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& Warning

This document provides best practices for the benefits of the technical
community. The rules for the development of ISO and IEC publications are
defined in the ISO/IEC Directives which take precedence over this document.

2 Good practices — Project Management Methodology in the ISO and IEC environment
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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:

» 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 management when
developing ISO or IEC documents. This methodology is a customised
approach from ISO 21502, Project, programme and portfolio management
- 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.

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

Good practices - Project Management Methodology in the ISO and IEC environment
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1. Overview of the project management roles
and responsibilities

R = Responsible | C = Cooperation

NP Drafting, DIS/CDV
& preparation of
final text
Planning
°
= (0]
© S
c o ’5_
© -
s s £
8 &8 2 @
© @ ° s =
2 & 8 & %
Q = ‘© [ =]
o c B o S
a a a a (&)
Proposer R R
Committee Manager C Cc R R
Project Leader C C R ©
Convenor, Chairza C Cc R
Committee C

and/or WGP

The ISO Technical Programme Manager (TPM) or the IEC Technical
1SO TPM/IEC TO Officer (TO) provides support and guidance at all stages and for
each role and ensures the ISO/IEC Directives are followed

Table 1—-Responsibilities matrix.

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.

a) The chair is responsible for progressing to certain stages (e.g.: enquiry) and judging whether there is
consensus (ISO/IEC Directives part 1, 2.5.6); convernors are responsible for leading meetings effectively with a
view to reaching an agreement and to ensure that positions and views are given equal treatment and decisions
are clearly understood and manage projects according to agreed target dates in accordance with the project
plan. (ISO/IEC Directives part 1, L3.1.2)

b) depending on the development step and if the project is allocated to a WG or not.

Good practices — Project Management Methodology in the ISO and IEC environment
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2. Preparation of the proposal

The preparation of a proposal is the initiating step in the process of creating
a new project (e.g.: IS, TS, PAS, TR). The need for a proposal may arise from
the market need for a new project, or a revision 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
- toidentify the Project Leader

- toidentify 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.

Good practices - Project Management Methodology in the ISO and IEC environment
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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/Secretary (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/Secretary 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/Secretary checks the content of the draft
proposal

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

The Committee Manager/Secretary and the proposer perform a risk
assessment to identify potential problems in advance (for example, see
the check list in Annex D.2) from the discussion the Committee Manager/
Secretary proposes an appropriate development plan (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 NP ballot form® or a revision form/resolution

Reference ISO/IEC Directives Part 1, Clause 2

Table 2 — Preparation of the proposal.

c) If necessary, an ad-hoc group of the committee can be established to review the proposal before submitting it
for approval to the committee (see ISO/IEC Directives Part 1, clause 2.3.4).
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3. Planning of the project

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/Secretary to have an overview of the project and
its milestones and to anticipate the development of the project within the
portfolio, according to the priorities of the committee (Strategic Business
Plan — SBP). The planning process is also important for the Convenor/Project
Leader and the Experts joining the work to identify when they will need to be
available for the project (contribution, drafting, commenting, meeting, etc.)

This enables anticipation and better coordination with their day-to-day
workload. It is also helpful 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:
«  WHAT will be delivered (modified draft, resolution of comments,
decision etc.)

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

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

«  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 or the IEC Project Dashboard as soon as the project is approved
and continuously updated during the development.

Good practices - Project Management Methodology in the ISO and IEC environment
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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 « Proposer (responsible) (see Table 1)
« Committee Manager/Secretary (contributor)

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

What » Rough planning

« Define key milestones (WD, CD, enquiry stage, 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 D.1, typical risks and check-list)

» Get commitment from Experts

How

With guidance and contribution from the Committee Manager/Secretary as
necessary

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/Secretary 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/CDV, etc.) Experience with similar projects or
using the check listin Annex D.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 that approval of the ballot means commitment
to the proposed project plan

When Prior to circulation of the NP within the committee

Result « Draft project plan

« Commitment of the Experts to the draft project plan
» Comments from committee on the plan

Reference o ISO/IEC Directives Part 1, Clause 2

« 1SO 21500, 4.3.3

Table 3 — Developing a draft project plan.
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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. It is continuously updated
along with the progresses on the development of the deliverable.

