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Opsys Programme User Committee – PUC 7
Meeting: 19/04/2017
1. Participants:
	Dir
	Unit
	Name

	DEVCO/A
	A2
	OSTERLUND Susanne

	DEVCO/B
	B5
	COSTA Rui

	DEVCO H
	H2
	TIMMERMAN Hilde

	DEVCO R
	R1
	KOYUNCU Merih

	FPI
	FPI/5
	MEUNIER Christian

	NEAR/R
	R1
	VERDE Valerio

	NEAR/R
	R4
	KVARACIEJUS Saulius

	DEVCO/TF
	06
	PELLACANI Enrica

	External
	06
	ROSCIGLIONE Giuliano

	DEVCO/TF
	05
	THIEULIN Denis

	DEVCO/TF
	05
	FANE Daria

	DEVCO/TF
	05
	RIEMBAULT Paul

	External
	05
	NICULIU Radu

	External
	05
	MONTAROU Melissa

	External
	05
	BERGHMANS Arnaud

	External
	05
	ALIOUI Farida

	DELEGATION BOSNIA HERZEGOVINA
	FCA
	GAJEVIC-PERISIC Jelena

	DELEGATION BOSNIA HERZEGOVINA
	Ops
	HAJRULAHOVIC Aida

	DELEGATION BOSNIA HERZEGOVINA
	FCA
	BABOVIC Elmir

	DELEGATION BRAZIL
	FCA
	SALOMON Vera Lucia 

	DELEGATION BRAZIL
	
	DUDERMEL Thierry

	DELEGATION BRAZIL
	Ops
	SABBATELLI Maria Rosa

	DELEGATION ETHIOPIA
	Ops
	MOGES Tiruwork

	DELEGATION ETHIOPIA
	FCA
	FASIL Genanew

	DELEGATION MOROCCO
	FCA
	MELKA Lukas

	DELEGATION MOROCCO
	FCA
	VALLEGEAS Theodore 

	DELEGATION UKRAINE
	HoC team
	BRICH Victoria 


2. Distributed documents :
	Powerpoint presentations
	Link to Capacity4Dev

	

	Opsys PUC meeting 19/04/2017 – State of play


	

	Opsys PUC meeting 19/04/2017 - Governance



3. Outcomes
Introduction
· Opsys is a necessity. There is an increasing interest in it including now from SG (Secretariat General) and BUDG.
· Turn-over: changes are taking place in the Team. Thierry Mathisse and Denis Thieulin will move to other activities as of June 2017 and so will Daria Fané in July 2017. There are new comers:  Farida Alioui (Particip technical assistance on change management) and Radu Niculiu in charge of Institutional Settings Governance.
Agenda and minutes of previous meeting
· The agenda proposed is approved, i.e.:
· Approbation agenda + former minutes
· Opsys State of Play
· New Opsys Governance
· AOB: next Devco IT Steering Committee.

