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1. [bookmark: _Toc462154135]Project Initiation Request Information
	Project Title:
	Contract implementation

	Initiator:
	Thierry MATHISSE
	DG / Unit:
	DEVCO O5

	Date of Request:
	19 October 2016
	Target Delivery Date:
	Q1 2019 (CRIS phase out)
and Q3-2020 (end)

	Type of Delivery:
	  In-house        Outsourced        Mix               Not-known



[bookmark: _Toc462154136]
Context
[bookmark: _Toc462154137]Situation Description and Urgency
Opsys is a programme for external action DGs (DEVCO/NEAR/FPI ) to support their objectives in terms of (1) Results focus, (2) faster processes, (3) knowledge, (4) transparency, (5) collaboration with external stakeholders. 
To that end, the programme consists in (1) building a new information system addressing CRIS gaps and supporting external action operational processes, (2) making external action systems inter-operable (no-reencoding) and (3) helping improving/simplifying our business processes. 
Opsys is covering the CRIS ABAC rationalisation objectives and particularly the phase out of CRIS Decision and CRIS Contract. The financial part of CRIS (management of invoices and payments) already migrated to ABAC since the 18th of April 2016.
Opsys programme has been adopted by DEVCO (27/04/2015), NEAR (09/07/2015) and FPI (02/06/2015). Opsys is split into 6 core projects (see Opsys structure in annex).
“Contract Implementation” is the second part (Project 2B) of the Project on Operational backbones of the OPSYS programme which will be a cross DGs programme serving the needs of DEVCO, NEAR, FPI and also of DG ECHO (B envelope of the European Development Fund) and SG (Task Force for the Turkish Cypriot Community), DEVCO being in the lead. 
Project 2B is essential in order to complete the full phasing out of CRIS and reach the rationalisation objectives defined by DG DEVCO in its IT Vision.
The Programme vision (general business case) has been presented to the IT Board on 17/09/2015 under the format of a general business case and phases 1 and 2A have received a green light from the IT Board on 20/01/2016. Project 2B has received a green light from the IT Board on 22 june 2016[footnoteRef:1], taking into consideration the outcome of the Cost Benefit Analysis[footnoteRef:2] and the IT steerCo decision of 8 june 2016[footnoteRef:3]. [1:  See Annex 1 for details about the recommendation]  [2:  See Annex 2]  [3:  See Annex 3] 

Project 2B will take the new Operational entities' architecture which will be implemented during OPSYS Project 1 into consideration. If Project 1 will enable to create all operational entities in OpSys including Contracts entity, Project 2B will enable the user to create new Contracts in the system.
Contract implementation aims at covering all aspects of the management of legal commitments and its linked budgetary (level 2) commitment. It aims at covering all business processes currently in use by DEVCO, NEAR and FPI. This means that all implementing modalities will be covered, including specificities, such as Delegation Agreement, Budget Support, Program Estimates and all budget management modes (Direct, Indirect and Shared).
The project aims at covering the following business processes:
· Prepare contract
· Award contracts[footnoteRef:4] (in PROSPECT extended to Indirect Management for grants) [4:  The "Award" business process is to be understood in the context of this document as the process allowing to notify one or several contractors, excluding the signature of the legal commitment (ie grant agreement, contract, specific contract,…)] 

· Manage Specific Contracts under FWCs (Post Award of the Global FWCs)
· Link contract to other operational entities (Actions, Programmes,…)
· Sign contract
· Manage contract
· Amend/modify contract
· Manage correspondence
· Manage stakeholders
· Manage subcontracting (I-perseus functionalities extended to all contracts where the contracting party manages contracts to implement contractual activities. This aims Indirect Management Contracts, Program Estimates, Cross Border Cooperation contracts amongst others)
· Manage reports
· Manage Documents
· Manage deliverables
· Manage experts
· Terminate/finalise contract 
· Manage payments (Part of the project but implemented at a later stage)
· Search
· Manage Prior approval and deviations 
 
Project 2B is highly dependent from project 2A (Actions) and Project 1 (Operational entities)

[bookmark: _Toc462154138]Situation Impact 
[bookmark: _Ref347238981][bookmark: _Ref347238994][bookmark: _Ref347239000][bookmark: _Ref347239015][bookmark: _Toc462154139]Impact on Processes and the Organization

	Process Category[footnoteRef:5] [5:  Process Category - The EC processes are classified in 14 process categories as follows: Asset Management, Audit, Communication & Dissemination, Coordination, Document Management, Financial Management, Grant Management, Human Resources, IT, Legislation Lifecycle, Policy Lifecycle, Procurement, Program Management, Strategic Planning] 

	Domain[footnoteRef:6] [6:  Domain - The domain is the cutting of the highest level of activities of the Commission. A DG has only a few areas of activities, sometimes only one. In some cases, a domain is shared by several DGs, and even by all DGs] 

	Sub-domain[footnoteRef:7] [7:  Sub-Domain - A Sub-Domain is a subset of areas of activities that meets a set of common objectives and constraints] 

