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Komitédeltakere - standardiseringens viktigste ressurs

Delta i tekniske komiteer (TC/SC) Deltakere i speilkomiteer (SN/K)

* Planlegging, styring og beslutning « Standpunkt pa vegne av nasjonale
* Rolle: delegat interesseparter
* Rolle: komitédeltaker

Delta i arbeidsgrupper (WG Deltakere i nasjonale komiteer (SN/K)

» Utarbeide standarder » Planlegging, styring, beslutning og
* Rolle: ekspert utarbeide standarder
* Rolle: ekspert og komitédeltaker

Oppleeringstrinn Il - Standardiseringsarbeid




Fordelene ved a delta i standardiseringsarbeid

Nordiske selskaper deltar
i standardiseringen for
nettverksbygging og for a
forberede seg pa
framtiden.

Mulighet til & pavirke
standarder pa sektorniva

Nettverksbygging
med andre eksperter

0 Forutse endringer
O ientidlig fase

3 Oppleeringstrinn Il - Standardiseringsarbeid
o - - - ]
Ressursbruk ved a delta i standardiseringsarbeid
. Lede eller delta i en internasjonal komité eller arbeidsgruppe
Aktiv deltakelse (TC, SC, WG)
: H > 100 timer per ar + reisekostnader
InternaSjonaIt (1 TC/SC og 2-3 WG mgter internasjonalt)
Stor innflytelse og kunnskap om innholdet
Delta i den norske (speil)komiteen SN/K-komité
Aktiv deltakelse Heringer/kommentarer
naSjonaH: Stette og pavirkning gjennom de norske ekspertene som
deltar i CEN/ISO
> 40 timer per ar, 1-4 norske megter (speilkomité)
> 100 timer per ar (nasjonal standard)
Lese og kommentere pa hegringsforslag
Tilgang til ferdige standarder
4 Oppleeringstrinn Il - Standardiseringsarbeid
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Hvordan lages en standard (stadiumkoder)?

Prosjektforslag (mandat)

»

Aktualitetsundersgkelse Godkjenning (NWIP)

3 7

Implementering

(NS-ISO, NS-EN) Utarbeidelse av forslag (WD)

*

Publisering

(1SO, EN) Komitébehandling (ISO/CD)

®

Hering (ISO/DIS, prEN)

4

Avstemning
(ISO/FDIS, FprEN)

Oppleeringstrinn Il - Standardiseringsarbeid
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Regler for avstemning over standardforslag (40 og 50)

Ma ikke begrunnes
Ikke mulig a stille betingelser
Mulig & kommentere

Ma begrunnes med tekniske kommentarer

Ma ikke begrunnes
Brukes oftest nar det ikke er nasjonal interesse,
ingen norsk ekspertise eller konsensus

Avstar

Ved «ja» péa hgring, forventes det ja pa avstemming med mindre

Opplzeringstrinn Il - Standardiseringsarbeid ~ forslaget er vesentlig endret (burde da veert pa andre gangs hering).




Produksjonstid av en standard (CEN)

Finalisation
2m

Publication

i i Circul. Start End
of NWI of 1*WD Enquiry Enquiry
5
b= Consideration of
Dra g o
- @ comments
O el
Q
a
‘ * ; >
0 4 8 11,5 14,5 22,5 23 25 27

Time (Months)

i Possibility to be extended to 12 months
iiTranslation previous to Formal vote is optional. If translation is necessary 1,5 months need to be added

7 Oppleeringstrinn Il - Standardiseringsarbeid
6 stages Action Balloting time
NP NP
Proposal Proposal to start a * 12-week ballot by default Straight to
NP new project « 8-week ballot possible DIS
« TC/SC resolution for
revision & amendments
Expert consensus —
2 Prepara:ory within working group i
WD
« 8-week ballot by default
Committee  Committee consensus + 12 or 16-week vote CcDh
~ possible
CcDh + Can be skipped
24 months 12 months
H ISO MB consensus « 8-week translation to reach to reach
4 Enquiry + 12-week ballot DIS DIS
DIS
« Skipped by default
5 Approval YES or NO vote + Can be introduced FDIS
FDIS * + 8-week ballot
ublication International Standard 1S IS
Sec. Admin. (CIB) 1SOCS Admin.
8 Oppleeringstrinn Il - Standardiseringsarbeid




Oversikt over leveranser
+ Standard (NS, EN, ISO)

+ Teknisk spesifikasjon (TS)

» Workshopavtale (WA, CWA, IWA)
» Teknisk rapport (TR)

+ Guide

» Nasjonalt tillegg

* Blankett

* Norsk Spesifikasjon (NSPEK)

* Norsk Hurtigspesifikasjon (NHS)

* Veiledning
» Utarbeides for a lette bruken av en standard

Oppleeringstrinn Il - Standardiseringsarbeid
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Oversikt over leveranser (eksempel f

Not publicly
available

ra CEN)

Regulations

Document status

e recommendation
only

company | informati
standards

——— s =

Oppleeringstrinn Il - Standardiseringsarbeid

strong pressure to
apply the document

mandatory

10




(eksempel fra CEN)

Oversikt over leveranser — forskjeller og likheter

EN

CEN/TS

CEN/TR

CWA

CEN Guide

Technical or other Body

(initiation) CENTC

CEN/TC

CEN/TC or BT

CEN Workshop

BT or CA

confirmation

6 years)

- Through National Through National " . Through direct Through National
Participation delegations delegations Through National delegations | - cination delegations
Interests represented All Al Al Specific All
Standstill Yes No No No No
Public Enquiry Yes — 3 months No No No No
Level of approval National members ggtrle/r}i Members in CEN/TC or BT Workshop participants AG, CAorBT
Rule for approval Weighted vote Weighted vote Simple majority Agrge_ment amongst Simple majority

participant
National announcement Yes Yes Optional Yes Optional
National availability Yes Yes Optional Optional Optional
Publication National Standard Optional Optional Optional Optional
Withdrawal of national conflicting Yes No No No No
standards
- At least one official - At least one official At least one official

