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Purpose of  Workshop

Develop a shared vision across the team about why and 

how Technical Cooperation (TC) projects should be 

delivered. 



Agenda

• Why does Technical Cooperation need a practice guide?

• Theoretical underpinning

• Why values and behaviours are important

• Technical Cooperation programmes, projects and assignments

• Components of a Technical Cooperation project

• Roles and responsibilities

• Sustainable change Technical Cooperation lifecycle

• Detailed Technical Cooperation phase descriptions

• Supporting processes

• Technical Cooperation project management resources

• Definitions



TC Practice Guide Key Features

• Adopts a principle based approach to the definition of the outcome

• Breaks a long term goal into a flexible pathway.

• Integrated three workstreams

‒Policy,

‒Process,

‒ Information Technology.

• Provides guidance on the administration of projects, roles, lifecycle phases.



Challenges Managing TC 

Projects

EBRD
(the Consultant's 

client)

Beneficiary

•Flexible scope 
and timelines

•Political Changes

•Stakeholders

Donor(s)

•Remote

•Not in control of 
scope

•Can be the Bank

Consultant

• Fixed price

•Variable capacity  

Volatile, uncertain, complex and 

ambiguous environment

Cost plus culture in a 

fixed price world



Triangle of  Balance
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Theoretical underpinning



Development Methods within this Practice Guide

Waterfall AgileProgramme

Concept

Definition

Development

Hand Over and Close

Operation

Overall 
Objective

Project 2

Project 1

Project 3

• User 
feature 1

• User 
feature 2

Sprint 
1

• User 
feature 3

• User 
feature 4

Sprint 
2 

• User 
feature 5

• User 
feature 6

Sprint 
3



I A D O I
INPUTS ACTIVITIES DELIVERABLES OUTCOME IMPACT

ResultsImplementation 

Actions taken or work 

performed through which 

inputs, such as funds, 

technical assistance and 

other types of resources are 

mobilized to produce 

specific outputs..

Actions taken or work 

performed through which 

inputs, such as funds, 

technical assistance and 

other types of resources are 

mobilized to produce 

specific outputs. .

The products and services 

which result from the 

completion of activities 

within a development 

intervention..

The intended or achieved 

short-term and medium term 

effects of an intervention’s 

outputs, usually requiring the 

collective effort of partners.  

Outcomes represent changes 

in development conditions 

which occur between the 

completion of outputs and the 

achievement of impact. 

Positive and negative long-

term effects on identifiable 

population groups produced 

by a development 

intervention, directly or 

indirectly, intended or 

unintended.  These effects 

can be economic, 

sociocultural, institutional, 

environmental, technological 

or of other types

RESULTS BASED MANAGEMET
A strategy by which all actors, contributing directly or indirectly to achieving a set of results

ENABLEMENT ZONE



THEORY OF CHANGE
H o w  a n d  w h y  a  d e s i re d  c h a n g e  i s  e x p e c t e d  t o  h a p p e n  

LONG TERM GOAL

MEDIUM RANGE 
OUTCOMES

OUTPUTS

INPUTSFunding

Outputs

Skills and 
Knowledge

Intermediate 
Outcomes

Long Term Goal

Human Capital 

Intermediate 
Outcomes

Intermediate 
Outcomes



NEW SUSTAINABLE CHANGE
A n  i n t e g ra t e d  a n d  c o l l a b o ra t i v e  a p p ro a c h  t o  c h a n g e



Values, Behaviours and 

Roles

Values and behaviours



TC projects bring together world class experts from 

many disciplines, backgrounds and cultures. This 

mix of experts creates challenges and opportunities, 

hence the need for collaboration.  

Working collaboratively to meet the needs of others 

is never easy. It can mean putting the need of the 

project over your own needs. We must all strive to 

understand the objectives and constraints of 

partner organisations. 

Working with others within a common method 

requires responsibility and discipline. The basics 

must be done well by everyone. Short cuts or 

failing to follow simple rules just creates more 

work for everyone. 

Delegation means accepting personal  

responsibility for day-to-day management of the 

project.  We all need to earn trust by keeping our 

promises. Do not give a personal commitment to 

something if you can not deliver it.  

FRAMEWORK VALUES
U N D E R P I N N I N G  P R I N C I P L E S

Progress reporting and communication must

always be open and honest. Problems and 

challenges will be shared so that the team can 

collaborate to find solutions.  Failure to highlight 

a problem or issue just makes things worse. 

Every project is unique but success builds upon the 

learning from previous projects. Capturing and 

sharing the learning from each project raises the 

competence of all those involved and improves the 

capacity to deliver more complex projects in the 

future. We should create opportunities for experts to 

share knowledge with the wider team. 