	Macro Process[footnoteRef:8] [8:  Macro-process - A macro-process is a set of processes related to a sub-domain. It corresponds to a grouping of activities according to a common business logic. Sometimes the consolidation process corresponds to the sequential execution of many processes] 

	Process[footnoteRef:9] [9:  Process - The CEAF defines a process as an organised and repetitive sequence of actions involving resources which aims at producing a result to satisfy a client’s need] 

	Situation
Impact Description

	Impact to Process Owners and Users

	Grant Management
	External Cooperation, Neighbourhood and Enlargement
	Operations management
	Project Cycle Managemnt
	Contract Implementation
	People in Delegations and at Headquarters are spending a lot of time on inefficient IT systems and are faced to multiple local systems; They cannot fully focus on the management of their operational entities and spend too many times on administrative tasks. 
The system must ensure a good internal communication between its various modules and interoperability with other IT systems
	Major

	Financial Management
	External Cooperation, Neighbourhood and Enlargement
	Operations management
	Level 2 Management
	Contract Implementation
	The financial process and the visa chains are currently complex. The current relationship with ABAC does not allow a smooth management of data linked to financial transactions.
	Major

	Procurement
	External Cooperation, Neighbourhood and Enlargement
	Operations management
	Project Cycle Managemnt
	Contract Implementation
	People in Delegations and at Headquarters are spending a lot of time on inefficient IT systems and are faced to multiple local systems; They cannot fully focus on the management of their operational entities and spend too many times on administrative tasks. 
The system must ensure a good internal communication between its various modules and interoperability with other IT systems
	Major




[bookmark: _Toc462154140]Impact on Stakeholders and Users

"Users" refers to the group of actors responsible for data inputs including the use of data for management purpose whereas "Stakeholders" refers to the group of actors that takes an interest in the information provided from data input.
The user population is mainly DG DEVCO, DG NEAR and FPI staff at Headquarters and in EU Delegations (about 4,100 users[footnoteRef:10]), using CRIS system and from which a part is using ABAC for financial modules from April 2016. Many users have ended up developing their own local systems and/or tools to capture and follow the management of some operational functionalities such as the budget breakdown and follow-up, the statistical breakdown, or the statistical and sector tagging and the results management with the exception of IPA II (enlargement) region where specific reporting needs are covered since 2015 by NEAR local IT tool (MIS). Other functionalities such as the financial forecasting had to be removed from CRIS because it was not appropriate anymore and had been integrated in BPC for DEVCO or in MIS for NEAR. [10:  In August 2015: 3,757 active users and 4,095 users including passive users (consultation only)] 

For the time being, internal users mainly encode the data related to the level 2 commitments in CRIS through the Contracts module. For grants and Specific Contracts, it allows them to print the grant agreement/specific conditions, so that it can be signed by all parties.
The new System should rationalise the whole Contract module and ensure a better use of all its components by offering more relevant tools to the users which should be integrated in a single System / Platform to avoid that the users faces too many interfaces with different ways to access.
The new system should improve data quality on transactions it manages, leading to a better access to information. As a consequence, it would lead to improved decision-making.
Contracting authorities and Contractors/beneficiaries of grants are also to be considered as users and will be impacted. Indeed, these users were so far only interacting with the commission in a non integrated way. One of the key objectives is to have these users to encode some data directly in OPSYS, upload the reports and correspondence, and perform visa transactions as well (electronic signature of contractors, and possibly validation steps by contracting authorities in indirect management). 
[bookmark: _Toc462154141]Interrelations and Interdependencies
1.  (Opportunity, inside): OPSYS project 2B comes in the continuity of the feasibility study on the rationalisation and on the possible phasing-out of CRIS. In 2014 the Management decided to launch this study to investigate if level 1 and level 2 commitments could be better managed in ABAC and OPSYS than in CRIS. The study confirmed that the phasing-out of the CRIS Decisions and Contracts modules is relevant if technical solutions such as web services (mainly from ABAC) or the reuse of existing IT tools (such as COMPASS) can be adapted to the RELEX-family needs. This study has now been integrated in the OPSYS programme and more specifically in the Projects 2A and 2B.
2. (Opportunity, inside): the shift from a mainly financial management based IT systems to a more operational management based system will allow to fill the gap in terms of operational portfolio management (actions, programmes, projects).
3. (Need, inside) High complexity of DEVCO/NEAR/FPI working environment:
a. Variety of instruments (12 different legal basis are in use): some can be used for specific countries, regions or being thematic (targeting third countries around the world);
b. Variety of contract type/aid modalities: grants, procurement, program estimates, Budget support, blending, financial instruments, Delegation Agreements, Specific contracts, cross-border cooperation,… 
c. Variety of financing sources and their respective financial regulations: budget support/project type; EDF/BUDGET/Trust Funds
d. Variety of Management modes: Direct, Indirect and Shared
e. Variety of types of relations between Actions/level 1 commitments and contracts/level 2 commitments
f. Variety of implementing partners: partner countries, Member States, Executive Agencies, International Organisations, Public law bodies, Private law bodies with a public service mission, Trust Funds, European Investment Bank, European Investment Fund, Public Private Partnerships (PPP), NGOs…
g. The high number of concerned EU delegations managing cooperation resources around the world (+/- 120), in different time zones
h. Needs of harmonisation in terminology: specificities by DG and by instrument (FPI, IPA…)
i. Most business units and programme managers are confronted with the complexity described above and shouldn’t be confronted with the same diversity in terms of information systems
4. (Need, inside): project 2B is dependent of project 1 (results management and operational entities) which will build the foundations for project entities, and interdependent with project 2A (Actions/commitment level 1) for its interaction with ABAC;
5. (Problem, inside) The lack of information and reliable data is feeding a lack of trust between group of internal users (managers versus task managers, Headquarter versus EU delegations, operational staff versus financial staff and thematic staff versus geographic staff)
6. (Need, outside) reporting on sectors, implementation modalities, countries and results: international initiatives and organisations such as IATI and OECD require more frequent availability or more data. EU Member States are also requesting more information about what is done with their financial contribution, particularly on results and/or by sector of concentration. 


