108 |

Project Management Office set-up

This chapter presents the recommendations for setting up a project
management office (PMO) to support Greece in developing digital and ICT
projects in the public sector. Firstly, the chapter defines the institutional
design, roles and priorities of a project management office in the current
context of Greece's public sector. The chapter identifies the different
institutional parts for effective implementation, detailing the institutional
responsibilities and the required competencies to drive transformation.
Thirdly, the chapter presents the PMO process describing each step to
secure benefit realisation, including specific key performance indicators on
digital government and public procurement. Finally, the chapter offers good
practices for introducing these institutional reforms in Greece, including
short-term and long-term objectives.
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Spotlight on PMO’s institutional design, roles and priorities

What is a Project Management Office?

The Project Management Institute defines the Project Management Office (PMO) as “an organisational
body or entity assigned various responsibilities related to the centralised and co-ordinated management of
those projects under its domain. The responsibilities of the PMO can range from providing project
management support functions to actually being responsible for the direct management of a project.”
(Project Management Institute, 2008).

With organisations becoming increasingly complex, and being exposed to pressure to innovate
continuously, there is a rise in the number of projects being carried out simultaneously. This required
organisations to find new ways to manage such complexity, including the introduction of PMO. The goal of
any type of “organisational project management” is not only to deliver projects on time, on budget and
within the specific requirements but to create value for the organisation. In this context, strategic alignment
emerges as a need to ensure consistency across a portfolio of disparate projects (Aubry, Hobbs and
Thuillier, 20071)).

Beyond tasks related to co-ordination and strategic alignment, literature suggests that PMOs play an
essential role in the management of projects, in particular, in the collaboration and co-ordination of relevant
stakeholders. Notably, PMOs allow to exercise management control over the implementation of projects
and support a proactive management approach. Furthermore, existing literature identifies several functions
related to the PMO, including 1) managing practices, 2) providing administrative support, 3) monitoring
and controlling projects, 4) training and consulting, and 5) evaluating, analysing, and choosing projects
(Artto et al., 2011y2;). As such, there is significant variation in the role and functions a PMO may fulfil.

The design of a PMO varies depending on contextual factors and organisational needs. For this, the design
of a PMO organisational unit should take into account two fundamental aspects, namely the division of
tasks and the co-ordination and integration of activities (Artto et al., 2011(2)).

How does it apply in the context of MDG?

As discussed above, the concept of PMO varies across organisations and depending on the purpose it
serves. As such, there is no “one-size-fits-all” approach to apply a PMO as part of the governance strategy
for the implementation of digital transformation projects. Instead, the PMO should be carefully designed
based on critical business needs, the organisational context and environment of MDG and should consider
the advantages and disadvantages of various models.

The vision and the operational goals of setting up a PMO should be shared among a wide group of
stakeholders to ensure its successful implementation, in particular given that it performs a cross-functional
task and it will need to co-operate with several stakeholders across, including those that are external from
MDG (e.g. Information Society S.A. and line ministries). The vision and the operational goals should thus
inform the operational design of a PMO structure.

Based on the analysis of this report, the rationale for setting up a PMO by MDG is based on the following
critical needs, which in turn shape the overall vision and operational goals for the PMO proposal:

e Overcoming organisational siloes: This entails collaboration within and outside the MDG,
including Information Society S.A. and beneficiaries, the supervision of the implementation and
procurement process, and the assignment of the procurement implementation body with specific
criteria.

e Improving the delivery of digital transformation projects: shortening the overall project
delivery cycle, notably the public procurement process, and enhancing the quality of
procurement execution with advanced practices.
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e Monitoring and reporting of results: Following a set of KPIs for individual digital projects and
their procurement process, the PMO could have a clear overview of project implementation and
regularly report to MDG.

e Facilitating risk management of project portfolio: Through close monitoring of implementation,
the PMO could perform a risk management function by flagging early on bottlenecks in
implementation. Better co-ordination, user interaction, and streamlined processes set up with the
PMO constitute risk mitigation measures.

o Identifying capacity gaps and bottlenecks: This entails engagement with project stakeholders
during the various stages of implementation to identify capacity gaps and bottlenecks.

It is critical to validate these business needs and the related vision for a PMO with MDG leadership and a
broader set of stakeholders to ensure alignment between the functions assigned to PMO, its governance
structure as well as the resources needed for its operations (i.e., human resources and skills, financial and
infrastructure resources).

