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Presentation purposePresentation purpose

•• Present experience with Project Management Present experience with Project Management 
improvement improvement atat Fluxys Fluxys ICT departmentICT department

•• ReportReport on multion multi--model improvement: PMBOK and model improvement: PMBOK and 
CMMICMMI

–– PMBOK: Project management frameworkPMBOK: Project management framework
–– CMMICMMI: Support & Process management framework: Support & Process management framework

•• ReportReport on experience with an iterative improvement on experience with an iterative improvement 
approachapproach

w
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MISSION OF FLUXYSMISSION OF FLUXYS

ToTo buildbuild and and operateoperate the the necessarynecessary
infrastructureinfrastructure in order in order toto increaseincrease
securitysecurity of of supplysupply of the country of the country 

andand toto foster competitionfoster competition onon the the gas marketgas market
inin Belgium and beyondBelgium and beyond......

... And r... And reinforceeinforce the role of Belgium at the role of Belgium at 
the heart of crossthe heart of cross--border European border European 

Gas FlowsGas Flows

v



6

GAS TRANSMISSION SYSTEM OPERATOR
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Transport:Transport:
17 17 bcm/ybcm/y

Transit: 80 Transit: 80 bcm/ybcm/y
(Long term booked capacity)(Long term booked capacity)

Storage:Storage: 684684 mln. m³(n)mln. m³(n)
(workable(workable volume)volume)

LNG terminalling:LNG terminalling:
99 bcm/ybcm/y

4 CORE ACTIVITIES
1 bcm = 1 bcm = 101099mm³³



8

NETHERLANDSNETHERLANDS

Zebra
GTS

E.ON Gastransport

GERMANYGERMANY

Wingas

Soteg

LUXEMBOURGLUXEMBOURG

GRTGaz

FRANCEFRANCE

UNITEDUNITED
KINGDOMKINGDOM

National
Grid Gas

NORWEGIAN NORWEGIAN 
GASFIELDS GASFIELDS 

LNG SOURCESLNG SOURCES

1998

1998

1967
1993

1967

19931993

1987 1987 --

‘‘7070

Fluxys: operator at the heart of 
cross-border European gas flows
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SHAREHOLDERS AS OF TODAYSHAREHOLDERS AS OF TODAY

FLUXYSFLUXYS

SUEZ-TRACTEBEL
(100% Electrabel)

57.25%57.25%
(of which 5.21% (of which 5.21% 

are listed)are listed)
31.25%31.25%

11.50%11.50%
(+ 5.21% listed shares (+ 5.21% listed shares 

owned by owned by 
SUEZSUEZ--TractebelTractebel)) 1 1 shareshare

PUBLIGAS

FIRST MARKET OF NYSE
EURONEXT BRUSSELS

BELGIAN STATE
GOLDEN SHARE

KEY CONSOLIDATED FINANCIAL FIGURES 2007 (in € million – IFRS)

Revenue 433 Equity 1240

Net profit 2070

GROUP HEAD COUNT : 1022

82 Assets

Fluxys 02.2008
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ICT dept organigram (simplified)ICT dept organigram (simplified)

v

ICT departementICT departement

Software Development ClustersSoftware Development Clusters OperationsOperations

Gas Flow ManagementGas Flow Management Asset Management &Asset Management &
General ApplicationsGeneral Applications

Architecture OfficeArchitecture Office Operations OfficeOperations Office

Project Support OfficeProject Support Office Financial ManagementFinancial Management
& Purchasing& Purchasing

ComplianceCompliance SecuritySecurity
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ICT dept ICT dept –– some fact & figuressome fact & figures

•• PeoplePeople
–– ~240 Fulltime Equivalent with ~240 Fulltime Equivalent with 11//33 Internals and Internals and 22//33

externalsexternals

•• Technological environmentTechnological environment
–– WindowsWindows--based servers: 150 physical + 105 virtual based servers: 150 physical + 105 virtual 

