ 4 |
Lessons Learned and Post-Project Recommendations 15 OpenPhd 2018

Allow projects/project teams as well as the permanent organization as a whole to benefit from
important lessons that the projects have acquired, and capture ideas and recommendations for
post-project work related to the product/service operations, extensions, maintenance, ideas for
follow-up projects, etc.

Note that as improvement opportunities or post-project recommendations are identified
throughout the project, they should be captured in some form (e.g. lessons learned log), because,
particularly for longer projects, these ideas may get lost by the time the project reaches the
Closing Phase.

There are many benefits of formalizing Lessons Learned and Post-Project Recommendations. For
example, project team members share their perspective and provide feedback and useful insights
which provide the requestor side with useful information as they move into the post-project
mode.
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Lessons Learned and Post-Project Recommendations 15 OpenPhd 2018

Due to the individual nature of projects, the Lessons Learned process cannot be a generic
process, however, there are common aspects of projects which can be discussed: project
definition and planning (scope, deliverables, resources, etc.), project communications,
project documentation, change control, risk/issue management, decision making,
successes, mistakes and failures, team dynamics, overall project performance.

Some advice:

1. The Lessons Learned session should be performed as part of the Project-End Review Meeting,
(and optionally at the end of major milestones or project phases).

2. It may be better to have someone that hasn't been intimately involved in the project coordinating
the Lessons Learned so that the Project Manager can contribute as a participant.

3. Coordinate the discussion through the various aspects of the project in a somewhat organized
manner in order to cover all aspects of the project. This could be based on project phases,
categories of activities, etc.

4. Organizing improvement ideas into groups to help the team better visualize the appropriate next
steps required to actually implement improvement ideas.

5. In some cases it makes sense to break the Lessons Learned into multiple sessions to focus on
specific topics (e.g., technical issues, Business Implementation, etc.).

6. Lessons Learned session should not be too long as they may lose energy and focus. If necessary,
the Lessons Learned sessions can be broken down into more than one thematic sessions of
appropriate length.
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The PM2 Mindsets &88?1@%52&%

e

APPLY PM?
BEST
PRACTICES

to m eir

REMAIN MINDFUL

TR OUTCOMES ()

COLLABORATION, cicar ORIENTATION %

COMMUNICATION 21¢ ket o Bl z
ACCOUNTABILITY. . Orientation in reation BECOME

::} »(:(»)‘MMITTE‘D.

¢ Role
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ASSIGN Balar
PROJECT ROLES
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INSPIRATION INVOLVE
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, 7~ OpenPM?2018
Why Mindsets? Because they: = CONFERENCE

1. help us navigate through the complexities of project reality

N

help us reposition our perspective and enhance our view of the
project goals within a wider project and organizational context

are useful reminders of effective attitudes & behaviours

remind us what is important for project management success

become the glue that holds together the PM? processes and practices

o v kW

provide a common set of beliefs and values for all PM? practitioners

Altogether, the Mindsets offer PM? a "personality" with which
PM? Project Managers can associate with
and reinforce our sense of community:

PM? is ourR methodology.

Y NCoEPM?2 46 Nicos Kourounakis
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PM2 Mindsets: 1AQs (Questions for the Brave!) 2 OpenPME2018

Project Managers and Project Teams who practice PM? also ask the important questions:

* Do we know what we are doing?
Tip: We develop a clear and shared project vision. We manage using a holistic approach and optimize the
whole project, not just parts. We follow a process but stay Agile, and we frequently "remember why" we
were doing something in the first place.

* Do we know why we are doing it? Does anyone really care?
Tip: We make sure our project matters; we understand its goals, its value and impact, and how it relates to
the overall organisational strategy. We define (upfront) what project success is and we deliver maximum
value and real benefits, not just outputs.

* Do we know who is doing what?
Tip: Know what you should do, and make sure others know as well. Is it clear to everyone? We clearly define
and understand roles, responsibilities and accountabilities.

* Deliver at any cost or risk?
Tip: We show respect for people's effort and EC funds and avoid high risk behaviours and
tactics. We always keep in mind that it's not just about the end-result, it matters how we
get there. We manage our projects with values and principles.

7 XCoEPM?

"' European Commission



PM? Mindsets: I1AQs (Questions for the Brave!) (cont'd) ;iggﬁr}%ﬁﬁoé%

... and then ask some more important questions:

Is this a task for the business or the provider team?
Tip: We make sure that "client" and "provider" people work as ONE team for the same goal. Real
teamwork really works! We foster clear, effective and frequent communication.

* Should | be involved?

Tip: Remember to contribute from any position. Be proud of the skills, the value, and the positive attitude
you bring to the project. Help everyone who needs to be involved get involved. Promote and facilitate the
contribution of all stakeholders.

* Have we improved?

Tip: We commit to on-going self-improvement and organizational improvement through the creation and
sharing of knowledge. As project teams, we reflect on how to become more effective, and adjust our
behaviour accordingly.

* Is there life after project?
Tip: The product life(cycle) has just begun! We make sure that we contribute to its success.

7 XCoEPM?

"' European Commission



Bringing it all together: Processes + Mindsets L2 OpenPMF 2018

The Methodology's processes, artefacts, tools and techniques, help us mange the
project dimensions of
time, cost, scope and quality,
whereas

the Mindsets present those attitudes and behaviours which help us focus on what is
really important in achieving our project/management goals.

Together

they help us navigate through the complexities of managing PM? projects and make
PM?2 more effective and complete.
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