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PMO Reminder

A Project Portfolio Management Office (PMO) sets and maintains standards for project management throughout an organization. It has a
supporting role for decision making and for project managers.

Web Site: https://it-project-office.web.cern.ch/

o-%‘ = h * Up to date versions of project templates and lifecycle
O+ .
o | &l 5 b
® Project Lif I d I ing i i lid h
Project Catalogue Project I’OjeCt ifecycle and templates (on-going iterations to validate them)
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*+ Fore more information about the PMO, please check LIVE IT: https://indico.cern.ch/event/1157429/ (Recording available)

*  An Informative PMO meeting is foreseen in Q4 2023 with all Project Managers with in-depth information about lifecycle and templates
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IT Project Catalogue
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an Ev Initiating = Planning = Executing

u s

nd date provi
= Extamal = Business Engagement Closing  ® Clased

B Project Aconym Status Project Manage End Date (dd/mm/yyyy)| Duration (months)
1 Migration from AFS to alternatives AFS MIGRATION [ Executing Jan ven s0 G55 31/12/208 184 6
2 BioDynaMo External Executing Fons Rademakers =0 TaB 01/0/2017 31/01/2024 bl E
2 ARCHIVER 1) Executing Joao Fernandes @ [=1] 01/01/2019 30/06/2022 42 2
4 E0SCsecratariat.eu ] Closed Bob Jones GOV NN 01/01/2019 31/10/2021 £l 4
5 EXT-Archiver EXT-ARC m Jean-Yves Le Meur = L] 01/01/2019 30/06/2022 42 2
6 GNa-3 ] Executing Hannah Short W 1AM 01/01/2019 3122022 4 a2
7 Migratian of DFS Home Falders to CERNBOX DFSHOME2CERNBOX [ Executing Sebastian Bukowiec s0 658 o1/01/2019 31/12/2022 8 4
& Migration of FAP and EDMS applications to new S50 [ Executing Artur Wiecek W ARW o1/01/2019 31/12/2022 48 4
s OCRE ] Executing Joao Femandes 5 o 01/01/2013 3122022 48 a2
10 Tomeat migration " Executing Artur Wiecek W ARW 01/01/2019 31/12/2022 8 42
1 ESCAPE U001 ] Executing Xavier Espinal GOV ENG 02/01/201 31/01/2023 ) a2
12 Prevessin Computer Centre PCC Tender [ Closed Wayne Salter A None o7/01/2019 30/06/2021 30 30
13 ‘CERN Open Data praservation and reproducibility ] Executing Tibor Simka P ARW 07/02/201 30/06/2022 a a0
14 Privacy-Preserving data Analytics KRAS53/1T Gpenlat Executing Alberto Di Meglio Gov NN 01/03/2019 30/10/2022 2 0
15 Grantwith alifornia Digtal [ . ] ext-Dryad extemal Executing Lars Holm Niglsen 73 sk ay/03/2019 oy/07/2022 % %
16 Oracle opentab (Disaster Recovery Cloud) Gpenlat Executing Mira Potocky oA ) 01/05/2019 31/08/2022 36 3a
17 Teigl improvements and vault pilot " Executing Zhechks Toteva o cc o1/10/2019 31/03/2003 2 EE}
18 CS3MESH4EQSC CSIMESHIEDSC 1) Executing Jakub Moscicki s0 None a1/01/2020 30/06/2023 42 0
19 Deep Leaming-based reconstruction for Dune with 18M Power Architecture KRa144/1T cpenlab Executing safia vallecorsa sov NN a/02/z020 /0203 % )
20 Database on Demand High Availability and Backup&Recovery Automation [ Executing David Collados DA o8 a1/02/2020 31/01/2023 3 21
2 MC event generators acceleration (Madgraph) m Executing Stefan Roiser Gov INN 01/02/2020 " UMl " AL "
2 InvenioRDM core features needed to migrate Zenodo to InvenioRDM - including foundation for new CDS ROM ™ Executing Lars Holm Nielsen ca o5k 01/04/2020 o1/07/2023 ) 27

« Collection of projects in the IT department with some basic information

* Project name, start and end date, project manager, status, etc
« There are three different catalogues:

« On-going, pending approval and closed projects

« https://cern.sharepoint.com/sites/it-project-office
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How project information has been collected

How the Project Catalogue has been built

| H H
o « GLs and SLs were requested to
roject Fortiolio keview embers . . . . .
—%GLS,SLS Pmo ;. GLeand Deputes provide project information during
May and June 2022

Project Documentation
_CERNBox _____Repository in Sharepoint________

_CERNBox

« The collected information has been
presented at the first Project Portfolio
Review Meeting on 20" June 2022

Initiating () Executing
Planning
Closing

(*) EU projects in planning state are also kept in “Projects Pending approval” until the EU accepts/rejects the project
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Project Catalogue Validation

* Next step is to validate the information in the Project Catalogue
* IT members have now access to the Project Catalogue
* We welcome feedback from everyone
 Is the information in the catalogue correct?
* Any typos? Any wrong data?
 Is there missing information for a project? Please, help us complete all the details:
« Start and End dates
» Effort

* Project Team members

« Are all the projects included?