Expertise

Collaboration

Learning

Responsibility

Delegation

Transparency



ORGANIZATIONAL CHART

PROJECT MANAGER
CONSULTANT SUPPLIER 3

PROJECT MANAGER
CONSULTANT SUPPLIER 2

ORGANIZATIONAL CHART

C O N C E P T  A N D  E VA LUAT I O N  P H A S E

PROJECT MANAGER
CONSULTANT SUPPLIER 1

IMPLEMENTING 

PARTNER DONOR
SENIOR MANAGEMENT

EBRD

BENEFICIARY

KEY EXPERT
Tools

KEY EXPERT
Process

KEY EXPERT
Policy

P I LOT,  R O L LO U T  a n d  H A N D O V E R  P H A S E S

REGIONAL OFFICE

EBRD

PROJECT OFFICER

EBRD

RESULTS MANAGER

EBRD

OPERATIONAL LEADER

EBRD



• Initiate request for TC to the Bank;

• Agree scope of TC project design proposed 

by the Bank and sign grant agreement.

• Form project counterpart team within 

beneficiary lead entity;

• Fulfil obligations in grant agreement or 

agreed separately with the Bank e.g. 

• Activities to be undertaken by Beneficiary,

• Working with the Bank’s appointed technical 

consultants;

• Sign off Deliverables/Reports prepared by the 

technical consultants, including the Inception 

Report. 
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Role of  the Beneficiary Government



• Review request from the Bank to contribute 

grant funds to a TC project and agree its 

intended outcomes and outputs in the draft 

results matrix.

• Commit grant funds to the TC if they see 

value in the outcomes. 

• Receive and review reports from the Bank on 

the progress of the project and raise any 

issues of concern e.g. :

• Slow disbursement;

• Delays or problems with project implementation;

• Request for increase in contribution/s;
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Role of  the Donors

Donors are ultimately interested in the achievement of the outcomes. 

http://www.google.co.uk/url?sa=i&rct=j&q=ebrd&source=images&cd=&cad=rja&docid=aTy6XV0kVk7ZCM&tbnid=CxHy3R2BLlrLFM:&ved=0CAUQjRw&url=http://euobserver.com/opinion/115831&ei=EW3dUYLbOOqW0AWDgYGoCQ&bvm=bv.48705608,d.d2k&psig=AFQjCNEYaixv_3V1m1Gf4gdLi0FvhbY8eA&ust=1373551855427961


Pre-project 

• Review request from potential beneficiary 

government for TC 

• Select and appoint TC consultants to 

undertake pre-project design study or 

develop and document TC project design 

including: 

• Results matrix (outcomes and outputs); 

• Budget;

• TC consultants TORs.

• Secure agreement to grant funding (normally 

from multiple donors and EBRD)

• Sign TC project inception report with 

beneficiary

02/06/2020 17

Responsibility of  the Bank



Project implementation phase

• Select  and contract TC consultants through 

competitive international tendering;

• Carry out project kick-off meeting with TC 

consultants  to discuss project 

implementation and agree method of 

working with the Bank e.g.:

‒ Project reporting

‒ Review and approval of consultants 

deliverables;

‒ Use of Bank’s document management system 

(Huddle) and EBRD templates

‒ Change control

‒ Issue/risk reporting

• Supervise project implementation (OL)

• Participate in consultants inception mission and 

subsequent project missions

• Respond to requests from the consultants on 

issues affecting the performance of the project

• Facilitate reform progress with the Beneficiary

• Reporting progress of the project to donors and 

EBRD grant management team;

• Monitor progress in achieving project outcomes 

and outputs in the project’s results matrix.

• Prepare promotional material on benefits of the 

project

• Close project.
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Responsibility of  the Bank - 2



• Sign consultancy contract with the Bank

• Participate in project kick-off meeting with the 

Bank’s Operational Leader (OL) to discuss TORs, 

results matrix, draft project plan etc

• Prepare and agree structure/content of 

Inception Report

• Undertake Inception Mission (normally with OL)

• Finalise Inception report and submit to the Bank 

for review and approval 

• Commence consultancy activities on project 

deliverables:

• Store all project documents in the file structure 

on Huddle prescribed by the Bank 

• Submit written project progress report to the OL

• Promptly raise issues with the OL affecting the 

delivery of the project;

• Update and submit revise project plans to the 

OL if necessary

• Assist with the preparation of promotional 

material for the project (research/ text/ 

PowerPoint for publication/outreach activities)

• Prepare and submit Reports  for each 

deliverable for review and approval by the 

Bank’s OL and Results Manager including 

project completion report
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Responsibility of  the Consultant



Delivers the 

project to 

enable the 

benefits

The project manager is responsible for day-to-day management of the project and 
must be competent in managing the six aspects of a project, i.e. scope, schedule, 
finance, risk, quality and resources. Well-developed interpersonal skills such as 
leadership, communication and conflict management are also vitally important.