· Minutes of the previous PUC meeting are approved.
Opsys State of Play  
· In the context of the New Opsys approach with DIGIT, the work is organised around 3 tracks/projects:
· Track/project 1 Results and monitoring: creation of logframes and indicators for the purpose of monitoring, recording of results, aggregation of indicators at respective levels. It corresponds to the former Opsys projects 1 and 3. Expectations: next results reporting exercise to be done in the system by consultants and pilot EUDs to start a pilot phase. 
· Track/project 2 Contracts management and procurement: all families of contracts are covered. It corresponds to the former Opsys projects 2B and 5. Expectations: ultimately phasing out of CRIS 2019 and electronic management of contracts (e procurement, e grants and SEDIA (Single Electronic Data Interchange Area)) adopted with one single entry point. A pilot will be ran for the FWC benef 2018. 
· Track/project 3 Programming, Action and Decisions: preparation and validations of AAP, MIP. It corresponds to the former Opsys projects 2A and 4. Work has not started yet on this track. 
· In terms of project status: 
· Track 1 Results and monitoring and Track 2 Contracts management and procurement are flagged amber. Opsys team is confident that they can move easily to green. 
Discussion:
· Impact of the new approach on CRIS phase out: confirmed by DIGIT with a target set as 2019. First step with the management of the FWC in Opsys early 2018. The final phasing out of CRIS requires that all different contract modalities are constructed: will be done by 2018/early 2019.
· Prospect is essential in the re-use of existing systems. DIGIT is committed to re-use Prospect which will become a corporate tool for Devco and DIGIT. Although Prospect needs technical improvement to become compatible with Commission systems it will be re-used for evaluation of all type of contracts. 
· No more separate circuits in Opsys. There will be one single entry. The system will manage interactions with ABAC and ARES.
· In Ukraine, only signed papers can be used for the VAT exemption. E signature will have serious implications. A process has to be thought in order to develop a legal basis that fits partner countries’ rules (e.g. having an additional paper signature for that purpose). 
· Regarding payments: in ARES, the process is not transparent; it is difficult to monitor payments in the system. In the new system, contracts will be traceable all over the cycle, including payments.
· Data in CRIS will be still visible in Opsys during the transition period. Then data will be visible in Opsys for ongoing projects/contracts and historical data will remain accessible separately.
· One single track option was not viable (too wide scope, too many stakeholders).
Risks and planning: 
· Short term planning / next steps: to draft a partnership agreement with DIGIT, in July 1st a first release on Results management, in October a final release on Results management, in January 2018 a release of part of FWC Benef (requests and signature of specific agreements).
· Main risks: 
· Business governance has to be set up each of the three Tracks, all partners (NEAR, DEVCO and FPI) have to be aligned ;
· Increase of the reuse of corporate system: find a balance between protecting DEVCO specificities and use of corporate tools;
· SEDIA will be the portal that all operators will use to enter in EC system. DIGIT is in charge but there might be some delays. SEDIA stands for Single Electronic Data Interchange Area.
· Roadmap: discussions with DIGIT on a revised detailed roadmap for Opsys. The table in the presentation is a product roadmap, not a roll-out road map. A roll-out road map needs to be developed according to change management constraints.
Logframe migration: 
· The collection of logframes to migrate in the system has just started. They will be processed in intermediary excel spreadsheets. 
· The EUDs are not involved yet. But there will be interactions to make sure that the logframes collected are the most updated ones. 
· There will be discussions and agreements on how to proceed practically. 
· There will not be changes in the logframes but possibly indicators selected (as done in result reporting) if the indicators are not relevant for example.
· For the moment we are working with logframes at Action Document level.  Contracts / grants will be done in a second phase. 
Discussion:
· What is expected from pilot EUDs before October re. result reporting? 
Ultimately, ROM experts will enter directly in the system the information related to result reporting. On the migration of logframes, the process has just started. Delegations may be asked to provide inputs to secure the quality of data (e.g. most updated version of the logframes).
