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Gate-Based Project Management

The Adaptable End-to-End Project Model Gives Versatility and Control.

Enables agile development

Different development initiatives have within a project discipline

dlﬂ:erent needs fOI’ pr0|ect management. The harmonised and standard way of working gives better leverage to resolve conflicts

when it comes to resources, dependencies and performance. It also gives better visibility
to the expected business value of each development.
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Opportunity Identification

Pre-project review of the opportunity. The aim
is to prepare the ground for a preliminary
project prioritisation decision, focusing on the
business case.

Study

Investigate the business case and project
implementation strategy and make any
necessary formal approaches to
prospective suppliers or delivery partners.

DEVELOPMENT

Planning

The structure of the project and possible
combined phases are agreed upon.

Finalise the business case, timeline and

scope of the project, including requirements
and objectives, resources and financing. Agree
on the governance and commit to a detailed pla
n for project investment.
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Design

The solution design is defined in detail and
translated into detailed work units. The
objective is to ensure that the design does not
have functional or technical gaps.

Development

The solution is implemented according to the
design specification and appropriately
documented. The solution is prepared for the
validation stage. In agile project delivery, there
can be several development cycles.

Validation

Integration and user acceptance testing the
design and implementation of the solution to
the specification. Confirm alignment of the
solution with business case, design and
release acceptance criteria.
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Release

Ensure service operations and support
readiness to scale for the planned number of
users. Release the service and carry out go-
live activities.

Rollout

The focus is to ensure that the desired
business benefits of the project will be
achieved and that the business changes will be
operating as intended. Handover to service is
finalised.

Benefit Realisation

Desired business benefits of the project are
achieved, and the business changes are
operating as intended.
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Authorise Initiation E Design Sign-off E * Approve Sprint

The aim is to decide whether to include a The validity of the business case is confirmed. The validity of the business case is

particular prospect in the process portfolio as Sonore Confirmation that there are no functional or AEPRONE confirmed. Approve the implementation of the

an opportunity.

Ready for planning

A decision on whether the proposed solution's
business rationale and delivery strategy are
sound and justified. This includes, for example,
legal, security and architectural alignment.
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Authorise Execution

The aim is to sign off on the overall business
case, scope, timetable, governance
arrangements and the initial backlog.

To confirm and validate the project design
results to ensure the project's successful
implementation. The investment decision is
approved, and the supplier, financing and
resources are committed.

READY FOR
VALIDATION

>
o
R
2
<]
<
m

IMPLEMENTATION

technical deficiencies in the design and sign off
on the solution plan. A supplier contract for the
development work is also signed off if
necessary.

Ready for Validation

The validity of the business case is confirmed.
The solution implementation is approved, and
the documentation and test plan are signed
off.

Approve Implementation

The validity of the business case is confirmed.
The design and implementation of the solution
are approved based on integration and user
acceptance testing.
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sprint scope.

Authorise Rollout

The validity of the business case is confirmed.
The release is approved, and the organisation’s
readiness to rollout and go live is validated.
The in-scope deliverables are delivered.

Approve Closure

Validation that the desired business benefits of
the project have been achieved. The handover
to the service is approved, and the project is
closed.

* GS is a variation specific to agile projects
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< PROJECT STEERING GROUP >

+ The Adaptable E2E Project Management Model defines how projects are managed and steered.

» The model can be adapted to lead and manage different types of projects e.g. agile, waterfall, subprojects.

* The model defines the different project elements from Opportunity Identification to the Realization of the Benefits.

» It describes the essential project roles and must-have documents which are used in managing and steering the delivery.

Gate-based Does Not Have to Run in the
Waterfall mode.
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PROJECT ROLES DEPENDS ON PROJECT VARIATION AND
ON SELECTED DEVELOPMENT AND ROLLOUT MODEL

Demand roles depends E2E governance
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THE PROJECT JOURNEY 1/3

Approve DEV initiative
‘The business owner presents the
project proposal (DEV initative),

defining the initial requirements of
business needs and the expected

OPPORTUNITY IDENTIFICATION

DEV initiative Analyse requirements and

The extension guidebook also includes roles for develop-
ment, the project journey from idea to service, must-have
deliverables as well as templates. It further describes

Approve DEV request

‘The business owner is authorised
by the project steering group and
supported by the Project Manager
to present a business case and
project plan that defines the
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Business needs are captured by
and

solution functionaliy. feasibility

The project

documented as a DEV initative
signed off by the business owner.

The altematives to capture the

demand are

+ Capabilty planning based on
the enterprise architecture
design and human-centered
approach

+ Ideas and concepts based on
the conceptiservice design

+ Increments and improvements
based on the functional design

‘The DEV initiative s formulated as
a project proposal

BUSINESS
TECHNOLOGY
STANDARD

The
Group approves or rejects the.
DEV initiative and authorises the

the project manager, analyses the
business needs and prepares a

Project Project
Steering Group to take the
necessary steps and actions to
prepare the DEV request.

uorise:

The business feasibilty includes a
preliminary business case that
defines the costs, benefits, and
return on investment.

Demand roles are responsible for
further designing the business and
need lo be signed off by the
business owner for optional
review at the GO gate.

The project team draws up &
project plan, which the project
manager signs off on.

The project plan includes the
following:

+ Resource Plan

+ Summary of the Financial Plan

The DEV request must be.
‘accompanied by a project plan and
business plan, as well as
statements on enterprise
architecture, security and data
projection and sourcing.

solution, resourcing, schedule,
financing and business risks.

DEV request is complemented with

statements on

+ Enterprise architecture by the
enterprise architect

+ Data security and protection by
the CISO and DPO

+ Sourcing by the Sourcing Lead

DEV request is approved or
rejected by the Development
Portfolio Steering Group run by
the Business Technology
Portfolio Officer (BTPO),

orse

different project variations and which gates are needed in

them.