[bookmark: _Toc462154142]Expected Outcomes

The global scope of the DEVCO, NEAR and FPI’s key desired outcomes to improve the management of their contracts and level 2 commitments can be represented as follows:
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Based on this, the main expected outcomes are:
1. To offer users a single entry point for operational information systems (internal portal). Reduce as much as possible the various user interfaces not only to manage the contracts and level 2 commitments but also to have an harmonised interface with the other OPSYS Projects mainly the Action and level 1 commitments; 
2. To ensure that the technical solution adopted will avoid duplication of ABAC developments in OpSys to answer one of the IT rationalisation's main objectives. 
3. To improve the management (create, update, exchange information between contracting partie, close and delete) of contracts and level 2 commitments through an integrated and automated approach: 
4. To automatically retrieve relevant data between various PCM phases. This will avoid that users must encode several times the same data (The list of all the fields to be automatically retrieved will be identified at a later stage);
5. To facilitate the encoding, collect and update of the data at contracts and level 2 commitments level by implementing guiding tools to help the users to encode their data properly;
6. To integrate the management of contracts and level 2 commitments within the new architecture of Operational entities which will be implemented through OPSYS Project 1;
7. To capture currently missing data (including an appropriate statistical, sector and geographical tagging);
8. To allow more interoperability and/or integration with others systems: ABAC, DWH, ARES/HERMES, MIS, BPC, AUDIT, ROM, EVAL, EuropeAid, NEAR and FPI websites…

[bookmark: _Toc462154143]Possible Alternatives
Refer to Cost Benefit Analysis described in Annex2