Who

Committee Manager/Secretary (responsible) (see Table 1)

Project Leader (preparing and maintaining the plan with contribution from
WG Secretary, if any in 1ISO)

What

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)

How

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)

When

During the 15t WG meeting (it can be done by correspondence when the
Committee Manager/Secretary cannot join the 1t WG meeting)

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

Result

Detailed project plan registered in ISO Projects or in IEC Dashboard (see
Annex A and Annex B)

Reference

ISO/IEC Directives Part 1, Clause 2

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/CDV etc.) to support the progress of
the project through the various development stages and in accordance with
the project plan. During 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 or : https://www.iec.ch/
standards-development/resource-area and Annex E which provides good practices
for improving effectiveness of working group meetings.

See ISO/IEC Directives Part 1, 2.4 t0 2.7 ;
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5. Controlling

The aim is to ensure the development of a project is continuously controlled
according 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 « Committee Manager/Secretary (responsible) and
« Project leader, Convenor (and WG Secretary if any in ISO), as contributors
(see Table 1)
What Continuously measure and control project progress against the project plan

to ensure project development within the agreed time frame

How The project plan serves as basis for the controlling process

Continuous exchange between Committee Manager/Secretary 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 updated3)
accordingly in ISO Projects application or IEC Projects Dashboard

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)

When During the entire development time and frequently for the
portfolio overview

Result A high quality, relevant document is developed according to the project
plan, plan updates (or change request to committee i.e., deliverable,
scope, etc.)

Reference ISO/IEC Directives Part 1, Clause 2
Table 5 — Controlling.
Target dates for the intermediate steps are updated by the Committee Manager/

Secretary in ISO Projects or IEC Project Dashboard (see Guidelines to enter target
dates).
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6. Lessons learned

This process, at the closure and potentially during the development of the
project, aims to help the Committee Manager/Secretary, Convenors and
Project Leaders to learn from experience. The Committee Manager/Secretary
could trigger the identification 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 especially for
the planning stage.

See Annex F for example of lessons learned questions and findings.

7. Portfolio management

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 items being developed by the
committee.

Project portfolio management is the centralized management of this
collection of projects, which includes prioritizing and controlling projects and
other key aspects influencing the portfolio.

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 decision is taken (1t WG meeting
within 12 weeks, 15t draft to be available in a near future, etc.)?

12
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Who

Committee Manager/Secretary (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

How

All active projects are reviewed in a single portfolio for a global overview —
https://sd.iso.org/projects or https://projectsdashboard.iec.ch/

Continuous exchange between Committee Manager/Secretary, 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, call for Experts, new working
group, new priorities)

Triggers more detailed analysis and controlling of a project if necessary,
proposing actions considering the interrelated constraints (see Annex C
and Annex D.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 portfolio
(more frequently if necessary to avoid bottleneck issues)

Result

Realistic planning such as starting a project when resources are available
(priorities) and better spreading the workload over time, reducing peak
constraints; improved reactivity with the early identification of drifts in the
plan or potential improvements; more efficient meetings when based on a
conjunction of different projects that would require a meeting to progress.

Reference

ISO/IEC Directives Part 1, Clause 2

Table 6 — Portfolio management.

Portfolio management is helpful to provide an overview 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 efficient in terms of
outcomes of technical discussions on projects (and coordinating
activities when possible, 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/Secretary planned
target dates on CD ballot and DIS/CDV submission:

[ISO}'DIS 8103-1 -ar-iarsios ISO/TC 178/WE S 40.20

Title

en Escalators and moving walks — Part 1: Safety requirements

fr Escaliers mécanigques et trottoirs roulants — Part]