Languages 3 official languages At least one official language

language language language
Review 5 years maximum 3 years plus 3-year No limit, but shall be reviewed | o Y82rS +3years (max | No limit, but shall be

reviewed

" Oppleeringstrinn Il - Standardiseringsarbeid
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Prosjektstyring i komitéarbeidet

Project management — Methodology

» 1ISO 21500 for prosjektledelse anvendt
innenfor standardisering

 Falger et prosjekt fra forslag —
planlegging — utvikling — kontroll —
lessons learned

* Brosjyren finnes som eget vedlegg i
kompendiet

Oppleeringstrinn Il - Standardiseringsarbeid

Methodolo

Project Manageme&t
in the ISO environment
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Prosjektstyring i komitéarbeidet
Roles, responsibilities and capability
requirments

« Klargjgr rolle og ansvar for de som
leder en komité, arbeidsgruppe eller
prosjektgruppe

* Hvilken kompetanse ledere bar ha (og
hva du som deltaker kan forvente)

* Brosjyren finnes som eget vedlegg i
kompendiet

Oppleeringstrinn Il - Standardiseringsarbeid

bles, responsibilities

and capability requirements
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Prosjektstyring i komitéarbeidet

«Code of ethics and conduct» for alle deltakere

+ Selv om reglene ikke dekker enhver tenkelig situasjon, er malet & gi en ramme og
et grunnlag for forventet atferd

* Reglene setter normen for hvordan blant annet medlemmer av
standardiseringsgrupper, og samarbeidsorganisasjoner av ISO skal opptre

15 Oppleeringstrinn Il - Standardiseringsarbeid
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Generelle prinsipper

1. Sam svare med jurdiske og bvbestem te forplktelser

2. Oppte og handk® igod o, isam svarm ed omganisaspnens om 41, polcyerog prinsipper
3. Oppteetsk

Fremm e og m ulggpre atale stem m erblrhert

Dela pa en konstruktiv m ate 150 -aktivieter

Opplyse om faktike og potenskle hiteressekonflkter og handtere dem hensktsm essy
Beskytte konfidensill nform asipn

Beskytte BO ressurser

Unnga og rhindre alke om er orbestkkelser elerkonupsipn

B\om.\]mmm

Lofle og e tvister uenigheter) og stwtte avat bsnihg

*Obs! kke offiseIlnorsk oversettelse

16  Oppleeringstrinn Il - Standardiseringsarbeid
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Veiledning for virtuelle mgter og hybridmgater
o] 1EC

» ISO gnsker i stgrre grad a legge til rette

for virtuelle prosesser
* Om det er noe koronapandemien har laert oss

Meetings Guidance 1.0

TMB/SMB Guidance on effective virtual and hybrid meeting:

Oppleeringstrinn Il - Standardiseringsarbeid
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N Standard
p P Norge

Internasjonale
forpliktelser
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e
. ISO
Oppfolging av
For ISO skilles det mellom
» P = participating
* Vi deltar aktivt, har tilgang til dokumenter og er forpliktet til & stemme
* Ma veere P-medlem i naermeste SC eller TC for & fa lov til & deltai en WG

» O = observer
« Vi folger arbeidet, har tilgang til dokumenter og kan delta p4d mgter i TCen
« Kan stemme (men begrenset betydning)

* Ikke medlem
* Vi har ikke interessenter og ikke tilgang til dokumenter

* Det er frivillig & fastsette internasjonale standarder (ISO) som Norsk Standard

Oppleeringstrinn Il - Standardiseringsarbeid
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cen
Oppfolging av %

+ Standard Norge har plikt til &
» Varsle om nye nasjonale prosjekter
» Varsle dersom standard er i konflikt med nasjonalt regelverk (A-avvik)
» Stemme pa hgring og avstemning
 Utgi alle standarder (EN) som Norsk Standard (NS) med norsk tittel
Stillstand — stoppe nasjonalt arbeider dersom det er i konflikt

« Skiller mellom komiteer avhengig av interesse
* Norske deltakere og norsk speilkomité
» Norske deltakere, men ingen speilkomité
* Ingen nasjonal interesse eller deltakelse

°

Oppleeringstrinn Il - Standardiseringsarbeid
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Avtaler om teknisk samarbeid
CEN og ISO

* Wien-avtalen
CENELEC og IEC

* Frankfurt-avtalen

ETSl og ITU
 diverse avtaler

N Standard
. Norge

Aspekter a ta hensyn til
| standardisering

11



Aspekter a ta hensyn til

* Beerekraft og miljg

* Universell utforming (inkl. eldre)

» Forbruker

* Kjgnnsperspektiv

* Sma og mellomstore bedrifter (SMB)
Arbeidstaker

Ved utarbeidelse av Norsk Standard er det krav
om & bruke sjekkliste

* Miljg
* Universell utforming
» Forbruker

23 Oppleeringstrinn Il - Standardiseringsarbeid
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»
Spesielle rettigheter for pavirkning i CEN
« ANEC
Forbruker » Forbrukerradet
. - ECOS
Milj - Bellona
: - ETUC
Arbeidstaker J. LO. UNIO, YS
- SBS
SMBer * Norsk Industri
Dedikert kommentarmulighet nar en standard er pa hering og avstemning
24
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FNs baerekraftsmal

Tusenvis av standarder bidrar til maloppnaelsen

UTRYDDE GOD HELSE 0€
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Miljgshensyn (1) — forankring

* EU-kommisjonen:

« Strategi for reduksjon av miljgpavirkning
fra produkter

» @kodesigndirektivet
* Vedtak i CEN

Residuay
Wy,
e

* Inn i komiteenes forretningsplan
* Inn pa dagsorden pa komitémeater

» Standard Norge strategi

Oppleeringstrinn Il - Standardiseringsarbeid
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Uso Sumption
" 'eUse, repair
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Miljghensyn (2) - hjelpemidler
* ISO Guide 64/CEN Guide 4 Guide for handtering av miljgsparsmal i
produktstandarder