(VMWare ESX(VMWare ESX--based)based)
–– Database: Oracle / SQL serverDatabase: Oracle / SQL server
–– Unix: 20 servers supporting SAP & critical appsUnix: 20 servers supporting SAP & critical apps
–– Storage: 40 Tb DMX (highStorage: 40 Tb DMX (high--end), 15 Tb Clariion (Midend), 15 Tb Clariion (Mid--

range), 16 Tb (Centera range), 16 Tb (Centera –– archive)archive)
–– Network: CiscoNetwork: Cisco--basedbased

v
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•• WelcomeWelcome
•• Fluxys Fluxys corporatecorporate
•• Drivers for improvementDrivers for improvement

•• Some context : back in time...Some context : back in time...
•• MainMain improvementimprovement driversdrivers
•• TargetedTargeted addedadded valuevalue

•• The The roadroad towardstowards......
•• The The resultsresults

AgendaAgenda
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CMMi CMMi ‘‘glueglue’’

Some context : back in time...Some context : back in time...

Q2-2005 
Project/Process 
management 
assessment

Q2-2005 
Project/Process 
management 
assessment

20002000 20012001 20022002 20032003 2008200820042004 20072007200620062005200519991999

1-4-2004
GFM v1.0 
launch

1-4-2004
GFM v1.0 
launch

< 1999
IT dept and...
people working 
independently on Gas Flow 
Management (GFM) IT 
aspects i.e.
-Ad-hoc developments
-Local initiatives

< 1999
IT dept and...
people working 
independently on Gas Flow 
Management (GFM) IT 
aspects i.e.
-Ad-hoc developments
-Local initiatives

2000
Grouping all GFM 
people together in a 
new IT cell called ‘IT 
Support’ apart from 
official IT dept

2000
Grouping all GFM 
people together in a 
new IT cell called ‘IT 
Support’ apart from 
official IT dept Q3-2005 

PROFIT 
project 
start

Q3-2005 
PROFIT 
project 
start

Q3-2005
Testing
Assessment

Q3-2005
Testing
Assessment

1-jul-2001
Demerging Distrigas into :
-Distrigas (sale & trading)
-Fluxys (transport)

1-jul-2001
Demerging Distrigas into :
-Distrigas (sale & trading)
-Fluxys (transport)

Q2-2005 
Start of Suez 
CODIS/SoX compliance 
project => COBIT model 
used

Q2-2005 
Start of Suez 
CODIS/SoX compliance 
project => COBIT model 
used

Today...Today...

Maturing...Maturing...

end Q2-2002
Choice to implement 
a .net-based 
technical architecture 
framework...and to 
simultaneously adopt 
a related related 
Component-Based 
Design (CBD) 
analysis methodology

end Q2-2002
Choice to implement 
a .net-based 
technical architecture 
framework...and to 
simultaneously adopt 
a related related 
Component-Based 
Design (CBD) 
analysis methodology

Q4-2001
Choice Microsoft 
.NET as strategic 
platform. 
(language:C#)

Q4-2001
Choice Microsoft 
.NET as strategic 
platform. 
(language:C#)

end 2002
Decision to group 
‘IT Support’ cell 
with IT department

end 2002
Decision to group 
‘IT Support’ cell 
with IT department

IT dept

IT 
support

From IT to 
ICTFrom IT to 

ICT

Analysis MethodologyAnalysis Methodology
Development frameworkDevelopment framework

Project ManagementProject Management
TestingTesting

v
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Main improvement driversMain improvement drivers

•• Numerous individual initiativesNumerous individual initiatives in the field of project in the field of project 
managementmanagement

•• SUEZSUEZ’’ss CODISCODIS project demanding structured and project demanding structured and 
documented processes to allow audits documented processes to allow audits 

•• Need for uniform, integrated & regular Need for uniform, integrated & regular project project 
reportingreporting

•• Recent growth of the IT department with Recent growth of the IT department with increasing increasing 
average sizeaverage size of project teamsof project teams, requiring better project , requiring better project 
structuringstructuring

•• Need for Need for consistencyconsistency in the way IT projects are in the way IT projects are 
managedmanaged

•• 7x24 availability7x24 availability of IT applicationsof IT applications

v
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Targeted added valueTargeted added value

Goals of the improvement projectGoals of the improvement project

Reliability
Improved reliability of project delivery

Efficiency
Improved efficiency & traceability

Responsiveness
Improved responsiveness and added value to the business

Quality
Improved quality of delivered products and services

Governance
Improved governance of IT projects

v
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•• WelcomeWelcome
•• Fluxys Fluxys corporatecorporate
•• Drivers for improvementDrivers for improvement
•• The The roadroad towardstowards......