· There are a number of rules which must be respected regarding when and to which extent logframes might be changed. A discussion should be organised with Devco 06 to define all the migration parameters. Checks with legal services may be needed (countries might need ex-post information, etc). Thematic programmes: most of them do not have a logframe or if they do, they might not have the level of precision needed. The collection of current logframes should be done through DECIDE or VISTA as the ones in CRIS are the ones before QSG. 
Roll-out approach: 
· Roll-out for "results management" (first part of Track/project 1):
· The roll-out will be proceeded by a pilot workshops 3 months before in HQ. During this pilot phase pilot EUDs will be asked to work on the system to have a testing phase and enable a feedback loop on the system and on the comprehensive workshop. 
· Pilot EUDs will be invited in HQ in October for the 2 day pilot workshop (discussing methodology of results management and working on the system). From then, pilot EUDs will continue encoding in the system until January 2018. Invitations will be sent in May 2017. 
· FPI will have an earlier roll-out. 
· The main roll-out will be taking place in February 2018 with 10 comprehensive workshops in 10 regional hubs and afterwards another training in HQ. 
· Roll-out approach for other Opsys releases: it will depend on the roadmap for IT production currently in discussion with DIGIT; it may align on what we plan for "results management": comprehensive workshop for pilot EU Del/HQ units, then to regroup users in regional hubs and in HQ for one big workshop where process/methodology and new IT system will be combined. 
Discussion:
· Identification of regional hubs versus pilot EUD: in principle those identified for ABAC trainings and having the training and technical facilities. 
· Roll-out for the second track (contract management and procurement): we still need to see how we can regroup things and not to split. We should discuss with the DUG what are the best options for pilot roll-out, workshop for contract management. 
New Opsys Governance
· The new Opsys approach is to manage the corporate ambition and better secure business adherence to the system functionalities. Key features for the new Opsys governance are: 
· To empower an Opsys Management board which will have to report to an IT board but no needs to report to the ITSC. Chaired by DEVCO DDG, co-chaired by DIGIT DDG; limited number of members and observers. The presence of heads of cooperation at least as observers is still a pending point (a matter of how to manage that efficiently).
· To set up 3 projects steering committees (PSC) (one per track/project) that are chaired by senior management. We will help to ensure a strong business ownership and that what we are delivering will respond to users’ needs. The PSCs should remain light and flexible structures to enable quick decision making; arbitrage when required at Opsys management board level. The composition will include representative of DEVCO, NEAR, FPI and DIGIT as IT supplier. Identified chairs so far: PSC2: Luc Bagur, Lawrence Meredith has been proposed by NEAR for PSC3. 
· Transversal and business process coordination to be done by DEVCO 05. Advisory entity for PSCs chairs. 05 will be the place to interact with the programme users committee. 
· DUG 2 has just been set up and will meet on May 3th, 2017. DUG 1 will meet on May 10th, 2017.
· The PUC still exists though not mentioned on the chart; it has an important role to play: dissemination of information and discussion on transversal issues on an ad-hoc basis. Expected frequency of meetings: every 2 months.
· Overall, the organigramme proposed confirms that the management takes more control. There is a better sense of ownership.
Discussion:
· The PUC stands at the programme coordination unit level and will cover transversal issues. In the partnership agreement with DIGIT there will be an annex with a detailed explanation on the role and responsibilities of each of the bodies. 
· Re-focusing of PUC role is perceived as a positive evolution (not the place for too technical discussions). 
· Involvement of DIGIT is seen as a very positive point as well as the fact that EUDs have been on board. Concern that EUDs stay in the loop, particularly at Opsys Management Board level. Also it would make sense to have EUDs involved at the PSC level. 
· Involvement of senior managers is good but don't forget to keep end users on board at all levels (DUGs and PSCs).