IEC Guide 9 Environmental aspects - Inclusion in electrotechnical product
standards

ISO Guide 82 Baerekraft

* ISO Guide 84 Klimaendringer

* CEN Guide 32 og 33 Klimaendringer og miljg
* CEN Environmental helpdesk

Oppleeringstrinn Il - Standardiseringsarbeid
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Universell utforming (1) - forankring
+ Diskriminerings- og tilgjengelighetsloven 1. januar 2009

* Nye forskrifter for eksempel knyttet til bygg og IT
» FN-konvensjonen om rettigheter for personer med funksjonsnedsettelse
* CEN/CENELEC og ISO har en egne strategiske arbeidsgrupper for UU
* EU/EFTA har gitt mandat til CEN/CENELEC (f.eks.):

» M/376 IKT og offentlig anskaffelse

» M/420 Bygg og uteomrader

» M/473 Design for all (varer og tjenester, hele verdikjeden)
» M/554 Tilgjengelighet til nettsider og mobile applikasjoner

Oppleeringstrinn Il - Standardiseringsarbeid
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Universell utforming (2) - hjelpemidier

» NS-EN 301549 Tilgjengelighetskrav for
IKT-produkter og -tienester

+ ISO/IEC Guide 71 Guide for addressing
accessibility in standards
(= CEN/CENELEC Guide 6)

* Protokoll for & ivareta krav til UU (CEN)

* Flere nasjonale standarder

« NS 11001 bygg/byggverk, NS 11005
uteomrader, NS 11030 tjenester, NS 11031 krav
til busser, NS 11040 brukermedvirkning pa IKT-
omradet, NS 11201 Mangfoldsledelse

Oppleeringstrinn Il - Standardiseringsarbeid
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Forbrukerhensyn (1)

 Sikre at sluttbrukernes og
allmennhetens behov vektlegges ved
utforming av standarder

* Behov
* Helsekrav, miljgkrav og sikkerhetskrav
» Funksjonalitet og kvalitet
* Informasjon og advarselsmerking
* Gjenkjennelse og forutsigbarhet
» Klagebehandling
» Kompetansekrav til tienesteleverander

Oppleeringstrinn Il - Standardiseringsarbeid
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Forbrukerhensyn (2) - hjelpemidier

ISO Guide 41 Emballasje

ISO/IEC Guide 14 Kjgpsinformasjon for varer og tjenester
ISO/IEC Guide 50 Sikkerhet for barn

ISO/IEC Guide 51 Sikkerhetsaspekter generelt

ISO/IEC Guide 74 Grafiske symboler

ISO/IEC Guide 76 Utarbeidelse av standarder for tienester — Anbefalinger for a ta hensyn
til forbrukerspgrsmal

CEN Guide 11 Forbrukerinformasjon
Se egen oversikt under forbruker pa www.standard.no

For gkt forbrukerdeltakelse i nasjonalt og internasjonale prosjekter bevilger Barne- og
familiedepartement reisestatte, se
https://www.standard.no/fagomrader/forbruker1/forbruker/reisestotte/

Ordningen administreres av forbrukersekretariatet i Standard Norge

Oppleeringstrinn Il - Standardiseringsarbeid
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Ta hensyn til kjgnn nar det er relevant

—

I o e T4 [T

T
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Kjonnsperspektivet i standarder

 Ulikheter mellom kjgnnene kan ha el g - l
betydning for innholdet i standarden 1EC 15

* Veiledning for i( t P g
standardiseringskomiteer L\
» Forklarer hva dette er og hvorfor det vy

er viktig P
» Eksempler pa hvordan standardene g

kan tilpasses og omfatte begge

kjgnn og hva komiteene konkret ma - t t

gjere for & ta hensyn til kjignn L S
+ Skjema for dokumentasjon hva som

er gjort i komiteen knyttet til kjgnn tm

- a

33 Oppleeringstrinn Il - Standardiseringsarbeid
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Sma og mellomstore bedrifter

* SN-CEN/CENELEC Guide 17 Rettleiing i & skrive
standardar som tek omsyn til mikro-, sma og
mellomstore bedrifter (SMB) og deira behov

* 99 % av alle bedrifter i Europa er sma og
mellomstore

+ SMB = mindre enn 250 * ansatte og inntil 50 mill EUR i
omsetning

» SMB er ofte underrepresentert i internasjonal

standardisering pa grunn av begrensede ressurser
« Standarder er viktig for SMB

» unik tilgang til teknisk ekspertise

 beskriver beste praksis innenfor et gitt omrade

» men oppleves krevende a implementere en standard
« tungt teknisk innhold
« omfang av krav

utgifter til nytt utstyr, oppleering, preving og kontroll

* Europeisk definisjon, i Norge brukes vanligvis 100

34 Oppleeringstrinn Il - Standardiseringsarbeid
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Eksempler pa aspekter a ta hensyn til

* Norsk Standard for stillaser

 Krav til materialer, gjenbruk, oppsamling
stav
» Krav om merking av stillaser i gateplan

» Byggevarer
* Innhold av farlige stoffer

» Standard for tjenester
« Tilgjengelighet av tjenesten
» Klagebehandling
* Etikk

35  Oppleeringstrinn Il - Standardiseringsarbeid
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Oppgave (selvstudie / diskusjon lokalt / komiteen)

» Er miljg, FNs baerekraftsmal, kjgnnsperspektiv, UU,
forbruker eller SMB relevant for «din» standard?

* Hvordan kan dette bli inkludert?
» Hvordan Igste dere det i komiteen?