Scope ~

Timeline

el rarme
18 maonths 5

aa | Preparation of the daft

Exigences de sécurité

en

- ] ]
| 202.
Todav
#lide legend ~
° Project approved (clock starts)
]
Critical pericd
Stage @
Gote
Stage Wersion Description Target date
draft
40.00 1 OIS registered 2024-02-21
4020 1 DIS ballot indtlated 2024-01-250
40.60 1 Close of vating 2024-04-18 4
40.9% 1 Full repart circulated: (45 approved for registration as FO4S “
50.00 1 Final text raceived or FIDIS registerad for formal approval 2024-08-0804
5060 1 International Standard pubkshed 2024-11-20 @£

Show all stages ~

en Edit

ATUS

DIS ballat ongoing

© @

TargetiCritical Limit/Critical
Publication @-@— Q0
Dis - j';'} * o
o SO ©0
Edit
Limit date Started Status

2024-03-20 | 2023-11-20 | Closed
2024-01-25 Current
Saaiting
Awaiting
Aavalting

2025-0-2000 Bwvaiting

L3
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aee

I:' |SOJ'D|S 8103-1 car-i7s0s ssomcvsmwes 4020

Title en fr Edit

en Escalators
fr Escaliers mé

i moving walks — Part 1: Safety requirem
iques et trattoirs roulants — i

25 de securité

Scope « en Edit

Timeline

STATUS
en  DIS ballot ongoing

=31 i Preparation of the snadl Enquiry

[ ] [ ] ] ]
202
Todav
#lide legand = »
° Froject approved (clock starts)
: Publication
ting
Fas: period DS
Critical period Stara FE Ty
Stag \?fr(: S0
Stage @ Edit
2 s Goto i 4
Stage \Version Description draty Target date Limit date Started Status
40.00 1 DIS registered 2024-02-21 2024-03-20 | 2023-11-20 | Closed
40.20 1 DIS ballat initlated 2024-01-2505 2024-01-25  Current
40,60 1 Close of voting 2024-04-18 66 asaiting
40.99 1 Full repart circulate: appraved for registration as FOUS = Awaiting
50.00 1 Final text received or FDIS registered for tormal approval 2024-08-0804 Aaalting
60,60 1 Inte nal Standard pubished 2024-11-20 & 2025-01-200 Awaiting

Show all stages ~
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@ Example of project plan for developing a standard within 18 months:

2024-06-15

(project starting)

NP approved

or Resolution 2025-07-15to

to revise ISO 2025-02-15 2025-10-10

XXXX - Track 18 2024-09-15 (limit date) Preparation of

months (written 102024-11-15 DIS submitted the document 2025-12-15
in the resolution) CD ballot toI1SO/CS for publication PUBLISHED !

* ? .. @, e, e

2024-06-15 to 2024-09-10 2024-11-15to 2025-07-15 2025-10-15

WG develops the project 2025-02-10 End of DIS (limit date)
WG develops Submission
the DIS to ISO/CS
document

for publication

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.

Good practices — Project Management Methodology in the ISO and IEC environment
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2024-06-15 A5 2024-09-10
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Annex B - Project management from |[EC Project

Dashboard application

The committee dashboard provides a global overview of the committee
projects portfolio. The next action for each project is displayed and can be

executed online from the project dashboard.