AOB
· On the 24/04/2017, there will be an enlarged ITSC with 3 points: 
· Presentation New Opsys Approach
· Endorsement New Opsys Governance
· 2017 and 2017-2020 Opsys budget (financing solutions exist until 2020 to support Opsys investment)

4. Actions-Next steps

	
1. For next PUC, the CM team will present a proposal/plan to organise data migration.
2. Next PUC to be organised in June 2017.
3. Outlook invitations to be sent on the 19/04/2017 for the DUG 2 of May 3th, 2017.
4. Share the list of identified regional hubs.
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State of Play on OPSYS "Projects":

Track/project 1: Result & Monitoring

Track/project 2: Contract & Procurement

Track/project 3: Programming, Action & Decision
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1. Results & Monitoring:

The creation and monitoring of the project/programme, Log-Frames and indicators.

Implementing entities enter achieved results

Aggregation per project/programme, EUDs/HQ units, Sector, country, region, year, and financing instrument.
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"Results" upcoming Business milestones

Next results reporting exercise starting 10/2017 in the system (mostly for completed programmes).



Pilot Delegations and FPI start pilot phase for new and ongoing programmes in 10/2017

   

All Delegations and HQ units on board for encoding ongoing programmes: 02/2018
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2. Contract & Procurement:

For all types of contract (procurement, grants, PAGODA, Budget support..) covering all aspects of contract management lifecycle (from call publication to contract finalisation) for both direct and ex-ante indirect modes. 
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"Contract" upcoming Business milestones

"FWC 2018" electronic management (Request for services, Submission of offers, Specific Contract signature, Amendment, Submission of deliverables) delivered to delegations 10 months after a validated tender dossier



"Plan B" in CRIS to guarantee business continuity  - Deployment strategy in preparation
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3. Programming, Action & Decision:

The preparation and validation of the Multiannual Indicative Programmes, Actions, Action-Programmes and decisions. 

Their articulation into a portfolio of programmes accompanied by the appropriate financial forecasts and budget allocations.
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OPSYS Project status:

Result & Monitoring

New business governance not yet in place



Contract & Procurement

Business governance not yet in place

FWC-2018 legal basis not yet available

Architecture conception ongoing



Programming, Action & Decision

Not yet started
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Result & Monitoring Status:



Analysis of major use cases is completed

First prototypes are available 

IT Architecture (transitional phase) designed



To be done:

Business governance to validate intermediary deliverables, proposed user scenarios and release planning

Set-up a result indicator curating process.

Change management
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Solutions foreseen in OPSYS   



Entry point: My Workplace









EU external action at your fingertips







Logframes and indicators

Link between Policy and implementation

Re-use Quality-controlled indicators 

Mirror local indicators with corporate matching indicators

Aggregation

















EU external action at your fingertips







Contract & Procurement Status:



Process analysis based on BENEF-2013 completed (to be validated)

IT Architecture (transitional phase) designed

Business Manager recruited since 1st February 



To be done:

Waiting for FWC-2018 legal basis in order to finalise data models and proposed business processes

Business governance to approve business processes, scope and release planning
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One single system for:

External Users

Internal Users
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Request for services
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The FWC

contractor encodes most data into the system











Draft specific contract



Complete structure of the contract recorded and managed in the system







EU external action at your fingertips











OVA is done – the workflow moves to the next task in the business process !



Validation: Metroline gives permanent overview on the workflow
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AOSD visa triggers: 

Electronic signature of the Commission

Automatic registration in ARES
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OPSYS Short term Planning:























04/17

07/17

10/17

01/18

04/18

Governance

Set-up 

Approval of  use case specifications and  scope  of both Results and Contract projects.







OPSYS 1st release

Validate  IT architecture and  usability features







Results Release

Availability of all key use cases that enable result management







BENEF

Release

Launch BENEF requests  and sign BENEF specific agreements.



              ?



Follow-up 

Release

Complement Result release with indicator management and BENEF release with amendment management.
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OPSYS Risks 1:

Business governance

New governance not yet fully set-up

Potential misalignment between Partners (NEAR-DEVCO-FPI)

FWC-2018 legal basis not yet available





Delivery risks

Optimising interests between corporate and external action objectives

Newly formed project team by people coming from different DGs, takes time to reach homogeneity, and common ways of working with Business

Integration of multiple corporate systems (still better than building from scratch)



20









OPSYS Risks 2:



Human Resources

OPSYS is currently at  40% of foreseen man-power

Recruitment on-going, difficulties in finding good experts 

Delays in transferred posts

Can't launch 3rd project (Programming-Action)

Delays in supporting additional contract types 

No colocation (part of staff to be moved rue de Genève)



SEDIA implementation 
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		04/17		07/17		10/17		01/18		07/18		10/18		01/19		06/19		01/20		06/20

		Vision
Demo		1st working release		Results release		BENEF release		Action Release		Prospect Release		Full Grant Release		Full Procurement 		Programming Release		Feature Complete

		Communicate the user stories		Validate technology and integration decisions		Result management for internal & external users		Support of BENEF FWC and specific contract		Action mng for RELEX programme		Corporate version of Prospect		All types of grants supported		All types of procurement supported		Programming Cycle support for the new MFF/EDF		All RELEX contract modalities supported.