[bookmark: _Toc462154144]
Solution Description
[bookmark: _Toc462154145]Legal Basis
Business for DG DEVCO, DG NEAR and FPI is governed by a set of 12 Legal bases and Financial regulations, Council Decision and international agreement as indicated below. It reflects the complexity of operations management for DEVCO/NEAR/FPI. The proposed solution should be compliant with it.
1. Regulation (EU) No 236/2014 of the European Parliament and of the Council of 11 March 2014 establishing common rules and procedures for the implementation of the Union's instruments for external action.
2. Regulation (EU) No 231/2014 of the European Parliament and of the Council of 11 March 2014 establishing an Instrument for Pre-accession Assistance (IPA II) (Financial envelope for 2014-2020: 11.70 billion EUR).
3. Regulation (EU) No 232/2014 of the European Parliament and of the Council of 11 March 2014 establishing a European Neighbourhood Instrument (Financial envelope for 2014-2020: 15.43 billion EUR).
4. Regulation (EU) No 233/2014 of the European Parliament and of the Council of 11 March 2014 establishing a financing instrument for development cooperation for the period 2014-2020 (Financial envelope for 2014-2020: 19.66 billion EUR).
5. Council Decision 2014/137/EU of 14 March 2014 on relations between the European Union on the one hand, and Greenland and the Kingdom of Denmark on the other (Financial envelope for 2014-2020: 217.8 million EUR).
6. Regulation (EU) No 235/2014 of the European Parliament and of the Council of 11 March 2014 establishing a financing instrument for democracy and human rights worldwide (Financial envelope for 2014-2020: 1.33 billion EUR).
7. Regulation (EU) No 230/2014 of the European Parliament and of the Council of 11 March 2014 establishing an Instrument contributing to stability and peace (Financial envelope for 2014-2020: 2.34 billion EUR).
8. Council Regulation (EURATOM) No 237/2014 establishing an Instrument for Nuclear Safety Cooperation (Financial envelope for 2014-2020: 225 million EUR).
9. Regulation (EU) No 234/2014 of the European Parliament and of the Council of 11 March 2014 establishing a Partnership Instrument for cooperation with third countries (Financial envelope for 2014-2020: 954 million EUR).
10. ACP-EC Partnership Agreement signed on 23 June 2000 in Cotonou by the Member States of the European Union (ACP), amended by an agreement signed by the same States on 25 June 2005 in Luxembourg, by Decision No 1/2008 of the ACP-EU Council of Ministers of 13 June 2008 regarding the revision of the terms and conditions of financing for short-term fluctuations in export earnings, by Decision No 3/2008 of the ACP-EU Council of Ministers of 15 December 2008 adopting amendments to Annex IV to the Cotonou Agreement concerning awarding contracts, awarding grants and performing contracts, and by an agreement signed (except for Equatorial Guinea, South Sudan and Sudan) on 22 June 2010 in Ouagadougou
11. The EDF Implementation Regulation: Council Regulation (EU) 2015/322 of 2 March 2015 on the implementation of the 11th European Development Fund (Financial envelope for 2014-2020: 30.506 billion EUR)
12. Common Foreign and Security Policy (CFSP): Title V of the Treaty of the European Union
[bookmark: _Toc462154146]Benefits
The benefits are various, and mainly business focused: 
Main benefits:
1. Greater time efficiency for users and easier work with the system:
a. Dynamic user interface: collection of necessary data only, depending on the type/nature of the entity selected (ex: EDF or Budget, Budget support or not…);
b. Faster processes: Full electronic flows on all contracts and riders avoid the transfer of contracts and letters in a traditional way, usually a resource consuming process (eg time to deliver documents in delegation,…);
c. Decrease of workload for EC users: part of the encoding is either delegated to the contracting party or simplified by retrieving previously encoded information;
d. User-centric IT system: support when encoding; guidance tool; personal parametrisation of the system based on user's preferences ("my workplace", compatibility with mobile/tablet); system of notification;
e. Improvement of the time efficiency (less time spent on non-productive tasks);
f. Improved way to store and archive documents with the interoperability between OpSys and ARES/HERMES and no double financial circuits between ARES and OpSys
2. Data quality will improve: Automation will improve the encoding and the data quality (avoid manual errors and encoding duplications; enable easier aggregation of data);
3. Easier reporting, monitoring and business intelligence:
a. Many data which are currently not encoded in any system will be captured and structured in OPSYS and could be easily inherited and/or compared (ex: Action document, Financing agreements, statistical, sector and free tagging, deliverables…); 
b. More oriented on the operational user needs: it includes a new appropriate matching between EU sectors of concentration and the OECD DAC codes; aggregation of data is reliable; improve reporting capacities and exchange of best practices and possibility for users to capture their own statistics (new system of free tagging)
c. Reporting to Management, end users and to other stakeholders including institutional reporting (Annual Activity Report, Financial Transparency System, OECD, IATI…) is improved and facilitated.
4. Business changes can be considered in a more flexible way: Reliability and sustainability: DIGIT standards compliant and market best of breed; architecture designed in a way that the module is easily adaptable;
5. CRIS ABAC rationalisation has progressed: Encoding the ABAC data in a way which enables to respect the IT rationalisation objective aiming at avoiding or reducing the duplication of ABAC developments (depending on the technical option selected).


[bookmark: _Toc462154147]Success Criteria
High level success criteria by which the proposed solution will be considered as a success or a failure are:
1. Satisfaction of users: Buy-in and satisfaction (real added-value perceived) by the different categories of users (end users, management, corporate partners) on the new way to manage contracts and on user friendliness, efficiency, quick wins…
Business requirements flagged as "Must" or "Should" implemented at least at 80% (MoSCoW) 
2. Quality of interaction with ABAC and other interfaces
3. Quality of interaction and regular coordination with Data warehouse to ensure an efficient reporting in OpSys
4. Improved data quality including a proper data migration for on-going files
5. Rationalisation leads to lower maintenance costs, or at least same or additional costs lead to a clear added value for users

Moreover in order to have a successful project, and in this perspective, the deliverables “on time, on budget, on scope and on quality", the identified key factors of success are: 
6. Availability of resources from business side for mainly DEVCO, FPI and DG NEAR (business experts, user representatives including from EU delegations), as well as from IT side and appropriate staff allocation;
7. An appropriate collaboration between all IT departments from the DG's involved in order to implement quickly and properly the required interfaces and web services;
8. A strong sponsorship at management level to overcome business harmonisation and optimisation issues;
9. An appropriate Change management strategy including an efficient communication (clear and regular) to the various users and to other stakeholders; sufficient number of users trained and the availability of the relevant documentation (user's manuals) when the Project is implemented;
10. Synchronised roll out of projects 2A & 2B: The most frequently used types of contract should be rolled out at the same time as project 2A (Q1/2019), while the remaining ones are foreseen for Q3/2020 taking into account the e-procurement process. The sequence of intermediary releases will be confirmed once the pilot contract will be put in place in 2017, and once the decision (also foreseen for 2017) will have been taken regarding the reuse of the e-procurement (pre-award) corporate tools. 
11. Complementarity and full interoperability with the other OPSYS modules, especially with Projects 1 and 2A: OPSYS Project 1 will create the new Operational entities in the System.
12. Success data migration from CRIS, ensuring the historicity of CRIS data 