Role includes

• Manages the project

• Owns the project management plan

• Manages the team

• Influences stakeholders

• Liaises with end users

• Manages suppliers

Project Manager

APM Body of Knowledge 6th edition 



Structure of  projects



• Change in peoples lives e.g. countries benefiting from 
active participation in world trade. Purpose/ Impact

• Change in institutional capacity or behaviour. e.g. 
Government officials implementing WTO GPA and 
recognising member country rights and obligations. 

Outcome

• Changes in skills, abilities or behaviours of individuals or 
institutions. e.g. number of countries accepting a gap 
analysis against WTO GPA or people with qualification. 

Outputs

• A work package is a collection of activities that produce 
one or more deliverables. e.g. develop an on-line tool. Deliverables

• Actions or work preformed through which inputs result in 
outputs. e.g. user acceptance testing for an on-line tool. Activity

Key Definitions

Owned by the 

consultant and 

the Bank via the 

contract. 

Owned by the 

Bank and 

Beneficiary 

recorded in 

results matrix 



Lifecycle



Project Management Framework for this Project



01 TC Development – Pre-feasibilty

The purpose of this phase is to respond to the request for assistance and define the problem statement and desired outcome of

the TC project (Results Matrix), agree the approach and estimated costs, and seek concept clearance approval from the OGC 

management and grant review for funding from donors.

‘

End of phase checklist

Mandatory TC 
development outputs

Optional deliverables

Draft Results Matrix

Draft Legal Gap Analysis/ 

Benchmarking Report

Draft Concept Clearance 

Memorandum

Report from fact-finding 

mission on digital tools

Estimated Budget

High level BPMN of 

governance process

Policy path – Legal GPA analysis

During this phase, a desk review of the law will 

be prepared. This is typically based on a legal 

gap analysis between international legal 

instruments such as the GPA, UNCITRAL or EU 

standards and local legislation. This gap analysis 

will identify the minimum of required legal 

changes in the local regulatory framework.

Process path – Initial to-be process

An initial high level business process model will 

be prepared to inform the TC development. The 

BPMN will describe the minimum scope of 

institutional and process changes required to 

support the implementation of the revised policy 

to meet regulatory gaps identified in the 

legal analysis.

Tools path – As-is analysis

The policy and governance process changes 

need to be supported by new or modified e-

services or digital government solutions. At this 

early stage, this work is limited to analysis of 

digital government capacities of the potential 

Beneficiary and exceptionally a fact-finding 

mission will be undertaken to interview technical 

owners at the Beneficiary.

Provisional Terms of Reference



Project Stakeholders

People or organisations who 

have a vested interest in the 

environment, performance 

and/or outcome of the 

project

26



Stakeholder Management

Identify all of 
the 

stakeholders

Determine 
their needs 

and 
expectations

Manage and 
influence the 

prioritised 
stakeholders



Stakeholder Analysis

Take 
Action

Key 

Player

Monitor
Keep 

Informed

High

Support

Low

Support

High 

Power

Low 

Power



Stakeholder and

basic characteristics

Interests and how

affected by

the problem(s)

Capacity and

motivation to bring

about change

Possible actions to

address stakeholder

interests

Government Officials: 

Government employees at 

an operational level 

involved in public 

procurement. Experts in the 

current processes and 

procedures with good 

relationships with existing 

suppliers. 

Many be very comfortable 

with the current ways of 

working. Has a deep 

interest in the detail of the 

process. However some 

may be more open the 

change. 

• Has a significant capacity 

to support changes to open 

procurement.

• Many may be cautious 

about the changes, due to a 

wide range of concerns. 

• May have concerns about 

job security or reduction in 

roles status. 

• Identify key players within 

the community of to 

patriciate in pilot.

• Provide training on new 

processes and legislation.

Local SME Suppliers; 

A group of small and 

medium size suppliers who 

form the majority of the 

existing suppliers.  Typical 

from 2-500 employees. 

70% with repeat business. 

• Open procurement 

reduce turnover of profit. 

• Could even affect 

livelihoods of some less 

competitive suppliers. 

• Some could have an 

opportunity to grow. 

• May be resistive to 

change and lack the 

necessary skills to

Have financial and 

technical resources to 

employ new cleaner 

technologies

• Limited current 

motivation to change

• Invite local trade 

associations to participate 

in plot projects. 

Example Stakeholder Analysis

EBRD GPA TC Facility Digital Procurement Implementation 



WTO GPA Training Programme Results Matrix

Project Description Indicators

How will we know this has be achieved?

Source of Verification

Sources of information for data?

Purpose: Change in peoples lives e.g. 

countries benefiting from active participation 

in world trade. e.g. Developing and LDC

Members are benefiting from their active

participation in the WTO.

e.g. Share of developing Members' total trade

(imports and exports) in world trade 

WTO Statistics (from

ERSD)

Outcome:

Change in institutional capacity or 

behaviour. e.g. Government officials 

implementing WTO GPA and recognising 

member country rights and obligations. 

e.g. Number of outstanding notifications by TA 

beneficiaries Members

WTO Notifications database

Output:

Changes in skills, abilities or behaviours of 

individuals or institutions. e.g. number of 

countries accepting a gap analysis against 

WTO GPA or people with qualification. 

e.g. 1) Number of participants completing each 

PLS level.