		MyWorkPlace, SEDIA Portal, Results, Task list etc ..		IOP integration, i.e. CCM, SEC, IAM, ERIS, AUX		LogFrame and sector tagging support		E-Submission, Procedure, SyGMa, COMPASS		CCM extension, workflow driven approval		COMPASS driven pre-award process, SEDIA integration		Full grant lifecycle support, ex-ante indirect grants workflows
Full Result +MIS integration		Full Procurement Standard compliance, SEDIA portal		Workflow based decision making process 		Support for all types of implementation modalities

		Key User approval		Performance , stability		Covers all CRIS contracts, user satisfaction		User satisfaction, measurable efficiency gains		User satisfaction,		Smooth transition with at least the same rate of user satisfaction		User satisfaction measurable efficiency gains
		User satisfaction, measurable efficiency gains
		Process automation, user satisfaction		User satisfaction, measurable efficiency gains




OpSys Draft 

Product Roadmap                      March 2017
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Logframe migration:



List of decisions in CRIS

Template for migration designed (excel -> RR)

Collection of data started (Action Documents + FPI) 



To be done:

Encode in template (> 2000 logframes)

Quality control / Validation (EUD to confirm)

Develop, test loading tool (DIGIT) + Load in Opsys
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 2017/18

Results & monitoring/eval  

2019 

Contracts & procurement 

2020

Programming, Action Docs and Decisions  

HOTLINE/ E-LEARNING/ COACHING 

General approach Roll out of system in 3 waves 

Objective

capacitate stakeholders (EU operations and key external stakeholders) on new IT system and process/ methodology for result based management

Comprehensive workshops - train-the-trainer in 10 Delegations and HQ

Roll out Regional WS in 10 hubs + HQ



1 pilot WS 

at HQ with pilot EUDs





1 pilot WS 

at HQ with pilot EUDs





1 pilot WS 

at HQ with pilot EUDs





Roll out Regional WS in 10 hubs + HQ



Roll out Regional WS in 10 hubs + HQ









Lessons learnt and further testing, improvement 

Lessons learnt and further testing, improvement 

Lessons learnt and further testing, improvement 













Breakthrough projects 

Training 

Testing  

Support  











Oct

 2017

Feb 

2018

April     

2018

HOTLINE

Support/ Follow up encoding LF Pilots/ system adaptation 

Nov 2017-Jan 2018

Support/ follow up encoding LF  

Feb2018-…



FULL ROLL OUT 
EUDEL @ 10 HUBS +HQ @ Brussels 

Roll out Results management –
regional workshops February 2018

Work-shops

Suport  & Follow up

Objective

capacitate stakeholders (EU operations and key external stakeholders) on new IT system and process/ methodology for result based management

Comprehensive workshops - train-the-trainer in 10 Delegations and HQ

FPI HQ 

@ Brussels

 

Nov

 2017

11Pilot DEL+HQ  @Brussels 
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Governance and AOB

Opsys





EU external action at your fingertips









Other domains

Other domains

Results Management

OpSys Programme User Committee (PUC)

HQ & EUD rep. from DEVCO/NEAR/FPI/ECHO/EEAS dir.

OpSys PSC

DEVCO & NEAR dir. + FPI + DIGIT + ad hoc DGs

DEVCO IT SC

Incl. NEAR and FPI rep.

NEAR IT SC

Contract Management

Contract Management

DGs level

DDG level

EU Del: (first time) BRAZIL/S AFRICA & NEAR area

Technical level

EU Del: ETHIOPIA, MALAWI, PERU, BRAZIL, AFGHANISTAN, PAKISTAN & NEAR area

Technical level

Business needs and testing

EU Del to be identified



Other domains and focus group

OpSys Domain User Groups

informs

endorses

2

System owner = DEVCO 05

FORMER GOVERNANCE

2









OpSys system owner: DEVCO.05

2



New Opsys Governance

Issues to be addressed:

Former Steering Committee efficiency (many members, overlap with IT SC, bottlenecks)

Rich stakeholder landscape

From the New Opsys Approach:

Better securing business adherence to system functionalities

Increased corporate ambition



3





















chaired by the business owner, DEVCO DDG

reflects 

business interests: business is in the driving seat

coherence with corporate interests

last stop for decision making

guardian of the OPSYS vision

Decides on priorities/workplan/deviations

Opsys Management Board











chaired by a senior manager

are operational committees/ flexible format

responsible for piloting the concerned OPSYS project:

defines business objectives

supervises the implementation and takes decision

decides go/no-go of the deliverables before roll-out

reports to the OPSYS Management Board on key decisions

Project Steering Committees











mission ensured by DEVCO 05:

Business Process Coordination

Programme Management together with DIGIT

Change Management, Stakeholder management

to guarantee cross-domain coherence

advisory entity for all the PSCs chairs

liaising with the User Committee







Programme 

Coordination Unit











DUG

Composition: key contributors/standing members & pool of experts

discuss/help finalizing business requirements

involved in design & pilot exercise

take part in UAT

support harmonization of processes, terminology & definitions

Discuss change management options

PUC

Dissemination of information

Discussions over transversal issues on an ad-hoc basis





PUC & DUG









Domain User Group 2 

Contract management & Procurement

OpSyS Business governance actors

OpSys Programme User Committee (PUC)

HQ & EUD rep. from DEVCO/NEAR/FPI/ECHO/EEAS dir.

Business management

Lucile PETITPIERRE/Michel LONNEUX                                            Loic ELIES/Iason FOSCOLOS

            (Results/Operational entities/sectors)                                  (Contract management & procurement)   

Domain User Group 1

 Results & Sectors

Pool of experts

Experts on specific topics

Key contributors/ Process owners

Results

DEVCO 06, NEAR A4-A3, FPI 01

Geographic & thematic units

Operational units Representatives from DEVCO, NEAR, FPI

Pilot EUDs (NEAR & DEVCO EUDs, including with FPI staff)

Bosnia, Brazil, Ukraine, Ethiopia, Morocco, Peru, Pakistan, Turkey, Malawi, Afghanistan, Georgia

9

Pool of experts

Experts on specific topics

Geographic, thematic & F/C  units

Operational & Finance and Contract units Representatives from DEVCO, NEAR, FPI + SJ,BUDG (ad hoc)

Key contributors/ Process owners

Sector

DEVCO R1 -06, NEAR A4-A3, FPI 01 + others

Key contributors/Process owners

FWC

DEVCO R5-R3-06, NEAR R2, FPI 01

+ SJ, BUDG

Articulation 

of the 2 DUGs









DEVCO IT SC on 24/04/2017

Presentation New Opsys Approach

Endorsement New Opsys Governance

2017 and 2017-2020 Opsys budget (effort on ATA credits, frontloading EDF, partners contribution)

AOB

		Savings generated by Opsys (stricto sensu)		2015-16		2017		2018		2019		2020		total

		scenario New Opsys Approach												 

		in million euros												 

		initial estimate 30/11/2016		4		11.75		16.3		19.9		11.2		63.15

		revised estimate 20/02/2017		4		11.3		14.1		14.1		8		51.5

		savings				-0.45		-2.2		-5.8		-3.2		-11.65

		percentage		 		3.8%		13.5%		29.1%		28.6%		18.4%











DEVCO IT SC on 24/04/2017

2017 and 2017-2020 Opsys budget

AOB

		savings generated by Opsys  (stricto sensu)  with IT and business share		2015-16		2017		2018		2019		2020		total

		scenario New Opsys Approach												 

		in million euros												 

		IT part initial estimate		1		8.47		11.5		14.9		7.3		43.17

		IT part revised estimate		1		8.47		9.3		9.8		5.4		33.97

		savings IT				0		-2.2		-5.1		-1.9		-9.2

		 				0%		19%		34%		26%		21%

		 												 

		Business part initial estimate		3		3.28		4.8		5		3.9		19.98

		business part revised estimate		3		2.83		4.8		4.3		2.6		17.53

		savings business				-0.45		0		-0.7		-1.3		-2.45

		 		 		14%		0%		14%		33%		12%

		nota: additional transfers from business to IT are being analysed 												
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