[bookmark: _Toc462154148]Scope
The scope of project 2B is a mix of reuse of corporate tools (SYGMA, JaGAte, COMPASS, ABAC[footnoteRef:11],Hermes,…) and components used by the RELEX family.  [11:  Through webservices] 


The scope will cover the full cycle of contractualisation, excluding the procurement.
1. Prepare procedure
a. Create draft Contract, including links to an action and to an aid modality defined in the action
b. Retrieve specific objectives
c. Retrieve award procedure
d. Submit draft

2. Procurement Procedure
The procurement/Call for proposals procedure phase is for this only limited to grants. It is implemented in PROSPECT. For Procurement it has been decided[footnoteRef:12] to postpone the decision to implement a digitalised process. [12:  See Ares(2016)3280386 Minutes of the IT Steering Committee on 08 06 2016] 


3. Manage Framework Contracts
This process aims at covering the post award phase, starting as from when consortia have been admitted into lots. This process covers:
a. Requesting  an offer to preselected entities
b. Receiving offers from interested entities
c. Evaluating received offers
d. Notifying the results of the evaluation
It also covers the post implementation phase, i.e. the contractor performance assessment.

4. Manage Contract
a. Draft Contract, including legal and budgetary commitments; budgetary breakdown, defining deliverables, statistics and deviation & prior approvals
b. Finalise Contract, ie signing the contract
c. Provide input to results
d. Amend Contract
e. Manage correspondence
f. Manage Stakeholders
g. Manage Subcontracting 
h. Manage reports
i. Manage payments[footnoteRef:13] [13:  Even if it is in the scope of the project, the implementation of the management of payments may be performed at a later stage. It is however a need that has been identified and that needs to be taken into consideration in this project. Final decision to be taken in view of the pilot on FWC.] 

j. Manage deliverables
k. Manage Task sharing
l. Manage co-authoring

5. Terminate/Close contract

6. Manage Experts
Offer a simplified process to hire individual experts, including the possibility for experts to manage their profile (CV, availability,…) and EC users to search for expertise and select experts (also based on performance evaluation). The administrative part (contractualisation) would be left to a dedicated body, such as currently performed by RTD.

In parallel, scope also includes change management strategy, Migration of data strategy and business process simplification.
[bookmark: _Toc462154149]Solution Impact
The main affected process for OPSYS project 2B will be contract management. The solution will address identified impacts through:
· Capturing, managing and sharing data from contracts
· Linking these various phases to shape personal operational portfolio
· Maximising the reuse of data 
· Offering to operational manager the use of encoded data for their own needs and offering a greater user experience, therefore increasing the sense of ownership on contracts and contributing to the shift from financial management to a more operational focused management.

[bookmark: _Toc462154150]Deliverables
The Opsys Phase 2B aims at delivering a second Opsys module serving DEVCO, NEAR and FPI in order to:
1. Manage Contracts and/or Level 2 commitments in a structured format including sector and free tagging, the collect of data for personal and institutional reporting, the budget follow-up, the encoding of operational and required financial data;
1. Link contracts and/or Level 2 commitments – when relevant - to Actions and level 1 commitments;
1. Ensure an integration with the following existing systems: BPC and MIS, ABAC, DWH, AUDIT, ROM, EVAL, EuropeAid, NEAR and FPI websites;
1. Ensure consistency in terms of user experience with what will be done in Project 1 and 2A: internal portal, unified user interface…
1. Provide assistance to users in terms of trainings, support and communication on the scope managed by Project 2B but also on the OpSys programme.
1. Ensure consistent migration of transactions currently available in CRIS.
1. Achieve IT rationalisation objective by using ABAC webservices, through JaGATE
1. Implement full electronic workflow, e-signatures and information exchange through OPSYS
A prioritisation and ponderation of the deliverables will be done based on the MoSCoW methodology in the Project Charter.

[bookmark: _Toc462154151]Assumptions
Key assumptions for the solution are as follows:
1. Prerequisites from project 1 & 2A are fulfilled when project 2B goes to production 
2. Business/Process owner units (DEVCO, NEAR, FPI) and Delegations will dedicate enough time for their business experts and users to be part of user groups and bilateral discussions
3. Strong internal support throughout the development process is ensured at various levels, OPSYS sponsorship is mobilised and enough visibility is given to OPSYS programme
4. As the OpSys vision is to include the DG Near requirements as well as team in the build-up of the Project 2B, a clear synergy with the DG Near technical and Business teams will be required.
5. A Partnership Agreement is signed between all involved parties on the technical side.
6. A strong coordination is enabled between all involved parties to ensure consistency in planning and delivering of releases.
[bookmark: _Toc462154152]Constraints
Key constraints are as follows:

1. The available budget for 2017 and after
2. Reinforcement of the 05 team coordinating this project

[bookmark: _Toc462154153]Risks
The following key risks have been initially identified at this stage (H=High, M=Medium, L=Low); the two crucial risks are linked to Opsys complexity and resistance to change, while a few other risks are important (absorption capacity, scalability of Opsys unit, budget overrun, interdependence with ABAC, technology choices, right methodology, migration of data and reputation).
	Reference
	Type
	
Description
	Likelihood
	Impact
	Comment/Mitigation

	1
	Business
	Complexity linked to the high number of stakeholders
DEVCO, NEAR, FPI requiring an Harmonisation work
· EU delegations
· role for implementing partners
	H
	H
	Mitigation:
· Possibility to shift non-essential identified needs to other phases 
· Inclusiveness of Domain user groups and Programme user and steering committee


	
2
	Manage-ment
	Resistance to change linked to:
· Effort to enter into development of a new system with a too long time perspective for operationalisation
· Mistrust outside usual ways of working; 
· Resistance to change by existing CRIS/MIS users
	H
	H
	Mitigation:
· Efforts on clear operational concepts and processes
· Comprehensive change management strategy encompassing:
· Communication plan and activities upstream
· Training on time and continuous support 
· Strong and inclusive involvement of users since the beginning including EU delegations
· Relevant documentation available on time

	3
	Manage-ment
	Business involvement into needs definition and testing: recent staff cuts have increased the sense of negative priorities
	H
	H
	Mitigation: strong sponsorship in DEVCO, NEAR, and FPI, in order to make OpSys a positive priority

	4
	Manage-ment
	Scalability of the Opsys unit 05 and of the IT supplier R6/RTD/DIGIT: allocation of staff resources and finding/building the right competences may have an input on timing and scope
	H
	H
	Mitigation: 
· 05: right mix of statutory staff and intra muros experts
· appropriate training
· Budgetary and planning revision after programme charter

	6
	Technical
	Interaction with ABAC: DG BUDG may delay the offer for extended web-services 
	H
	M
	Mitigation: 
· a temporary solution might be found as for using COMPASS and JAgate, pending ongoing cost benefits analysis
· a mixed DEVCO-BUDG team will be set-up in order to assess the requirements in term of web services

	7
	Technical
	Dependency on the decision taken for the CBA of OpSys:
· impact on the technical solution, the costs and the planning of Project 2B. It would not be relevant to take different technical options for Project 2A and 2B in terms of rationalisation and of user experience.
· It is not conceivable to have the phase-out of the CRIS Decisions' and Contracts' modules not simultaneously.
	H
	H
	Mitigation
· take as soon as possible the results and the estimations (cost and planning) of the CBA into consideration for Project 2A
· apply the same IT solution and planning for Project 2A and 2B


	8
	Technical
	Wrong technology choices for the enterprise architecture (development technology, IT components)
	L
	M
	Mitigation:
· recruitment of a team of experts (business and IT architect) in order to work on and advise on architecture orientations
· work with DEVCO IT unit and DIGIT B1 to ensure the full IT architecture coherence with Opsys needs, associating NEAR IT Unit

	9
	Technical
	Complexity  for integrating and migrating data from existing tools to preserve the data legacy; complexity due to not a systematic 1-to-1 matching between CRIS, MIS and OPSYS transactions 

	M
	H
	Mitigation: 
· prioritisation and if necessary postponement of less prior integration  to further Opsys phases

	10
	Business
	Failure to simplify business processes in order to rationalise and harmonise ways of working amongst all stakeholders within the RELEX family
	M
	M
	Mitigation: Phase simplification exercise and implement current business processes in release 2B.

	11
	Technical
	Failure to harmonise and sequence releases amongst all stakeholders. The large number of technical stakeholders require a heavy coordingation to ensure 
	H
	H
	Mitigation: Regular coordination meetings, clear architecture documentation and accurate planning.
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Costs, Effort and Funding Source
5.10.1 Multi-providers solution
The main efforts to build the solution that will support this business case will have to be done in the existing corporate systems that will have to be reused. These costs of all the adaptations needed have been evaluated in the CBA (Cost Benefits Analysis). 
As a reminder they have been evaluated as follows[footnoteRef:14]: [14:  Further details available in the final version of the CBA as submitted to the IT Board: Ref. Ares(2016)2788013 - 15/06/2016] 

	Task description
	Budget

	Compass adaptation for external action
	1.308.000

	J-Agate profiling for external action (link to ABAC)
	540.000

	Creation of a specific External action container in SYGMA and launching of the first OpSys contract
	2.057.500

	Automation of 15 additional types of contracts
	2.700.000

	Adaptation of the external portal 
	300.000

	Additional functionality for the expert management system for external action
	270.000

	Interoperable components
	773.000

	Adaptation of e-Procurement post-award modules (such as: integration of Compass in the e-procurement post-award, expose e-procurement services for external action, etc,)
	2.915.000