3

36  Oppleeringstrinn Il - Standardiseringsarbeid
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Preamble
ISO/IEC Directives Part 1, clause D.2

A National Body to which a secretariat has been assigned shall
recognize that, no matter what arrangements it makes in its country
to provide the required services, it is the National Body itself that is
ultimately responsible for the proper functioning of the secretariat.

Introduction

Project management helps to effectively use the resources of the
voluntary experts committed to participate in standardization
projects.

A challenge for the experts is time and money. By making sure
that project development activities and meetings are planned and
scheduled early in the process, planning of money and resources
will be easier for the participants, and the commitment required
of them will be clarified.

Project management is a tool which aims to support the overall
objectives of standardization:

o the development of market relevant standards

« with high quality, valid technical content and

« which represent consensus of the participating stakeholders.

Finally, project management facilitates timely development of
standards.

This methodology provides the framework for project manage-
ment when developing ISO documents. This methodology is a
customised approach from ISO 21500:2012, “ Guidance on project
management” which is the reference in terms of concepts and
processes of project management that are important for, and have
impact on, the performance of projects.

PMM in the ISO environment | 1


https://isotc.iso.org/livelink/livelink?func=ll&objId=4230452&objAction=browse&sort=subtype
https://www.iso.org/obp/ui/#iso:std:iso:21500:ed-1:v1:en
https://www.iso.org/obp/ui/#iso:std:iso:21500:ed-1:v1:en

The target readership for this methodology is Commit-
tee Managers, to provide them with the necessary ele-
ments of project management culture. It aims to improve
understanding of the principles and practice of project
management. The methodology helps Committee Man-
agers to undertake their responsibilities and to give
appropriate support and guidance to their committees,
Convenors, Working Groups (WG) and Project Leaders.

Should there be a need to go further into the implemen-
tation of project management methodology for your

committee or your project (for instance: risk manage- Stage
ment, lessons learned, WG team-building, etc.), or if you NP Drafting, DIS & Pub.
just want to learn more, you can find relevant solutions tperstparanon il
in IS0 21500. Planning
- @
. . '(_‘U Py
1. Overview of the project c =& & .
. = o <& ()
management process applied S il =
<) a = 22 <@
to 1ISO standards development T 2. 3 5 = <
B - = &8¢ =B B
The phases and project stages are in line with g & &5 &8 a 8 |38 g
o
IS0 21500:2012. Proposer R R 8
I
Committee el
Manager 2
Project Leader/ ﬁ
Convenor; Chair §_
Committee a
ii Controlling | and/or WG? Cﬁ
The ISO Technical Programme Manager (TPM) provides support o

ISO TPM and guidance at all stages and for each role and ensures

Planning Lessons A o
Pr : [} he ISO/IEC Directi re follow
oposal (draft and detailed) learned 2 the ISO/IEC Directives are followed
Table 1 — Responsibilities matrix.
I—> Developing 4T
the project ‘ N ‘

NOTE: Cooperation does not imply a secondary role nor passivity. For instance,
the Project Leader has a key role to play in drafting a project plan due to her/his
availability to deliver the draft. Responsible means triggering the activities, making
sure the tasks are performed, organizing the inputs of the different roles.

Figure 1 — Process groups interactions (Figure 5 [modified], 1ISO 21500:2012). a) depending on the development step and if the project is allocated to a WG or not.

2 | PMM in the ISO environment PMM in the ISO environment | 3
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2. Preparation
of the proposal

The preparation of a proposal is the
initiating step in the process of cre-
ating an International Standard. The
need for a proposal may arise from
the market need for a new project,
or arevision of an existing standard.
The aim of the proposal is:
« to give an overview of the project
« tolink the project to the strategic
objectives of the committee
« to identify the project leader
« to identify the stakeholders
« to document the business needs
« toreach consensus within the
committee on: project scope
and expected deliverables;
the rough budget needed for
the project (expected number
of meetings if any, availability
of experts, expected numbers
of consultations of the project
etc.); the expected publication
date of the document based on
market needs.
NOTE: Scope and deliverables, budget
needed, and expected publication date
of the documents are three interrelated

constraints. See Annex B for further details
on the interrelations.

A proposal/revision resolution
together with a draft project plan

(see 3.2) serves as a basis for the
approval of the project.

Who Proposer and Committee Manager (see Table 1)

What Define the project (scope and deliverable, justification of the need, time
frame, milestones, stakeholders and coordination aspects, etc.)

How » The proposer provides the Committee Manager with a draft proposal:
scope, deliverable, justification of the need, stakeholders and
coordination aspects, rough milestones (when is the draft and/or
standard needed)

> The Committee Manager checks the content of the draft proposal

» The Committee Manager and the proposer prepare the final proposal
for circulation within the committee (with the contribution of the Project
Leader; Chair, WG Secretary/Convenor if available)

» The Committee Manager and the proposer perform a risk assessment
to identify potential problems in advance (for example, see the check
list in Annex C.2) from the discussion the Committee Manager
proposes an appropriate development track (based on market needs),
key milestones and the proposed date of the first meeting (and the
number of anticipated face-to-face meetings)

When Prior circulation of the NP within the committee
Result Formé4" or a revision resolution
Reference > ISO/IEC Directives Part1,21.2, 21.61,23.4
» 1SO 21500:2012, 4.3.2
Table 2 — Preparation of the proposal.

1) If necessary, an ad-hoc group of the committee can be established to review the proposal before submit-
ting it for approval to the committee (see 1SO/IEC Directives Part 1, clause 2.3.4)

PMM in the ISO environment | 5
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3. Planning of the project

3.1. General

Planning is a process to develop
details of the development stages and
related activities which will serve as a
baseline for controlling the progress
of the document and timely delivery.
The planning process is important
for the Committee Manager to have
an overview of the project and its
milestones and to anticipate the
development of the project within
the portfolio, according the priorities
of the committee (Strategic Business
Plan - SBP). The planning process is
also important for the Convenor/Pro-
ject Leader and the experts joining the
work to identify when they will need
to be available for the project (contri-
bution, drafting, commenting, meet-
ing, etc.). This enables anticipation

and better coordination with their

day-to-day workload. It is also help-

ful for the national mirror committees
to anticipate the need for national
consultations and national meetings.