2) Number of participants in WTO training  

activities.

WTO training database

Activities:

The tasks (work programme)

that need to be carried out to

deliver the planned results (optional within the 

matrix itself) e.g. Designing training 

programmes. Running training programmes

e.g.  1) Number of training programmes 

available. 

2) Number of training sessions completed

3) Number of people trained by gender.  

Source: WTO GPA BIENNIAL TECHNICAL ASSISTANCE AND TRAINING PLAN 2018–19 



EBRD Results Matrix Difference between Outcomes 

& Output
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Project 
Outputs

Activities undertaken by the Consultants
resulting in the completion of the
deliverables in the TORs: e.g. Draft
secondary legislation on eProcurement is
adopted by the Ministry of Finance

Progress measurement:

Target completion date and actual 
completion date

Project 
Outcomes

Example: The GPA adopts lessons from
piloting new public procurement legislation
on the online framework agreements and
shopping mall.

Progress measurement:

Outcome Indicators e.g. Revisions to the 
primary laws and the new secondary 
legislation on eProcurement is enacted 
Target Value & Baseline



EBRD TC Project Results Matrix



EBRD TC Project Results Matrix



IF adequate activities are undertaken  THEN 

deliverables can be produced; 

IF the deliverables are produced, THEN 

outputs can be achieved;

IF outputs are achieved, THEN the outcome
will be realised;

and IF the outcome is achieved, THEN this 

should contribute towards the overall purpose

IF we wish to contribute to the overall purpose, THEN 

we must achieve the outcome

IF we wish to achieve the outcome, THEN we must 

deliver the specified outputs

IF we wish to deliver the outputs, THEN the specified 

deliverables must be produced; and

IF we wish to produce the specified deliverables, 
THEN we must complete the activities.

Bottom Up Top Down

Checking Intervention Logic in the Results Matrix



Terms of  Reference
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• Background; the context for the project, PESTLE and the Windows of Wisdom. Key stakeholders, 

overview of the project to date. 

• Assignment Objectives; Specific objectives for the project. Outcomes and outcome indicators

• Scope of Work: Deliverables  For example:

‒ Deliverable 1 – Support in the First Round of Bilateral Negotiations with GPA Parties for North 

Macedonia

‒ The Consultant will assist the government of North Macedonia delegation in Geneva in completing 

bilateral negotiations with GPA parties based on the initial GPA offer. 

‒ A report outlining the Consultants inputs to the negotiations, including all written policy materials will 

be submitted to the Bank by the Consultant. 

• Consultant’s profile; CVs of proposed consultants and experience delivering similar projects

• Implementation arrangements: Reporting, the use of huddle, invoicing and issue escalation



36

End of phase checklist

Mandatory TC development outputs Optional deliverables

Draft Results Matrix Draft Legal Gap Analysis/ 

Benchmarking Report

Draft Concept Clearance Memorandum Report from fact-finding mission 

on digital tools

Estimated Budget High level BPMN of governance process

01 TC Development – Pre-feasibilty

Provisional Terms of Reference



Policy path – Policy paper

During this phase, the policy paper will be 
finalised and the scope of regulatory reform 
is defined.

Process path – To-be business model

During this phase, the business process 

model is developed and agreed with 

stakeholders.

Tools path – Technical concept

During this phase, the Technical Concept with 

a blueprint for toolkits and digital government 

tools is developed and agreed.

02 TC Conceptual design

In this phase, the TC definition is prepared by OL working with the Key Experts and the Beneficiary to refine the expected 

outcome and explore different ways in which it can be achieved.

End of phase checklist

Finalised Termsof Reference/s

Final Estimated Budget/s

Procurement plan

Policy paper

Optional deliverables

Road map for complex/phased/long-term TC

Mandatory TC development outputs

To-be governance model in BPMN

Technical concept for implementation



The Theory and Change Outcome Pathway

At a workshop with the Beneficiary and other key 

stockholders. 

1. Identifying long-term goals

2. Backwards mapping and connecting the 

preconditions or requirements necessary to achieve 

that goal and explaining why these preconditions 

are necessary and sufficient.

3. Identifying your basic assumptions about the 

context.

4. Identifying the interventions that your initiative will 

perform to create your desired change.

5. Developing indicators to measure your outcomes to 

assess the performance of your initiative.

6. Writing a narrative to explain the logic of your 

initiative.