Projects Dashhoard

Work Programme | Publications

Dot i rere Sablin xc95e) Cma) B
= Y
Work Programme = e
Committee Project Current Next Action
Reference Number stage stage Actions Dates SN
[scam | [Searthreterence | [Searn | ] [earenamon
ISOIIEC 80079-38 ED2
Explosive atmospheres - Part 36 P
SC31M Equipment and components in S 2024-04-18 Submit revised CC (SEC) 2024-04-18
explosive atmospheres in
underground mines
ISO/NEC 80079-41 ED1
s Explosive atmospheres - Part 41 ACD cD suomi revisea rvn sec) [JEEH
Reciprocating internal combustion 2024-01 2024-07-01 e i
engies oD | oo Nerien
ISO/IEC 80079-49 ED1 Process RVD (AA)
Flame arresters - Performance PRVD BPUB
Circulation of the RVD and
e requirements, test methods and 202312 2023-12-29 then BPUB (SYS) Gates
limits for use Submit French version for
publication (NCFR)
AT ISO/IEC 80079-50 ED1 ACD cD suamitrevisea RN (s£0) . [IEEH
Explosion venting devices 2021-04 2023-04-30
Submit CD (SEC) 2023-04-30
Showing 1 to 4 of 4 entries First Previous Next Last
SC 31M Non-electrical equipment and protective systems for explosive atmospheres
Scope Structure  Projects / Fublications  Documents  Voles Meetings  Collaboration Platform
Work programme. > 1SO/IEC 80079-49 ED1 Mr Pierre Sebellin (xc-pse) (& Logout) m fr
Detail Project
"
Committee Wiorking Groups Project Leader ggjg‘ E’;‘: U g‘:";'“‘ 1SO/IEC 80079-49 ED1
Flame arresters - Performance requirements, test
SC3TM wez2 i S & PRVD 202404 2025 methods and limits for use
Ackioyd
History Initial Project Plan
Stage Document Downloads VotingResult ~ Decision Date  Target Date Committee Enquiry Approval Publication
prePHW 20210108 20210530 20220531 20240430
PR JIMAIS5/NP Klasakp 20210115 Up-to-date Project Plan
PRYN 20210409 202104 Committee Enguiry Approval Publication
i ®] 184k 0
ACD 3IM/158/RVN Danw 2021-0423 202105 20210530 2022:07-31 2023-08-31
) 341 &
cp 3IM162/CD a7k 20210716 202105
Poc 20211008 202110
AcDV 3mM170/CC 20220513 202207
TCDV 2022-07-11 202207
ccov 31Mf173/CDV 2022-09-02 202208
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Projects Dashboard

Work Programme

Create new project ¥

Publications

Showing 110 4 of 4 entries

Teer et Savain (- pse) [CIETD 0 |
W B &g
Work Programme [ -
Committee Froject current Action
Reference Mumber stage e Dates SME
SC 31M w]  [Search referes ] [Searcl ] ] [Bearch action
ISO/IEC 80079-38 ED2
Explosive atmospheres - Part 38 =
3m Equipment and components in 202401 2024-04-18 Submit revised CC (SEC) 20240418
explosive atmospheres in
underground mines
1SOMIEC 8007941 ED1
- Explosive atmospheres — Part 41 ACD cD SubNLIepsad HUN (SEC).
Reciproeating internal combustion 202401 20240701
e Submit CD (SEC) 2024-07-01
ISO/NEC 8007949 ED1 Process RVD (AA) m
Flame arresters - Performance PRVD EPUB
A Circulation of the RVD and
R requirements, test methods and 202312 2023-12.29 then EFUB (SYS) e 2o
limits for use: Submit French version for
publication (NCFR)
e ISOMIEC 80079.50 ED1 ACD cp S evsad RUN(SEC)
Explosion venting devices 202104 2023.04-30

‘Submit €D (SEC)

[ co [RELEREEY

First  Previous Net  Last

SC 31M wonelectrical equipment anc protective systems far explosive atmcspheres

Soge Shigduwe | Pojpcls /Pudicilions Tocumenls Voles  Mesligs Gollaborslis Palloms
wokprogamme > 7049 ED1
Dtal
Committes Working Grcups Project Leader g;r: ;’s‘;‘ Pl ‘:’;‘:m
s2a1M we2 x’:ﬁfam £ D 202208 2025
History
lage Documenl Nowlizas VolimgBesull  Decisim Dale  Tangel Nale
P 21210708
o 31 155INE Elgseie APPROVEL I ORES
PRVH 23210409 202144
acn TIMISBRIN Hisa 1210423 202105
Eanwe
oo JIM/162/CD - 2214716 202105
[£s 20211008 202110
Acov FAMAT0CE 21220513 02207
v 2220711 202207
oCDY JIMATICN APPROVID 20220902 202208

Ainasaee

MrPicrre Scbellin (46 p2c) (@ oaet) E fi
Project
ISO/IEC 30079-29 ECT

Flame amresters - Performance requirements, test
mathods and limis for use

In tial Project Plan

Conunil ee Fuujuiny Ll Fubliczlion
200330 70531 MD4-0430
Up-ludaie Project Plan
Gonunilee Fpity appu Publicalin
{731 M023-08-31
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® Example of project plan for developing a standard:

2021-03-24
(project starting)
31M/155/NP
approved and 2022-1-25
31M/158/RVN 2022-09-02 to now
provides the 2021-07-16 to CDV Preparation of
project plan 2021-10-08 submitted to the document 2024-04-30
(writteninthe RVN) D ballot IEC SEC for publication PUBLISHED !
, F . P o O |
2021-03-24 to gggg'gg'g o 2022-11-25 2024-04-30
2021-07-16 End of (limit date)
WG prepares WG prepares CDV ballot Publication
the draft project the CDV expected b
document 2034_04_336

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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31M/155/NP H¢&ER
&h, 31M/158/RVN
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1ERR)

2021-03-24 >
2021-07-16
weHatTRS ok
RRZE/ER

2021-07-16 M5

2021-10-08
CD &K

2022-11-25
2022-09-02 POREET
IEC SEC I= SITIA X 2024-04-30
CDV #iRtH EOER 471
P e O .
2022-05-13 5 | 099-11-25 2024-04-30
2022-09-02 CDV BE&T (SR)
WGASCDV 2024-04-30F T
E1ERL [ZHRITFE

JERR: BHEIE, WD & CD [(FEMEAIAETY (HETDI=ODRFEICHETEEY ),
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Annex C - 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 document
to be published as an interim solution, getting market feedback 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 agreement or follow-
up of comments, etc.)
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2. Budget

The number of rounds of discussions, comments, ballots, and meetings
needed, plus the availability of the Project Leader and the Experts are also
part of the budget.

Reducing the budget would potentially 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 meetings a year and we anticipate
six WG meetings so the DIS/CDV 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/CDV ready by x date)

3. Schedule

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

If you delay availability to the market, you may have a document with
enhanced content but with an impact on the budget and at the cost of
a document that may no longer be published in phase with the market
needs.
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Annex D — Risks

1. Typical risks encountered in standardization work 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 the 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/Secretary and Chair, will make the standard 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.

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

What can be done?

« 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 a valid 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/CDV stage
when the draft is circulated to all P-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.

Good practices — Project Management Methodology in the ISO and IEC environment

21



RSO KPH LB A EDEM, FHLL DIS/CDV, HILLVARMED R
PEBLEHITRELRSBOEMLEE, TS TIMITSBANLEER
AN TEBTLEIM?

o HIF XEBEDOELHABRERITI DE=HDRDRELITHETIRICIRETE, %
k> TCA—H—DEAFICIHEZAEIENTEET,

o TEMNEEIZERAMTHY, 7Oz BHRZEINE=ELD TIXLELA ST
BEMAHIEEZONDIEE, TACIINEERET AL ERLRIRRT
ER

BT RNRRE: HLOERIBASHIC, RT—IRLT—I2&EY 21—
AV OR YRR SOITRHRELS OO S A RRMEAHYES
A TEDTLLIA?

o AVTUYNNEBIZE>TEROFBEL-LL, A —F—~DOXEDEIEZE
BoEIENZYUESNEINEINETILET . RIS, FHLLEMICHEHSR
DEHBAITLTHIRTEET,

AVE—F A DEE LAY AS ORI, Fr=IEREEEORE

AN TEBTLLID?

. ALHOEETHNICENTEEMBAIS AV E—FEYR—FLET, 3
SYRAVMSRILTLBBAIC(E, FLLIVE—FEERLET,

BROXN(FERTEEFZZ(TETREMEDOH I MMDOEERICHERENSOE-HS
7, RENTRTOH P Av/—|ZEIESh DIS/CDV BETERZELZLDIAY
MIEBELEY)

AN TEBTLEIM?

o REDEERDOYMEDIZIaA=Fr—a %mitL, thOEELIZHEELEZ5
TREMEA H B ENHIBALI=HE L, thDEE S (ISO/IEC #5T) DE5%IE
#LET,

JIRTSHT4R - 1S0 B&LU IEC BIRICH(THTODIHRI RO AV LK

21



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 1t WG meeting after creation (ISO/IEC
Directives Part 1, 112.1),

o Not less than 6 weeks for document circulation before the meetings
(ISO/IEC Directives Part 1),

o Enquiry stage: 2 weeks ISO/CS or IEC SEC preparation + 8 weeks
translation by country members and 12 weeks ballot,