The purpose of the project plan is to

document the following:

o WHAT will be delivered (modified
draft, resolution of comments,
decision etc.)

« HOW it will be delivered
(consultation period i.e.: CIB, DIS
etc., meetings, etc.)

« WHO will provide it (Convenor,
Project Leader, Committee
Manager, experts, committee
members, etc.)

o WHEN will it be provided (target
and limit dates, consultation time,
meeting dates, etc.)

A draft project plan is provided during the proposal stage and is

later refined into a detailed project plan during the development
stage. For a new project, the milestones set in the draft project
plan could be substantially modified due to issues that were not
predictable at NP stage.

The target dates of the project plan shall be documented in the
ISO Projects application as soon as the project is approved and
continuously updated during the development.

PMM in the ISO environment | 7



3.2. Developing a draft project plan

The draft project plan provides potential experts with the estimated workload
during the project. This assists them to coordinate their other responsibilities
and commitments. The acceptance of the draft project plan and therefore the
commitment to the milestones is part of the NP ballot.

Who » Committee Manager (responsible) (see Table 1)
» Project Leader (preparing and maintaining the plan with contribution
from WG Secretary, if any)
What » Rough planning
» Define key milestones (WD and CD stages, DIS and expected publication),
date for kick—off meeting, rough meeting schedule (YYYY-MM)
» Consider possible/obvious risks impacting the development of the project
(see Annex C.1, typical risks and check-list)
» Get commitment from experts

How » With contribution from the proposer

» Set milestones in accordance with market needs and expectations as well
as the ISO/IEC Directives

» Consider the workload of the committee, its priorities or strategic
objectives (SBP), and the availability of the Project Leader and experts

» The Committee Manager and the Project Leader perform a risk
assessment to identify potential problems in advance that would
impact the development of the project (more or fewer WG meetings
needed, optional steps to prepare DIS, etc)) Experience with similar
projects or using the check list in Annex C.2, which can be the basis of
a risk register, may be helpful

» Set a date for the kick-off meeting together with the proposer or
proposed Project Leader

» Fix a rough meeting schedule (on monthly basis) and identifying the
number of anticipated face-to-face meetings, together with proposer or
proposed Project Leader

» State in the NP ballot/Form 4 that approval of the ballot means
commitment to the proposed project plan

When Prior to circulation of the NP within the committee
Result

e _

Table 3 — Developing a draft project plan.
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3.3. Developing a detailed project plan

The detailed project plan is developed based on the draft project

plan and comments received from the committee. The goal is to

enhance the project plan with more detailed information. It serves

as a tool to measure and manage progress during the development

process.

Who

What

How

When

Result

Reference

>

v

v

v

v

>

v

v

v

v

v

>

Committee Manager (responsible) (see Table 1)

Project Leader (preparing and maintaining the plan with contribution
from WG Secretary, if any)

Detailed planning

Refine the time frame: additional dates (meetings, circulation of drafts
and meeting documents, WG internal reviews, Tasks and To-do's
including deadlines, etc)

Keep record of responsibilities within the project/project team (e. g.
responsibility for certain parts of the document)

Consider and update if necessary the anticipated potential problems
(risk analysis)

The key milestones defined in the draft project plan are reviewed and
updated if necessary

Consider the workload of the experts according to the active projects
and their availability (e.g. workload from their jobs)

Additional dates (meetings, circulation of working drafts and meeting
documents, collection and circulation of comments, etc.) are agreed
with the Project Leader (consultation with the WG if necessary)

Key responsibilities within the WG/project team are agreed to ensure a
straightforward work approach

Review the project plan at WG meetings

Changes to the plan or to the project may need approval from

the committee depending on the nature of the change (See
ISO/IEC Directives Part 1)

During the 1% WG meeting (it can be done by correspondence when
the Committee Manager cannot join the 1% WG meeting)

The project plan is a living document = updating the project plan is a
continuous process throughout all development stages

Table 4 — Developing a detailed project plan.
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4. Development of the project

The aim is to perform the project management
activities (update of the development plan,
proactive controlling, etc.) at all stages of the
project’s development (WD and CD if any, DIS
etc.) to support the progress of the project
through the various ISO development stages
and in accordance with the project plan. Dur-
ing the development stages, the resolutions
agreeing on actions related to the project shall
include target dates.

See here for additional resources on the development
of projects: https://www.iso.org/stages-and-
resources-for-standards-development.html and
Annex E which provides good practices for improving
effectiveness of working group meetings.

See ISO/IEC Directives Part 1, 2.4 to 2.7 ; see
IS0 21500:2012, 4.3.4

5. Controlling

The aim is to ensure that the development of
a project is continuously controlled accord-
ing to the agreed project plan. Controlling
may trigger preventive or corrective actions
on a project (decision to skip a step because
consensus is reached ahead of time, change
a meeting date, etc.). Controlling is also to be
considered from the portfolio perspective,
see Clause 7. The frequency of the controlling
has a strong impact on the quality of project
management. The more frequent controlling
is, the less likely it is that a project will drift
too far from the agreed plan, as intervening
actions will have been taken.

Who

What

How

When

Result

Reference

» Committee Manager (responsible) and
» Project leader, Convenor and WG Secretary, if any, as contributors (see
Table 1)

Continuously measure and control project progress against the project
plan to ensure project development within the agreed time frame

» The project plan serves as basis for the controlling process

» Continuous exchange between Committee Manager and Project Leader

» Project plan and target dates shall be kept under continuous review
(e. g at meetings or in the Secretariat report) and shall be updated®
accordingly in 1SO Projects application

» Take or initiate preventive and/or corrective actions after consultation
with the Project Leader and the committee members if necessary (e. g.
skip stages, change target dates — see Annex B and Annex C.1)

> Keep the overall workload of the committee in mind = frequently review
the committee portfolio (see clause 7)

During the entire development time and frequently for the portfolio
overview

Table 5 — Controlling.