LONG TERM GOAL

MEDIUM RANGE 
OUTCOMES

OUTPUTS

INPUTS
Funding

Outputs

Skills and 

Knowledge

Intermediate 

Outcomes

Long Term 

Goal

Human 

Capital 

Intermediate 

Outcomes

Intermediate 

Outcomes



Business Process Modeling Notation Mapping 

Step 1 - Draw the organization 

Step 2 - Draw the participants

Step 3 – Identify Events: start, stop, intermediate, 

timer, message

Step 4 – Identify Activities: task, sub process, 

send, receive, user, manual, business rule, 

service, script, task

Step 5 – Identify Gateways: Exclusive, Inclusive, 

Parallel, 

Step 6 – Determine Connection: Sequence, 

Message, Association

Step 7 – Add information data objects, group, Text 

annotation 

Step 8 – Review the Process



IT Blueprint
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A IT Blueprint translates business process into overall 

IT requirements. It includes:

1) Project specifics Who is involved? Include the 

product owner, team, stakeholders? When is it 

projected to ship?

2) Team goals and business objectives

3) User Stories List or link to the user stories involved

4) User interaction and design After the team fleshes 

out the solution for each user story, link design 

explorations and wireframes to the page.

5) Questions Create a table of "things we need to 

decide or research" to track these items.

6) What we're not doing



Procurement Plan
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A procurement plan 

1) Described how the scope what the 

Bank will do itself and what should 

be contracted. 

2) Describe how the scope is divided 

between the different consultants to 

minimise risk. 

3) Describe the best contractual 

relationships e.g. prime or alliance. 

4) Describe the payment and invoicing 

mechanisms and reporting 

requirements, e.g. milestone or time 

and materials. 

EBRD

Project Officer

IT Expert

Process 
Expert

Local 
Consultant

Results 
Manager

EBRD

Results 
Manager

Expert

Technical 
Consultant

Divide the scope between the 

different parties

Describe the contractual 

relationships
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02 TC Conceptual design

End of phase checklist

Mandatory TC development outputs Optional deliverables

Finalised Terms of Reference/s Road map for complex/phased/long-term TC

Final Estimated Budget/s

Procurement Plan

Policy Plan

To-be governance model in BPMN

Technical concept for implementation tools



Policy path – Legislative drafting

During this phase, a draft law or 
amendments to the law will be developed 
e.g. primary, secondary or tertiary 
legislation.

Process path – Process 
reengineering activities

In this phase, a detail level 5 Business 

Process Model Notation (BPMN) diagram is 

produced and process change implemented 

in the regulatory areas selected for pilot. This 

forms the basis of a formal change 

management plan and internal training of the 

key users policy users as well as all parties 

involved in the pilot.

Tools path – Proof of concept pilot

Prototype digital tools are piloted in the 

selected regulatory areas to prove the 

reform concept is viable for local 

environment. The result may be a pilot 

evaluation report, providing inputs for 

commissioning digital tools or a pre-

commissioning version of the software for 

further development.

03 TC implementation – Pilot

This is a critical phase in which the changes to policy, process and information management systems are brought together 

to prove that the reform concept is realistic and practicable.

End of phase checklist

Pilot implementation plan (legal, 
business and technology)

Draft legislation

Detailed BPMN process map

Stakeholder engagement plan

Optional deliverables

Awareness raising and/or outreach campaign

Mandatory deliverables if in the scope 

of the project

Plan evaluation report including lessons learned



Agree a Plan of  Work

Scope

Planning

Activity

Definition

Duration Estimating

£ + £ + £ = ££

Cost Estimating

Cost

Budgeting

Schedule

Development

Risk Analysis

Project

Plan

Work Breakdown Structure

Resource
Planning

Activity Sequencing



Output

1.1

Project

1

Output

1.2

Output

1.3

Task/ Work 

Package

1.1.1

Task/ Work 

Package

1.1.2

Task/ Work 

Package

1.2.1

Task/ Work 

Package

1.2.2

Task/ Work 

Package

1.3.1

Task/ Work 

Package

1.3.2

Level 1

Level 2

Level 3

In this case, the shaded boxes indicate the work packages which can contain multiple activities, activities 

use inputs such resources and money to produce a deliverable. 

Sub Task

1.3.1.1

Sub Task

1.3.1.2

Level 4

Work breakdown structure

Activities are

the work 

within a task



The lowest 

level of 

planning

•Be assignable to a single “owner”