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

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 (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., 18 months for simple projects
such as easy adoption of an existing document, small revisions on
anticipated and agreed modifications, or by contrast 36 months, 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.
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Analysis of reasons for delays (projects taking over 58 months in development)
Annex 1to Agenda item 3.3, TMB February 2017

» 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

« Insufficient communication between TCs

» Controversy, mistrust, diverging opinions between stakeholders

» Coordination issues with CEN or CENELEC

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

» 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/CENELEC consultants not available

« Inaccuracy in databases > late submission of base texts

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

» Complexity of topic

= Substantial amount of comments to examine (enquiry stage)

» Major change in scope of project

« Difficulty reaching consensus
« Difficulty reaching out to PL
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» Mathematical inputs requiring complex editing alignment with ISO/IEC 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 XML conversion process

» HTML format processing issues at ISO/CS level in ISO

« Embargos (e.g., TC 67)

= Wariness of stakeholders towards the impact of agreements

 Rare cases of Experts trying to “kill” or slow down a specific work item
« Visa, travel, and financial restrictions

» Copyright issues
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Annex E — Improving effectiveness
of working group meetings

Major progress on draft standards is often made during WG meetings. 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 analyse 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 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 P-Member 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:

Ensure continuity of work (notably via regular uploading of WG
documents on Livelink or on the Collaboration Platform).
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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.

20181027
2= QIS Enguiry begns
2016-08-18
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Timelines 1,2 and 3

What went well?

For instance, efficient WG meeting schedule:

« Soon after Beijing WG meeting, the DIS/CDV was finalized and submitted

to ISO/CS.

» Soon after the DIS/CDV has ended, a new WG meeting in Columbus.

« How can we reinforce the practice of coordinating meetings with
the progress of the project? Share those examples to the other WG
Convenors, keep in mind the duration of the different steps, including
the 6-week document circulation ahead of meetings, to enable national
preparation, etc.

What can be improved?

For instance, the starting date of the project in accordance with the
availability of the resources (Experts and Project Leaders)

» 1t WG meeting 6 months after the NP is approved when the requirement

is 12 weeks maximum.

« One solution is to anticipate and have an agreement on the real start of
the project — when the work really begins (often the 1st WG meeting)
and have the project approved around that date.
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About ISO

ISO (International Organization for Standardization)
is an independent, non-governmental international
organization with a membership of 170* national
standards bodies. Through its members, it brings
together experts to share knowledge and develop
voluntary, consensus-based, market-relevant
International Standards that support innovation
and provide solutions to global challenges.

ISO has published more than 25 100* International
Standards and related documents covering almost
every industry, from technology to food safety,

to agriculture and healthcare.

For more information, please visit www.iso.org.

*January 2024

ISO videos: iso.org/youtube
Follow us on Twitter: iso.org/twitter
< \ Join us on Facebook: iso.org/facebook
W Follow us on LinkedIn: iso.org/linkedin
Join us on Instagram: instagram.com/isostandards

Follow us on FlickR: flickr.com/photos/isostandards
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About IEC

The IEC is a global, not-for-profit membership
organization that brings together more than
170 countries and coordinates the work of

20 000 experts globally.

IEC International Standards and conformity
assessment work underpins international trade

in electrical and electronic goods. It facilitates
electricity access, and verifies the safety,
performance and interoperability of electric and
electronic devices and systems, including for
example consumer devices such as mobile phones
or refrigerators, office and medical equipment,
information technology, electricity generation,

and much more.

For more information, please visit www.iec.ch.

*January 2024

Facebook: facebook.com/InternationalElectrotechnicalCommission
C \ Twitter: twitter.com/IECStandards
w LinkedIn: ch.linkedin.com/company/iecstandards
Pinterest: pinterest.ch/iecstandards
Youtube: youtube.com/@IECstandards
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