3) Target dates for the intermediate steps are updated by the Committee Manager in 1SO Projects (see
Guidelines to enter target dates in 1SO Projects).
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6. Lessons learned Who Committee Manager (see Table 1)

What Continuously and frequently monitor, measure and control portfolio
progress and status to support realistic planning (e. g. feasibility to start
new projects) and to ensure project development within the agreed time
frame

This process, at the closure and potentially dur-
ing the development, of the project, aims to help

the Committee Manager, Convenors and Project
How » All active projects are reviewed in a single portfolio for a global

Leaders to learn from experience.

The Committee Manager could trigger the identi-
fication of what has been successful in the project
and what could have been improved. This would
preferably be done with the Convenor and Project
Leader, sharing the outcomes with the committee
as good practice and finding solutions to avoid
repeating issues when possible. Lessons learned
are one of the major inputs for future projects

overview — https://sd.iso.org/projects

Continuous exchange between Committee Manager, Project Leader
and the committee

Portfolio shall be kept under continuous review to improve reactivity
with early deviation identification

Control the availability of resources, including Project Leader

and experts, and take preventive and/or corrective actions after
consultation with the Chair and Convenor in the framework of the
Strategic Business Plan and approval by the committee if necessary (e.
g. postpone the start of a project until the Project Leader is available,

especially for the planning stage.

See Annex F for example of lessons learned questions and
findings; see ISO 21500:2012, 4.3.7 and 4.3.8.

call for experts, new working group, new priorities)
E » Triggers more detailed analysis and controlling of a project if necessary,
proposing actions considering the interrelated constraints (see
I Annex B and Annex C.1)

When During the proposal phase for any new project or revision, and at least
once a month or more frequently depending on the situation of the
7. Portfolio man agement portfolio (more frequently if necessary to avoid bottleneck issues)
Result

A project portfolio is a collection of projects and
programs that are grouped and reviewed together
to facilitate the effective management of that

work. A typical portfolio is the full list of work
. . . Reference
items being developed by the committee.

Project portfolio management is the centralized

Table 6 — Portfolio management.
management of this collection of projects, which

includes prioritizing and controlling projects and . . . .
. ] ] Portfolio management is helpful to provide an overview
other key aspects influencing the portfolio. . .
of all projects in the work programme:
« identifying potential deviations as early as possible in
the development of projects

« identifying when a meeting would be the most

Portfolio management is necessary to assess
the availability of resources to perform the work
(Convenor, experts, WG, translation etc.) : are the

resources available to start the work as soon as the efficient in terms of outcomes of technical discussions
decision is taken (1 WG meeting within 12 weeks, on projects (and coordinating activities when possible
1st draft to be available in a near future, etc.)? to reinforce the agenda of the planned meeting).
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Annex A - Project Plan from ISO Projects
application and communication example

Timeline and stage list including Committee Manager planned

target dates on CD ballot and DIS submission :

ISO/DIS 22507 <t.1-ia.73355 somcazuscr

Title

fr  Titre manque

en Plain bearings -- Fluid film bearing materials for vehicular turbocharger

Timeline
REGISTRATION DATE TINEFRAME TIME SINCE REGISTRATION N STAGE
2017-05-30 36 months 8 months 40.00
| for 37 days
aa [reparation ot tne drat {tnqui |
=) sl
(>) ?
T T | T [ 1 L
8 ®
2018 2019
TODAY
Hide legend ~ == e —— >
° Project approved (clock starts) Target/Critical  Limit/Critical
B westing Publication (s} o
P nis Q’Q 0 0
" Gritical period Stage - o0
Stage ©
Stage  Wersion  Description Targetdate  Lmitdate  Started Status
10.00 1 Propesal for new project registered 2017-0217 | €LOSED
10.20 1 Mewproject ballat initiated 20170247 20170217 CLOSED
10.60 1 Close of voling 20170512 20170514 CLOSED
1089 1 Newproject approved 2017-05-30  CLOSED
30.00 1 Committee draft (CO) registered 2017:10-30 Laoira07  coseo
30.20 1 D study/ballot initiated 201710-24  CLOSED
30.60 1 Close ofvoling/comment period 20171221 CLOSED
30.59 1 CDapproved forregistration a5 OIS 20180117 CLOSED
I 40.00 1 OIS registered 20180517 20190530 201680201  CURRENT
40.20 DIS ballot initiated 2018-04-05 WAIT
20.60 Close af vating 2018-06-28 WAIT
50.00  Finaltext recelved or FOIS registered for fmal approval 20181028 WAIT
60.60 International Standard published 20190515 20200530 WAIT
Shaw less
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Example of project plan for developing a standard within 18 months:

2017-06-15 (project starting)
- NP approved or Resolution
to revise 1SO XXXX — Track
18 months (written in the
resolution)

2017-06-15 to 2017-09-10
WG prepares the draft project
2017-09-15 to 2017-11-15
CD ballot
2017-11-15 to 2017-02-10
WG prepares the DIS
document

2018-02-15 (limit date)
DIS submitted to 1SO/CS

2018-07-15
End of DIS

2018-07-15 to 2018-10-10
Preparation of the document
for publication

2018-10-15 (limit date)

- Submission to 1ISO/CS for
publication

2018-12-15
PUBLISHED!