	Total
	10.863.500

	Provision for coherence of User experience
	700.000



The CBA also presented support and maintenance costs including the validation and management by DG Research agency (REA) of the legal entities registered in the system.  
These expenses would be taking place in full extend only from 2021. They have been estimated to 941.000 EUR/year. This sum should be reduced, because the validation of legal entities in the external action should be a split responsibility between central  level (REA) and Delegation level. During the development of the system, there will be minor costs associated to support and maintenance. They will be estimated in the project charter.
In addition to the costs estimated in the CBA, it should be taken into account of the IT tasks/activities that have to be supported by the DEVCO R6 IT unit:
	- the migration of data
	- the integration of the solution in the IT landscape of DEVCO and NEAR
- the progressive implementation of External Action specific tasks on SYGMA (Part of the DEVCO team will be placed with RTD for on the job learning in RTD, so that this DEVCO team is eventually able to develop External Action specific contracts on SYGMA without constant support of RTD)
- the implementation of functionalities that corporate systems would not cover (complementary to integration)
Therefore an IT team in DEVCO R6 unit dedicated to this project will be set up. This team will be partially involved in the adaptations of the corporate systems and some other tasks will be partially supported by other DEVCO R6 teams (the migration of data will be supported mainly by the DEVCO R6 Data Management section etc …).
5.10.2 Migration of Data
The migration of data covers
	- migration of data from CRIS contract module into the corporate solution
	- migration of contract related documents from CRIS to ERIS
	- migration of some contracts data and documents managed in other applications (MIS, trust fund, …) into the corporate solution
This topic is only focussed on data, adaptations of system behaviour, forms, reports etc … is not in the scope.
5.10.3 Integration in DEVCO/NEAR IT landscape
The new solution will have to be integrated into the DEVCO/NEAR IT landscape, meaning that it should be able to communicate with other applications in order to maintain the business continuity. These communications will be, when possible, based on a Service Oriented Architecture. It should be taken into account of the evolutions of this landscape: applications that will be replaced etc …
Here is the current position of the contract management application in the landscape:
[image: ]
The Opsys Contract IT team from DEVCO R6 will have to
- describe the services that will have to be provided by each system impacted, and their implementation will be realized by the team in charge of each of the systems
- realize the integration tests
This integration work does not cover deep adaptations in all these applications such as embedding Compass, radically improving the UI, etc).

5.10.4 Complementary functionalities
The existing corporate tools may not be able to support all the requirements from this business case. This means that they will have to be implemented directly by the OPSYS Contract IT team from DEVCO R6. It is not clear currently which functionalities will be in this case. Additionally, it should be mentioned that it has been decided that "Deviation & Prior approval" and "sector tagging" functionalities will be implemented in OPSYS Action (Project 2a). 

5.10.5 Conclusion
From an IT development perspective, in relation with the Schema Directeur as well as with the technical assessment, we can synthetize the IT costs as follows, (for 2017 and further, these are high level assessments and this will depend on the evolution of the pilot phase);
Opsys was financed for 2016 by admin and operational credits (90% admin, 10% EVA –operational credits).
	Solution Implementation Costs
	2016
	2017
	2018
	2019
	2020

	Solution Development (DEVCO R6 – as detailed below)
	
	890
	1.150
	1.090
	330

	Solution Development (RTD-DIGIT)
	
	4600
	3900
	1600
	800

	Solution Maintenance
	
	
	
	
	

	Support 
	
	
	
	
	

	Training (included in business costs)
	
	
	
	
	

	Infrastructure and related operations
	
	
	
	
	

	[bookmark: _GoBack]TOTAL in k€
	
	5490
	5050
	2690
	1130





	Intra muros:  Solution Development. DEVCO R6 team

	– external providers  in Work Days & officials in FTE–

	Year
	2016
	2017
	2018
	2019
	2020

	Solution Development
	WD
	FTE
	WD
	FTE
	WD
	FTE
	WD
	FTE
	WD
	FTE

	Project Management
	
	
	
	1
	
	1
	
	1
	 
	1

	Analysis
	
	
	440
	
	440
	
	330
	 
	110
	 

	Development
	
	
	660
	
	880
	
	880
	 
	220
	 

	Testing
	
	
	220
	
	440
	
	440
	 
	220
	 

	Architecture
	
	
	110
	
	110
	
	110
	 
	 
	 

	Web design
	
	
	55
	
	55
	
	55
	 
	 
	 

	TOTAL WORK DAYS
	
	
	1.485
	1
	1.925
	1
	1.815
	1
	550
	1




Nota: The following figures regarding business implementation costs are rough estimations and will be further analysed with the project charter.
	Business Implementation Costs (k€)
	2016
	2017
	2018
	2019
	2020

	Business managers/experts
	150
	740
	790
	430
	150

	Change management
	
	50
	300
	850
	50

	Start-up costs
	
	
	
	
	

	Coordination
	
	
	
	
	

	Training
	
	
	
	
	

	TOTAL in k€
	150
	790
	1090
	1280
	200
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2017: Approval of Business case and Project charter
2017: Signature of a Partnership Agreement with DIGIT and RTD
2017: Analysis and implementation of a pilote contract in SYGMA on the basis of DEVCO FWC BENEF.
2017: Mapping and Proposals for Business process optimisation for the main types of contracts
2018: Automating further types of contracts, starting with Grants
2019: Most frequent types of contract are automated (FWC, Grants and Pagoda, procurement contracts..)
2020: Remaining types of contract are automated (Programme estimates, Budget support, CBC, decentralised management..)
As stated in 5.3, the sequence of intermediary releases will be confirmed once the pilot contract will be put in place in 2017, and once the decision (also foreseen for 2017) will have been taken regarding the reuse of the e-procurement (pre-award) corporate tools. 