•Be distinguishable from other work packages

•Be a discrete entity in the network

•Have an associated product

•Becomes an entry into the project accounts

Work Packages



Work 

Breakdown 

Structure

Precedence 

Diagram

Evolves to 

become

1.1

1.1.2 1.1.3

1.2

1.2.1 1.2.2

1.3

1.3.1 1.3.2

1.0

1.1.1

1.2.1

1.1.2 1.1.3

1.2.2

1.3.1 1.3.2 1.3.3

The lowest level 

(activity or work 

package) 

become the 

nodes in the 

precedence 

diagram

1.1.1 1.3.3

WBS to precedence diagram



Precedence 

Diagram

Gantt chart

1.1.1

1 week

1.2.1

1 week

1.1.2

4 weeks

1.1.3

2 weeks

1.2.2

2 weeks

1.3.1

2 weeks

1.3.2

1 week

1.3.3

1 week

Evolves to 

become

Week

A

B

C

D

Task 1 2 3 4 5 6 7 8 11WBS

E

F

1.1.1

1.1.2

1.1.3

1.2.1

1.2.2

1.3.1

G 1.3.2

1.3.3H

9 10

The nodes in the 

PD become the 

task bars in the 

Gantt chart

Allocate 

estimates to the 

work packages

Gantt chart

Milestone

Activity



Week

A

B

C

D

Task 1 2 3 4 5 6 7 8 11WBS

E

F

1.1.1

1.1.2

1.1.3

1.2.1

1.2.2

1.3.1

G 1.3.2

1.3.3H

9 10RES

2 x G

1 x G

2 x Y

2 x Y

2 x Y

1 x G

1 x G

1 x G

Total resource G per week

Total resource B per week

1 1 1 0 0 1 1 1 12 1

2 2 2 2 2 0 0 0 00 2

Resource 
histogram for 
resource G

Resource 
histogram for 
resource B

1
2

1
2
3

Resource Smoothing –

assuming only 2 Y’s

Activity



Baseline is the value or condition 

against which all future measurements 

will be compared. The baseline is a 

point of reference. In project 

management there are three baselines 

– schedule baseline, cost baseline and 

scope baseline.

Project Baseline



What 

might 

go 

wrong?
An event that – should it occur will have 

an effect on the successful achievement 

of the project outputs, outcomes or 

benefits. 

Risk – a definition



Initiate

Identify

Assess

Plan 

responses

Implement 

responses

M
a

n
a

g
e

 th
e

 p
ro

c
e

s
s

Risk 

Managemen

t Plan

Risk 

Log

PIG

Update the 

plan

Decisions

O
u

tp
u

ts

Risk management process



IMPACT

A

C

A

P
R

O
B

A
B

IL
IT

Y

VHI

0.8

HI

0.4

MED

0.2

LO

0.1

VLO

0.05

VLO

0.1

LO

0.3

MED

0.5

HI

0.7

VHI

0.9

PROBABILITY – IMPACT GRID

BD

Probability Impact Grid



What is the Inception Report?
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• It’s the project plan that refines the TC 

Consultants technical proposal and defines 

the scope, methodology and workplan 

activities that will be undertaken by the TC 

Consultant to deliver the outcomes and 

outputs of the project.

• It must be promptly prepared by the 

Consultant and approved by the OL and 

Results Manager of the Bank

• The contents must be aligned with, and 

cross-refer to, the TORs of the assignment 

and the results matrix. 

• Monthly reports to the OL must cross-refer to 

the Inception Report workplan.



• Baseline locks 

down the project 

scope, approach 

and budget.

• Essential step in 

foundation for 

successful 

delivery.

• Convert the 

contract into a 

delivery plan.

Preparation of  the Inception Report (new template available)

Inception Report EBRD TC Project (Minimum Contents)

Document approval table

✓ Introduction

✓ Document objective

✓ Programme background

✓ Project background

✓ Objectives and Scope of the TC 

Assignment

✓ Summary of provisional terms of 

reference and result matrix

✓ Description of problem to resolve –

(baseline)

✓ Expected project outcomes

✓ List of tasks and deliverables

✓ Revised result matrix with quantitative 

indicators

✓ Detailed budget

✓ Work plan and schedule

✓ Experts' roles and responsibilities

✓ Project mission plan and man-days 

allocation to specific deliverables

✓ Identified risks and tasks

✓ Project reporting

✓ Annex 1 Detailed Terms of Reference

✓ Annex 2 Copy of project results matrix



3 key reports to be prepared by the Consultants 

(templates available)
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1. INCEPTION REPORT 2. FINAL DELIVERABLE REPORTS 3. FINAL REPORT
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What is a Final Report for a Deliverable?

A Final Report for a Deliverable or group of 

deliverables as listed in the assignment Terms of 

Reference. 

Should be prepared once a deliverable and the 

Consultant’s associated tasks and activities have 

been completed to the satisfaction of the Bank 

and the beneficiary government.

It can cover for example:

1. A technical report on a review of a legal 

framework with recommendations for updating it;

2. Development and acceptance of a piece of 

software e.g. dashboard reporting tool;

3. Delivery of a training programme.



The report should provide a 

succinct summary of the 

tasks and activities 

undertaken by the 

Consultant for a Deliverable 

and should be written to be 

read by both EBRD and the 

beneficiary government 

and be aligned with the 

methodology and content 

of the Project Inception 

Report.

Lessons learned should be 

excluded from this report 

and should be included in 

the Project Completion 

Report. 