•• The The assessmentassessment
•• The The stategicstategic actionaction planplan
•• PhasePhase 0 0 –– ProofProof of conceptof concept
•• PhasePhase 1 1 -- Focus on Basic Project Management Focus on Basic Project Management 

•• The The resultsresults

AgendaAgenda
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Assessment with CMMI as a reference modelAssessment with CMMI as a reference model

•• AssessAssess existing existing 
project management project management 
practicespractices

•• Determine the Determine the 
estimated estimated ‘‘maturitymaturity’’
levellevel

•• Come to a reliable Come to a reliable 
and realistic and realistic 22--years years 
action plan action plan ((‘‘TOTO BEBE’’
situation and situation and 
roadmap)roadmap)

Process unpredictable, Process unpredictable, 
poorly controlled and poorly controlled and 
reactivereactive

Process characterized for Process characterized for 
projectsprojects and is often and is often 
reactivereactive

Process characterized Process characterized 
for the for the organization organization 
and is proactiveand is proactive

Process measuredProcess measured
and statistically controlledand statistically controlled

Focus on continuousFocus on continuous
improvementimprovement

OptimizingOptimizing

QuantitativelyQuantitatively
ManagedManaged

InitialInitial

ManagedManaged

DefinedDefined

44

Assessing the Assessing the AS ISAS IS isis a first stepa first step towards process improvement.towards process improvement.

33

11

22

55

w
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AssessmentAssessment resultresult

•• RequirementsRequirements managementmanagement

•• Project planningProject planning

•• Project Project monitoringmonitoring&&controlcontrol

•• SupplierSupplier agreementagreement managementmanagement

•• ProcessProcess and product and product qualityquality assuranceassurance

•• MeasurementMeasurement & & analysisanalysis

•• ConfigurationConfiguration managementmanagement

Maturity level 1 organization with elements of maturity level 2:Maturity level 1 organization with elements of maturity level 2: projects are projects are 
delivered but there is no managed project management processdelivered but there is no managed project management process

M
at
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Strategic action plan Strategic action plan -- ApproachApproach

PILOT

ADAPT

DEPLOY

Project
Initiation

PILOT

ADAPT

DEPLOY

PLC &
Dashboard

PILOT

ADAPT

DEPLOY

PP & 
PMC

M1 M2 M3

…

ITERATION 1
Project Initiation

ITERATION 2
PLC & Dashboard

ITERATION 3
PP & PMC (+ Req. Mgt base)

START
6 months 12 months 12 months

Iterative approach: 6Iterative approach: 6--12 monthly iterations with focused deliverables.12 monthly iterations with focused deliverables.
Use of PMBOK as a project management framework.Use of PMBOK as a project management framework.

v
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Iteration 1 Iteration 1 –– Project InitiationProject Initiation

•• Focus on alignment of Business and ITFocus on alignment of Business and IT
–– Project Initiation Policy & ProcessProject Initiation Policy & Process
–– Templates for Project Request and Project CharterTemplates for Project Request and Project Charter

•• StartStart with the infrastructure for maintaining process with the infrastructure for maintaining process 
assetsassets

–– SetSet--up of a PM Helpdeskup of a PM Helpdesk
–– Start with PM training inStart with PM training in--line with new processesline with new processes

Can we get the people to change their way of working?Can we get the people to change their way of working?

v
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Iteration 2 Iteration 2 –– PLC & DashboardPLC & Dashboard

•• Institutionalize the project initiation process Institutionalize the project initiation process 
(developed in iteration (developed in iteration 1)1)