 This is a continuous process, so feel free to report any time

» Although we welcome feedback in the next weeks for a first validated version of the catalogue
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Project Evaluation Process - Pl enagers

New projects will follow the project lifecycle, but what happens with
on-going projects? (RVAST e )
* Inthe last PPR it was decided to evaluate on-going projects and decide whether they l

should be part of the portfolio or not

Which ones are affected by this exercise: “IT projects”

+ EU, Openlab or QTI projects not included in this exercise l
Who will do the evaluation: PrOjeCt Portfolio Review E (9 Project Documentation
_ _ _ _ ~ Repository (Sharepoint)
* Project Portfolio Review is DHO + GLs + EC program Lead [ .
When: September 2022 ¥ Y. ‘ Project
! Evaluation
| Criteria

How: Project Managers should provide Project Charters to give SR
more details about their projects

* Project Charters will help PPR members to evaluate projects

. . . I t for PPR
* Project Charters contribute to transparency on the projects we run at the department P
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Project Charter and Evaluation Criteria

Project Charter

* Project Initiation Pathway (Not needed)

—_—————

« Estimated start and end dates and
duration (Not needed)

Project Managers

* IT Personnel and resources

» Personnel (Not needed)

» Costs (Not needed)

» External funds (Not needed)
* EU Projects section (Not needed)

» Additional material
» Schedule/list of

Milestones/Deliverables (optiona

Evaluation Criteria
(Numerical values: 1 to 5)

Is this really a project?
Strategic area mapping (from IT Strategy)
Quality of the charter
* Quality of the contents
» Structure of the proposal
» Clear objectives
PPR members Resources
Urgency
Impact
Probability of success/risk
Value to the organization
Potential benefit to the department

Result - Project Score

PPR members will assess projects based on:
* Project Charter

«  Strategic objectives matrix

»  Schedule/List of Milestones (optional)

»  Their own experience

“‘Not needed” means PMO will extract this information from the Project Catalogue
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Strategic Objectives Matrix  § i !

 iis 0

28 O

3 2

The strategic objectives matrix contains a list N it :

of strategic objectives as described in the IT ; i5 -

strategy document § ;if 0

« This information was partially provided by GLs a§ =

a2 O

« See column “Relevance to IT Programme of Work 52 -

and Strategy” in the Project Catalogue 23

- :é O

* We would like to link projects to concrete strategic § jgg §
objectives = il

 The provided free text is difficult to analyse! E% =

£ :

e i =

7/5/12022 Evaluation of on-going IT Projects




Practical Detalls

The Project Charter is available for download in:

o https://it-project-office.web.cern.ch/templates/

* You can check the PMO project charter example for inspiration

» Please send the charters by mail to it-pmo-team@cern.ch

* The charters will be uploaded in Sharepoint

Deadline: 26" August 2022

PMO is available for support, in particular:

8

Maria Alandes

g

Marian Babik
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Keep us both in the loop during
the summer in case one of us is
on holidays!

2022

Project Portfolio

REVIEN

Evaluation of on-going IT Projects

Prepare Project Charter + Strategic Objectives Matrix

- Evaluate Projects

+ Project Portfolio Review Meeting

Support PMs
Prepare Project Evaluation Forms

Prepare Evaluation Summary



https://it-project-office.web.cern.ch/templates/

On-going projects ending in 2022

IF you are a project manager of a project ending in 2022

AND

You are sure the project will finish in 2022

THEN

* No need to prepare a Project Charter

* Your Project Resources will be released at the end of the project in 2022

* You will have to write a Project Impact Report (more details after the summer)
ELSE

 Prepare and submit your Project Charter

Project IDE Project Name B)| Project Manager Namell) Group [  Sectionfl]  Start Date (dd/mm/yyyy)l  End Date (dd/mm/yyyyIEG
50 AutoCAD Replacement (CAEC project) Line Everaerts CA GES 15/06/2021 31/12/2022
54 Integration of Oracle and DBoD account management with the new CERNM Resources Portal Andrei Dumitru DA DB 01/09/2021 31/10/2022
25 Modernisation of metadata for EDMS and FAP applications Artur Wiecek PwW ARW 01/09/2020 31/12/2022
24 Digital Memory Platform: core workflow to enable users (individuals and systems) to produce preservation packages lean-Yves Le Meur CA IR 01/09/2020 30/11/2022
29 InvenioRDM features for EU loint Research Centre (KT Consultancy Contract) Lars Holm Mielsen CA 0OSR 01/11/2020 01/11/2022
51 Monitoring SLIs/5L0s Mikolay Tsvetkow DA MRS 01/07/2021 31/08/2022
104 ECR Stefan Lueders GOV Cs0 04/06/2021 01/09/2022

B Migration of FAP and EDMS applications to new 550 Artur Wiecek P ARW 01/01/2019 31/12/2022
10 Tomcat migration Artur Wiecek PwW ARW 01/01/2019 31/12/2022
33 OpenScience: Scalable ATLAS pMSSM workflows using REANA reproducible analysis platform Tibor Simko P ARW 01/01/2021 31/08/2022
26 Modernisation of regular jobs architecture (Kubernetes) used by FAP and EDMS loannis Panagiotidis PwW ARW 01/09/2020 01/09/2022
52 Monitoring Anomaly Detection Mikolay Tsvetkow DA AV 01/08/2021 31/07/2022
27 Remote Probe Services Ignacio Coterillo Coz DA MMS 01/09,/2020 31/08/2022
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Summary

 Review your project data in the Project Catalogue

* Report any errors to it-pmo-team@cern.ch

 Download the Project Charter from the PMO web site

* Fill in the Project Charter only for the “IT projects” (No EU, Openlab or QTI)

 In “Additional information”, you can include the project schedule/timeline/list of milestones ONLY IF this is
already available for your project

« Submit the project charter to it-pmo-team@cern.ch before 26" August 2022

« Do not hesitate to contact the PMO responsibles for support during the process
« The PMO will then:

* Include the missing Project Catalogue information in the charter

* Upload the charter to Sharepoint

* Notify you when this is done
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