NOTE : As usual WD and CD can be skipped (it can be stated in the resolution to revise)

Simplified dates and keep in mind some days may be needed for preparation of

document circulation or administrative work
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Annex B — Interrelated constraints

Interrelated constraints — one influences the other and the balance between

them can be part of a solution to publish a document:

1. Scope or Deliverable
Changing the kind of deliverable or changing the scope

» Going from an International Standard to a TS or PAS enables a docu-
ment to be published as an interim solution, getting market feedback
and and allowing more time for the users to be ready to apply the
document as IS. This may facilitate the acceptance of the current
content of the document and could lead to further acceptance of the
document as IS at later stage. (See ISO/IEC Directives Part 1, 2.1.6.2)
Expanding the scope (the breadth and depth of coverage of the topic,
inclusion of conformity tests, etc.) could make it more difficult to
achieve consensus, with a potential impact both on the time taken
for the development of a mature solution (increased duration) or on
the budget (more discussion rounds, more meetings to reach agree-
ment or follow-up of comments, etc.)

v
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2. Budget

The number of rounds of discussions, com-
ments, ballots and meetings needed, plus
the availability of the Project Leader and the
experts are also part of the budget.

» Reducing the budget would poten-
tially impact the scope/deliverable
(e.g. we need to develop this but
we only have the option of two WG
meetings within 12 months) or would
take more time for development (e.g.
we can support only three WG meet-
ings a year and we anticipate six WG
meetings so the DIS cannot be ready
in 24 months)

» Increasing the budget could be based
on intensity (e.g. there is a confirmed
urgent need from the market, we will
have four WG meetings during the
year to have the DIS ready by x date)

3. Schedule

» If you reduce the scope or change the
deliverable from IS to PAS, the docu-
ment could be delivered in a shorter
time (for instance a PAS needs one
committee vote only to agree on
publication).

» Ifyou delay availability to the mar-
ket, you may have a document with
enhanced content but with an impact
on the budget and at the cost of a docu-
ment that may no longer be published
in phase with the market needs.
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Annex C — Risks

1.

Typical risks encountered in
ISO activities having impact
on the development time

Project is forgotten with a dead
period of no development.

What can be done?

Better controlling, better support
and coaching provided to the
Convenor (who often doesn’t know
much about ISO processes and can
lose time wondering where to start
or where to find the information)
and above all, the Convenor
usually has other employment
responsibilities, with direct
priorities that, in the context of low
controlling from the Committee
Manager and Chair, will make

the ISO project the lowest priority
amongst his/her tasks.

Restart the project if the loss of
time jeopardizes the quality of the
document and its development
(lack of technical discussion

time, hurrying in the resolution of
comments, etc.)

Difficulty reaching consensus,
leading to more CD ballots, more
meetings, etc.

What can be done?

Could be identified at the beginning
(main stakeholders’ positions,
major regional regulatory

divergence, new techniques
that not all market players
can implement yet, etc.) and
anticipated.

« Ifyou identify such risks — major
regional regulatory divergences,
new techniques that not all
market players can implement yet
(possible conflict that standards
are considered to specify the
state of the art), make sure they
don’t jeopardize the proposal’s
acceptance

Fundamental change to the project
such as expanded scope or new
test method to be added, new DIS,
more meetings to get approval for
the new direction.

What can be done?

o This can be proposed for a next
edition or an amendment to let
the main content of the document
be published, thereby meeting the
expectations of the users.

« Restarting the project is also
avalid option if the change is
considered so fundamental that
the project may not be what was
approved at the beginning.

Innovative technical development:
more time could be needed for

validation of the solution by the

stakeholders, to get used to the

new technique.

What can be done?

« Assess if the content has real
benefits for the document and
justifies delaying the delivery
of the document to the users.
Similarly, an amendment specific
to the new technique can start in
parallel.

Lack of reply and commitment from
the Convenor, or health issues.
What can be done?

« Support the Convenor if
temporary unavailable for any
reasons ; appoint a new Convenor
in cases of lack of commitment.

Lack of coordination (a committee
unwilling to inform potentially
impacted committees and facing
disapproval or many comments
at DIS stage when the draft is
circulated to all ISO members).
What can be done?
« Reinforcing early communication
during the preparation of
the proposal, searching for
engagement of other committees
(including ISO/IEC) when it is
identified this may impact others
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2. Risk checklist example to

support planning activities:

Have you considered the
availability of resources (see
ISO/IEC Directives Part 1, 2.2.3)?
(e.g. is the expected Project Leader
able to start the project immediately
after approval, is the expected WG
able to handle this new project are
all experts available or are some of
them missing and critical before the
project starts?)

Have you planned for all possible

steps ? (Meeting dates if any,

preparation of the draft after
comments resolution, collecting
and circulation of the comments
and voting results, preparing the
submission, preparing the ballot,
etc.)

Are the planned steps consistent

with the requirement of the

Directives?

Max 12 weeks to have the 18 WG

meeting after creation (ISO/IEC

Directives Part 1, 1.12.1),

» Not less than 6 weeks for docu-
ment circulation before the meet-
ings (ISO/IEC Directives Part 1,
Annex SK),

» DIS stage:2 weeks ISO/CS prepara-
tion + 8 weeks translation by ISO
members and 12 weeks ballot,

» Final document for FDIS or
publication required not later
than 16 weeks after the DIS ended
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(ISO/IEC Directives Part 1, 2.6.6)
(12 weeks for SDT18),

« Are you ready to support the Project

Leader, if needed, in controlling the
project, to keep the momentum and
to provide the Project Leader all the
necessary information that may be
needed (ISO processes, reminders
etc.)?

Have you communicated the
planned project to a larger group
than your committee (other
impacted ISO or IEC committees,
regional SDOs, etc.) to gather more
stakeholders to join the project?
Have you identified that diverging
opinion or mistrust between
stakeholders in the group could put
the project at risk?

Have you identified potential
difficulties in reaching consensus?
Are they manageable ? Have you
assessed with the support of the
Chair, the proposer or Project
Leader the complexity of the project
to help you to define the duration
of development ? (E.g. STD18

for simple projects such as easy
adoption of an existing document,
small revisions on anticipated and
agreed modifications, or by contrast
SDT36, or even longer, for complex
projects: joint groups and different
stakeholders, potential reference

to legislation, regional specificities
etc.)