•• DefineDefine project lifeproject life--cycle modelcycle model
•• ImplementImplement basic basic project portfolio dashboardproject portfolio dashboard

(developed in iteration 1)(developed in iteration 1)

Consolidation + one step beyondConsolidation + one step beyond

v
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Iteration 3 Iteration 3 –– PP & PMC (+ Req.Mgt base)PP & PMC (+ Req.Mgt base)

•• Institutionalize PLC & dashboardInstitutionalize PLC & dashboard
•• Lay foundation for Project Planning and Project Lay foundation for Project Planning and Project 

Monitoring and ControlMonitoring and Control
•• Basic requirements managementBasic requirements management

v

Writing of Writing of ‘‘Project Delivery HandbookProject Delivery Handbook’’



23

••
•• WelcomeWelcome
•• Fluxys corporateFluxys corporate
•• Drivers for improvementDrivers for improvement
•• The road towards...The road towards...
•• The resultsThe results

•• Maturity profileMaturity profile
•• Process assetsProcess assets
•• GovernanceGovernance
•• MetricsMetrics

AgendaAgenda
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Results Results –– Maturity ProfileMaturity Profile

•• RequirementsRequirements managementmanagement

•• Project planningProject planning

•• Project Project monitoringmonitoring&&controlcontrol

•• SupplierSupplier agreementagreement managementmanagement

•• ProcessProcess and product and product qualityquality assuranceassurance

•• MeasurementMeasurement & & analysisanalysis

•• ConfigurationConfiguration managementmanagement

Main characteristics of maturity level 2 organization: project mMain characteristics of maturity level 2 organization: project management anagement 
process is managed with supporting processes in placeprocess is managed with supporting processes in place
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ResultsResults –– ProcessProcess AssetsAssets

Project Life-Cycle Model

Elaboration
(next stage)
ElaborationElaboration
((nextnext stage)stage)
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Stage 0 
Pre-Study

Stage 2a .. 2n
Realize

Stage 3
DecommissionProject Life CycleProject Life Cycle

Stage 1
Prepare for start

Major milestonesMajor milestones

ConceptionConceptionConception
Elaboration
(cross-stage)
ElaborationElaboration
((crosscross--stagestage))

IT Team

PP

Who does what
when?

Who does what
when?

IT
Project Plan

ITIT
Project PlanProject Plan
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Transitioned
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IT Project
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IT ProjectIT Project
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Approved

Project
Request
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Project Delivery handbook

Tailoring Guidelines

ICT Processes & Methods
PO10 – Manage Projects

Templates, QA, training…

 
 

 

 
 
 
 

IT Project Charter 
<PIxxx> 

<Specify the project name> 
 
 
 
 
Version : <doc version> 

 
Status: <Specify Document Status> 

 
Classification: <Specify the document classification> 

 
Document Owner: <Specify doc owner name> 

 
Template Version: 2.0 
 
 
 
 

APPROVAL 
 Core Team Senior Supplier / 

Cluster Leader 
Senior User / 

Business Project 
Leader 

Executive / 
Sponsor 

Name:     

Signature:     

Date:     

 

 
 

 

 
 
 
 

IT Project Charter 
<PIxxx> 

<Specify the project name> 
 
 
 
 
Version : <doc version> 

 
Status: <Specify Document Status> 

 
Classification: <Specify the document classification> 

 
Document Owner: <Specify doc owner name> 

 
Template Version: 2.0 
 
 
 
 

APPROVAL 
 Core Team Senior Supplier / 

Cluster Leader 
Senior User / 

Business Project 
Leader 

Executive / 
Sponsor 

Name:     

Signature:     

Date:     

 

Date of Assesment
Assessor(s)
Checklist Objectives

Customer
Project name
Project ID
Document Owner/ 
Project Leader

Section Comment Answer Score
FA/LA/P
A or DN

0 DN 0%

0 DN 0%

0 DN 0%

0 DN 0%

0 DN 0%

0 DN 0%

0 DN 0%

0 DN 0%

1.2 DN 0%

2 DN 0%

3 DN 0%

3 DN 0%

3 DN 0%

4 DN 0%

5.1 DN 0%

5.2 DN 0%

5.3 DN 0%

5.4 DN 0%

5.4 DN 0%

5.5 DN 0%

6 DN 0%

6 DN 0%

AVERAGE 0%

Is an answer formulated in the proposed solution for the business 
requirements?