Preparation of  the Final Report for a Deliverable (new template 

available)

Final Report for a Deliverable EBRD TC Project (Minimum Contents)

Document approval table

✓ Introduction

✓ Document objective

✓ Program and project background

✓ Summary of activities performed

✓ Deliverable completed 

✓ Task, activities and deliverable summary

✓ Commentary on the completion of the 

deliverable

✓ Deliverable implementation schedule

✓ Missions completed

✓ Issues and challenges encountered

✓ Utilization of TC project budget

✓ Project results matrix

✓ Expected project outputs

✓ Expected project outcomes

✓ Conclusion

✓ Annex 1 – include copy of any training materials.

✓ Annex 2
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What is a Final Report for a Project?

A Final Report should only be prepared once all 

tasks, activities and deliverables required under 

the project terms of reference have been 

completed and a Final Report for each Deliverable 

has been approved by the OL and the beneficiary 

in writing. 

The contents must be aligned with, and cross-refer 

to, the TORs of the assignment and the results 

matrix. 

It must be promptly prepared by the Consultant , 

once all Final Report for each Deliverable have 

been prepared, and then approved by the OL and 

Results Manager of the Bank



The Final Report should 

provide a succinct 

summary of the tasks and 

activities undertaken by the 

Consultant on the project 

and should be written to be 

read by both EBRD and the 

beneficiary government 

and be aligned with the 

methodology and content 

of the Project Inception 

Report and the Deliverable 

Reports

Lessons learned should be 

included in the Final 

Report. 

Preparation of  the Final Report for a Project (new template 

available)

Final Report for an EBRD TC Project (Minimum Contents)

Document approval table

✓ Introduction

✓ Document objective

✓ Program and TC Project/TC Assignment 

background

✓ Summary of TC activities performed

✓ Deliverable  

✓ Commentary on the completion of 

the deliverable

✓ Deliverable implementation 

schedule

✓ Project missions completed

✓ Assumptions, issues and risks

✓ Lessons learned

✓ Conclusion

Annex 1 - Copy of Final Version of Terms of Reference

Annex 2 



Mobilise the project team

• Plan the mobilisation phase, critical first 60 days.

• Launch project kickoff meeting.

• Establish project control systems.

• Allocate budget to account managers.

• Establish project facilities and infrastructure.

• Brief and train staff. 
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End of phase checklist

Mandatory deliverables if 

in the scope of the project Optional deliverables

Pilot plan and report (Legal, Business and Technology) Awareness raising and/or outreach 

media campaign

Draft legislation

Detailed BPMN process map

Stakeholder engagement plan

Pilot evaluation report including lessons learned

03 TC implementation – Pilot



04 TC implementation – Rollout

During the rollout, the new policy, process and implementation tools are launched as mandatory for all policy users.

Policy path – Regulatory capacity 
building
During this phase, the new legislation is 

enacted. This will be supported by the 

publication of guidance notes. Regulatory 

capacity building with the regulatory 

authority is finalised.

Process path – Change management

The process implementation activities will be 

accelerated and introduced to all relevant 

government departments. These will include 

training and on-going help desk support.

Tools path – Development of tools

During this phase the digital tools are 

commissioned by the Beneficiary. If pre-

commissioning pilot implementation is 

provided by the TC, the digital tools are 

transferred from the pilot infrastructure to the 

government production environment.

End of phase checklist

Final legislation (primary and secondary)

Guidance notes

Government users – capacity building 

curriculum and materials:

1. Training for key users.

2. Training for standard users.

3. Outreach for non-governmental stakeholders.

Mandatory deliverables if in 

the scope of the project

Final governance process maps in BPMN



05 Handover

This TC phase happens in parallel with the rollout. During Handover the TC Project team transfers all the knowledge 

and operational documentation to the responsible units at the Beneficiary.

Policy path

Additional regulatory capacity building and 

development of online FAQs may be 

required during this phase.

Process path

Handover of detailed process maps in a 

format that the beneficiary can use for 

future support and changes.

Tools path

Handover of technical documentation, help 

desk guidance and pilot release notes. 

This will include licensing agreements, 

finalising technical documentation and 

arranging for digital tools administration, 

maintenance and development by the 

Beneficiary’s Technical Owners.

End of phase checklist

Training of trainers training materials

Detailed governance process 
maps in the Beneficiary format

Online help-desk:

a) Software

b) Procedures

c) Regulations

Final digital tools technical documentation and 

licensing agreements

Mandatory deliverables if in 

the scope of the project



06 Evaluation

Evaluation happens between 6 to 12 months after Handover.

Policy path

Legal gap analysis or benchmarking.

Process path

Audit of processes for efficiency, 

compliance and effectiveness.

Tools path

Audit of digital tools against technical 

and functional specifications, in case 

of pre-commissioning pilot 

implementation.