For information : risk matrix of the projects that have taken the longest time for development (>
than 58 months) after analysis for the TMB, in 2016.

Analysis of reasons for delays (projects taking over 58 months in
development) Annex 1 to Agenda item 3.3, TMB February 2017

Bad project management practice

> Project timeframe inadequately defined > re-adjustments

Unavailability to attend meetings / date clash for stakeholders or experts

Lack of monitoring resulting in late submission of inputs / feedback from experts
Lack of needs assessment

Bad coordination of translation

Additional deliverables not foreseen

v

v

v

v

v

Communication, Coordination issues

> Insufficient communication between TCs

» Controversy, mistrust, diverging opinions between stakeholders

» Coordination issues with CEN Lead

> Ineffective “mirror group” system to scrutinize drafts early in some countries

Resource issues

» Lack of available experts (stakeholders are busy with other occupations)
> Large turnover of experts
» Long transition periods for replacement of leadership

» Absence of project leader, secretary, chair (following illness, sudden departure,
retirement, death)

CEN consultants not available in 2014-2015

v

Technical issues

> Inaccuracy in databases > late submission of base texts

» Unexpected tests needed (e.g. round robin test, lab testing, inter-laboratory studies)
> Technical issues at CIB ballots

» Complexity of topic

» Substantial amount of comments to examine (DIS stage)

» Major change in scope of project

Leadership issues

» Difficulty reaching consensus
» Difficulty reaching out to PL
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Editing issues

» Mathematical inputs requiring complex editing alignment with ISO Directives Part 2 etc.

» Lack of preparation of illustrations, resulting in delays of publication
» Poor quality of input, e.g. missing figures

» Errors caused by eXtyles process

» HTML format processing issues at ISO/CS level

Political/legal issues

> Embargos (e.g. TC 67)

» Wariness of stakeholders towards the impact of agreements (e.g. VA agreement)
» Rare cases of experts trying to “kill” or slow down a specific work item

» Visa, travel and financial restrictions

> Copyright issues

Annex D — Example resolution

Example of resolution to revise a document:
Resolution X/2017 - 2017-06-15

ISO/TC 43 decides to revise ISO 6926 based on the 1%t draft avail-
able as doc.NXXX, using the 18 months standard development
track, the scope remains unchanged. The Convenor, Dr. XXXX, will
convene a 1t WG meeting by 2017-09-10. The Committee Manager

will then organize the CD stage by 2017-09-15 (8 weeks) enabling
the Convenor to finalize the project for the DIS stage by 2018-02-10
(8 months max after the project approval).

Annex E - Improving effectiveness
of working group meetings

Major progress on draft standards is often made during WG meet-

ings. It is therefore necessary to be efficient during those meetings.

Here are several proposals aiming to improve effectiveness of WG

meetings. A great part of the success of meetings lies in what is

done between two meetings to prepare, progress and follow-up:

Before the meeting:

Prepare an agenda that precisely indicates the documents to
be discussed and the expected outcome.

Begin the meeting by reporting on discussions/
recommendations from the previous meeting and clearly
indicate that those items will not be re-opened for discussion.
Resume and analyze the list of actions decided during the
previous meeting.

If the aim of the meeting is to deal with comments formerly
sent on a draft standard, the Project Leader/Convenor/WG
secretary shall have solved all editorial comments prior to
the meeting. The meeting must focus on the main technical
items.

During the meeting:

Do not re-open the discussion on a decision already taken by
the WG at working draft stage but wait for comments from that
NSB at the next stage to re-open the discussion.

Do not allow never-ending debates.

During the meeting, write a precise action list that identifies the
responsible person and a target date.

Define the next steps on each draft standard for the next two
meetings.

Do not begin a draft standard without having solved the main
controversial items. Otherwise discussions will be re-opened
at every meeting.

Before leaving the meeting, have a clear view of the
conclusions of the meeting.
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Between two meetings:

Update the action plan (i.e. target
dates on projects, etc.).

Follow-up agreed actions and send
reminders to the responsible people
who need to provide contributions.
Update the draft standard based

on the consensus agreed at the last
meeting.

If the draft standard must be
submitted to the WG for a last
proofreading before balloting,
experts must not use this
opportunity to re-open debates: the
aim of this proofreading shall be
clearly stated.

Encourage web meetings to deal with
specific items between two meetings
of the working group.

Ensure visibility on the planning of
forthcoming meetings.

Change of Convenor/Secretary:

Ensure continuity of work (notably
via regular uploading of WG
documents on Livelink).
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Annex F- Example of lessons learned
Practices at the closure of the project (publication); lessons learned can be
gathered during the entire life cycle of the project.

The idea is simply to learn from experience, implement best practices, improve
when possible, and avoid repeating situations when they negatively impact
the success of the project.

20151027 |

Timelines part1,2 &3 27 DIS Enciy o |
: [2016-09-18
I::;:;ved 1 CD | | 240D | | DIs Publication
@ @
20102 20T W13 2015 2016

2014
R, b
; N
Beijing Plenary Des Moinas WG 2015.00-22
|. Kansas City we | . Beijing WG Paland Plenary
-Paris WG Columbus WG

What went well?

For instance, efficient WG meeting  What can be improved?

schedule: For instance, the starting date of the

« Soon after Beijing WG meeting, project in accordance with the avail-
the DIS was finalized and ability of the resources (experts and
submitted to ISO/CS Project Leaders)

« Soon after the DIS has ended, a « 15" WG meeting 6 months after
new WG meeting in Columbus the NP is approved when

« How can we reinforce the practice the requirement is 12 weeks
of coordinating meetings with maximum
the progress of the project? Share e solution is to anticipate
those examples to the other WG and have an agreement on the
Convenors, keep in mind the real start of the project - when
duration of the different steps, the work really begins (often
including the 6 week document the 1 WG meeting) and have
circulation ahead of meetings, to the project approved around
enable national preparation, etc. that date.
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