[bookmark: _Toc462154156]Synergies and Interdependencies
OpSys Phase 2B "Contracts and level 2 commitments management" will have to be managed in close relationship with the other phases of the OpSys programme as well as with the CRIS currently existing modules and associated projects.
It is essential (including for the users) to harmonise the way to manage the level 1 and level 2 commitments in OpSys.
Contracts and level 2 commitments management is in close relationship with the: 
· new Operational entities which will be implemented through OPSYS Project I
· related actions to be stored in OPSYS
· related Decisions (Commitments Level 1) currently stored in CRIS and MIS and which will be migrated to OPSYS.
· related Contracts (Commitments Level 2), also currently stored in CRIS and MIS and which will be migrated to OPSYS.
· other synchronisation must also take place with the project managers of the other modules that are supposed to be connected with Contracts such as Deviations and Prior approvals, Framework contracts…
· related award procedures stored in PROSPECT
· related contractors reference to be stored and managed in SEDIA


[bookmark: _Toc462154157]Governance
The project will be covered by a Partnership Agreement between main stakeholders.
[bookmark: _Toc462154158]Project Owner (PO)
Please find here below the reference to the roles and responsibilities inside the project, from the business perspective as well as from the IT perspective. 

Sponsor for Opsys programme: Deputy Director General 2 of DEVCO, Marjeta JAGER
System owner: DEVCO 05, Project Owner: Thierry MATHISSE
Programme manager for Opsys: DEVCO 05, Denis THIEULIN
Coordinator of Business managers for Opsys programme: DEVCO 05, Paul RIEMBAULT
Business manager for project 2B: DEVCO 05, vacant (Iason FOSCOLOS, acting)
[bookmark: _Toc462154159]Solution Provider (SP)
· IT supplier for project 2B: DG RTD & DEVCO R6 are the System suppliers with assistance of NEAR/R3 and with DIGIT cooperation for IT architecture where relevant
· IT Programme Manager for OPSYS : DEVCO R6, Samuel CANSSE
· IT Project Manager for OPSYS Project 2B : DEVCO R6, Christophe CHAUVIERE

[bookmark: _Toc462154160]Approving Authority
[bookmark: _Toc326069389]Project owner, Thierry MATHISSE, Head of Unit DEVCO 05

Signature of the approving authority …………………………… Date ………
[bookmark: _Toc462154161]Appendix 1: References and Related Documents
	ID
	Reference or Related Document
	Source or Link/Location

	1
	IT Board meeting - 22 June 2016 - operational conclusions
	Ares(2016)3211364 

	2
	Cost Benefit Analysis
	 Ares (2016) 2788013


	3
	Minutes of the IT Steering Committee on 08 06 2016
	Ares(2016)3280386



Date: 16/11/2016                                                                                        22 / 25	Doc. Version: V1.1   	                               
image1.emf

image2.emf

image3.wmf

image4.wmf

image5.png
Vision: Users will manage
Con.tracts &1L2 commltments and 1— Contract preparation
their related Portfolio « Including forecasting

-
2 — Contract Award
* Link with award procedure (Prospect)

\

3 - Level-2 commitments

Creation of one/several L-2 commitment(s)
Manage L2 commitments not related to an
Action / a L1 commitment

ABAC data

Validation and responsibilities

project 1, ABAC, AUDIT, ROM, EVAL, BPC,
MIS, DECIDE

/

USER a N
4 — Contract Implementation

EC, Partner Country,

Contracting Party * Flexible Budget allocation (Analytical

6 - Interoperability ’
* Datalegacy (complexity —no 1-to-1

matching CRIS-OPSYS) |
* Interoperability/Integration with Opsys

5 —Sector Tagging breakdown)
New data collection process for reporting, « Link to Deviations & Prior aprovals
statistics & exchange of best practices (ex: * Management of subcontracting (// Iperseus)
sector + free tagging) * Expert Management

* Payments

* Deliverables

* Report Management

+ Correspondence management
¢ Amendments

&Stakeho\ders management 2 /





image6.png
BPC (fincancial Actiona Ll
forecasting tool)

Get fta
Ao
Prospect Iohest data
Check copsistencifs ROM/Eval
Callfor
tender | Audit
Check consistencies
DEviETey 1T
ceidhe ceroe b

) [ [

Systems SUBREtED
replacement or major
changes in the meantime