<project ID>

Question

Is the Distribution list complete? Are all the people of the Core team 
included?

Are the version numbers of the document statusses filled in? If 
approved, are intermediate version numbers (not related to a 
document status) cleared?
Was the last available version of the project request template used at 
creation of the project request? 

<Project leader>

Are all paragraphs filled in or is it indicated that they are not 
applicable.

Are the project drivers formulated in terms that are important to the 
external stakeholders (cfr. Goals of the business case)? 
Is the strategic importance (key strategic area) identified and 
documented?

Is the solution SMART?

Is an indication given if there is a timing constraint? Is the timing in 
line with the business project charter?

Is an indication given if there is a budget constraint?

Is it clear WHO the end-users/customers are that will be impacted by 
this project and HOW they will be impacted by this solution?

Are the must haves in line with the proposed solution and scope?

Is the proposed initiation core team filled in?

Are the constraints translated to risks?

Is the document updated with document properties?

Does the project have a descriptive project name?

Are status, versionnumber and approvals coherent?

Is a priority distribution given and is it in line with the constraints?

Is an indication given about the risks and are there proposed risk 
responses? Are the risks formulated in the recommended format?

Is an indication given if there is a scope constraint? Are the proposed 
solution and the description of functionality in sync?

Is an indication given if there is a quality constraint? If the quality 
expectations are very high or very low, is a reasoning given?

Are related documents referred to? Is the business case referenced?

Evaluation checklist for Project Requests 
<Date>

Are the properties (File/Properties) of the Project request document 
filled in correctly?

The checklist for Project Requests will enable objective scoring of project requests. It will also be the basis for feedback to 
the project leader. 

<Assessors>

<Fluxys IT organization>
<project name>

PM Policy

v
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ResultsResults -- GovernanceGovernance
TeamTeam reportsreports

Project Portfolio DashboardProject Portfolio Dashboard

Resource planning&Resource planning&actualsactuals

(Bi)
(Bi)--weekly

weekly Realtim
e

Realtim
e

Project Project SteeringSteering

ADMPADMP GAFGAF SCCSCC TSETSE

Portfolio Portfolio committeecommittee

11--3
 3 m

on
tly

mon
tly Quarterly

Quarterly

v
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QA IT Project Request Scores (cumm)
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ResultsResults -- MetricsMetrics

QA IT Project Plans Scores (cumm)
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Lessons learnedLessons learned

•• It works !It works !
•• It takes time : evolution instead of revolution, culture It takes time : evolution instead of revolution, culture 

is slow to evolveis slow to evolve
•• Difficult to cope with multiDifficult to cope with multi--model views => use them model views => use them 

to build your to build your ownown processesprocesses
•• Do not be a model Do not be a model ‘‘fundamentalistfundamentalist’’
•• Coaching, guidance,... : help people on the fieldCoaching, guidance,... : help people on the field
•• Start with a project dashboardStart with a project dashboard
•• Tools wonTools won’’t help you at an early staget help you at an early stage

v
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WrapWrap--upup

•• Successful implementation of project management Successful implementation of project management 
improvement with PMBOK & CMMIimprovement with PMBOK & CMMI

–– PMBOK: Project management frameworkPMBOK: Project management framework
–– CMMICMMI: Support & Process management framework: Support & Process management framework

•• IterativeIterative improvement approachimprovement approach
–– Focus on resultsFocus on results
–– OneOne step at a timestep at a time

v
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Q&AQ&A

•• Vincent MahieuVincent Mahieu
Project Support Office Leader, FluxysProject Support Office Leader, Fluxys

•• Wouter Wouter BigareBigare
Project and Process Improvement Coach, ProsourceProject and Process Improvement Coach, Prosource
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