End of phase checklist

6-month evaluation/audit report

12-month evaluation/audit report

Mandatory TC development outputs



Supporting processes



Procurement is a process which results in a 

clearly defined contract being placed with the 

Key Experts, Technical Consultants, Project 

Officers and Results Managers and the on-going 

management of them.

Procurement

APM Body of Knowledge 6th edition 



Implementation Monitoring



Implementation Monitoring vs Results Monitoring



Identify

Evaluate 
impact

Customer 
Approval

Implement

Control Changes From the Start



A formal issue occurs when the 

tolerances of delegated work are 

predicted to be exceeded or have 

been exceeded. This triggers the 

escalation of the issue from one 

level of management to the next in 

order to seek a solution.

Issue management process

1. Identify

2. Assess

3. Escalate

4. Resolve

Issue management

APM Body of Knowledge 6th edition



• Planning

• Collection

• Storage

• Archival

• Dissemination

• Destruction

• Reporting

Information management

https://huddle.zendesk.com/hc/en-us/sections/204809788-Beginners

Online Huddle 

help

https://huddle.zendesk.com/hc/en-us/sections/204809788-Beginners


Huddle folder structure template 
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Stages in Huddle Document Management 

2 June, 2020 Version 0.2 74

Work in Progress

• Draft documents 

• Posted for input from other 
users including OL on 
Huddle. 

• Meaningful file names and 
version numbers

Documents for Approval

• Completed documents 
submitted for approval on 
Huddle by the OL

• May result in formal 
comments that need to be 
addressed before approval.

• Use tracked changes and 
office comments until final 
version approved.

Published/ Approved 
Documents

• Approved for release by the 
OL on Huddle. 

• Should not be changed but 
replaced by new version. 

e.g. v0.1 or v1.1 e.g. v1.0 or v2.1



Huddle workflow approval and commenting tools
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Request for 

approval/s

Comments 

on 

document 



3. A. Breeze.pm – Rules
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✓Use Breeze.pm for project management and monitoring

✓Do Not Send Breeze.pm for document storage and collaboration

✓This should be done on Huddle



Planning in Breeze.pm
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Consultant can add 

a swimlane for an 

expert to better 

detail their tasks.

Consultant can add 

a swimlane for a 

group of experts if 

they are working 

together



How to Create a Task in Breeze.pm
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Use Status

function to 

mark up the 

corresponding 

status

Use Assign function 

to assign task team 

members

Use Due date 

function to add due 

dates and target 

dates to task

Use More 

function to:

Copy 

Move

Repeat and 

Delete 

a task

Use Comment 

function to raise 

Issues and Risk 

and seek 

clarifications 

related to your 

task 

Use Repeat 

task to set-up 

repetitive tasks 

such as Weekly 

Project Meeting



Work progress Statuses
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a) Rules for marking Statuses in the list Doing 

• When Consultant has moved the deliverable/task in Doing list it has to mark the 

corresponding status:

▪ In progress – when Consultant starts working on the deliverable/task

▪ For Approval by Result Manager – when the deliverable is sent for approval by RM

▪ For Approval by OL – when the RM has approved your submission

❑ If the RM does not approve the Consultant’s submission, the corresponding status is ‘In 

progress’

▪ For Approval by OL – when the RM has approved your submission 

❑ If the OL rejects the submission, the corresponding status is ‘In progress’

▪ For Acceptance by Beneficiary – if the deliverable is approved both by the OL and RM and 

submitted to the Beneficiary’s acceptance



Work progress Statuses
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▪ Overdue – if your deliverable/task is overdue

▪ On Hold by OL – if the OL notifies the Consultant that the project is on hold

▪ Blocked by Beneficiary – if the project is blocked by the Beneficiary

▪ Cancelled – if the task activity is canceled.

✓ When your submission receives all the necessary approvals, the deliverable/task can be 

moved into the Done list and marked with the status Done 

✓ The aforedescribed procedure should be also followed in the dedicated swimlane for 

each deliverable/task. 



Reporting with Breeze.pm
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IV. Reporting in Breeze

Types of reports:

1. Consultant Weekly Progress Report (Done) for RM/OL

2. Consultant Weekly Progress Report (To-do and Doing) for RM/OL

3. Project Officer Weekly progress report for RM/OL

4. Timesheet report for all time-based contracts

5. Monthly progress report for TC Assignments

6. Monthly progress report (Aggregated) for OCG management/Livelink



Control Quality and Rework

• Capture acceptance 

criteria early

• Check quality of 

products against 

criteria

• Ensure users reviews 

are addressed
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a) Role of TC stakeholders 

b) Consultant collaboration with the Bank – tools (Huddle and report templates) 

c) ToRs, results matrix, outcomes  & outputs; 

d) Consultants work plan;

e) Inception mission;

f) Inception report and Final Report for a Deliverable.

g) TC reporting to the Bank. 

Kick-off  workshop wrap-up