The following section elaborates on a proposal for a PMO based on the assessment of this report and
feedback received by Greek stakeholders. This takes into account the preference for setting a PMO model
that builds on existing structures and functions within MDG, allowing the PMO to have a strong monitoring
function in order to provide MDG leadership and its related governance bodies (i.e., the Steering
Committee and the Execution Network) with up-to-date information regarding the status of project
implementation. Again, validation with a wide group of stakeholders is key to align the proposed structure
and functions of the PMO with the Greek legal, administrative and institutional context.

Enabling environment

As presented in Chapter 3 of this report, the development of digital projects in Greece presents several
challenges. In this line, the adoption of a PMO should not be taken as a silver bullet to solve the stated
issues but as a specific tool to streamline the implementation of digital projects. The success of future
modifications or reforms regarding the PMO relies on its alignment with the institutional culture and
securing a shared vision with all relevant stakeholders. In particular, this entails promoting an institutional
culture of co-operation from the top leadership, as the PMO needs to rely on productive working
relationships with several parties for its functioning. Finally, a sustainable project management reform calls
for political commitment at the highest level to support the transformation process across government.

A successful PMO model should have a clear definition of tasks and responsibilities, identifying the role of
each party in the project management process. In practical terms, this implies separating the strategic level
task and the policy execution responsibilities. Doing so requires a clear roles’ definition regarding the policy
design functions within MDG (strategic level) from those implementation functions that will be the
responsibility of the PMO (execution level):

e Ministry of Digital Governance: The policy setting should reflect the government's priorities
concerning ICT/digital projects, reflecting high-level strategic definitions taken ideally with the
Steering Committee and the Execution Network. MDG will also be responsible for redefining the
approval process, establishing and controlling the ICT portfolio management system and
establishing a clear and aligned funding approach for digital projects that mitigates the risks of
inconsistency in managing resources. Finally, MDG would also determine the prioritisation criteria,
the KPlIs for the PMO to implement, and the digital standards needed to guide the implementation
of projects.

e Project Management Office: the PMO would be responsible for approving digital projects
following the criteria established by MDG. In addition, this executive arm would be responsible for
the implementation oversight of all digital projects through the ICT portfolio management system,
meaning that the PMO would track progress of critical projects and secure co-ordination between
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the different stakeholders involved in the implementation and procurement process. In addition,
the PMO office would develop a comprehensive monitoring system to report back on eventual
delays, over costs, or any other issues regarding digital projects implementation that serves MDG
and the Steering Committee to take timely actions. The internal organisation of this PMO should
reflect its responsibilities in the project cycle. The PMO could develop specialised functions
depending on the nature of ICT/digital projects (see Box 6.1).

Figure 6.1. Interaction between strategic level, operational oversight and execution

Feedback loop on
policy and standards

: Operational :
: oversight : PMO structure
«  Coordination
* Ad hoc support
\ *  Reporting
Execution

Information Society Line Ministries

Source: Own elaboration.

According to their strategic relevance, the PMO will dispatch projects to Information Society S.A. or line
ministries (See PMO Process). In this line, MDG could consider the possibility of setting and measuring
KPIs for Information Society S.A. to align incentives across the whole project cycle and promote a more
coherent and accountable role.

Following digital government principles, MDG could encourage formal and iterative feedback mechanisms
between the two bodies, reinforcing co-ordination and communication on the procedures, guiding
principles, and standards. Similarly, the system could consider developing continuous feedback from
Information Society S.A. and line ministries to gather user inputs and channel them into the policy-setting
process.

Box 6.1. Digital investments principles in New Zealand

In New Zealand, the Treasury (Ministry of Finance) is the responsible institution for investment
management, while the Government Chief Digital Officer (GCDOQO) and the Government Chief Data
Steward (GCDS) are the functional lead for digital and data. For the budget 2020, the GCDO and the
GCDS developed the guiding principles to support line ministries and public sector organisations in
planning and developing digital investments.
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The goal of these principles was to develop a coherent approach that avoids duplication and secures
alignment with the strategic roadmap for digital and data systems. The principles also allow a better
understanding of the project impact at a systemic level. Finally, this approach allowed building key
components in a sustainable and enduring way.

The principles help assess project proposals in the budget formulation process. The GCDO and GCDS
have a counselling role, supporting line ministries in formulating projects to secure alignment across
government and identify potential collaborations. There are five categories of principles according to
the nature of each project:

1.

Service delivery: Under this category are all initiatives that affect the delivery of services. The
principles prioritise solutions that use open APIs and use innovative and design thinking. These
approaches also encourage collaboration with users and the use of prototypes to scale-up
successful results.

Information and data services: This includes initiatives that have a significant data component
or include a system that supports data management. The principles follow the Data Investment
Framework prioritising initiatives that enable the use of data for decision-making, data reuse,
and stewardship of data systems.

Corporate: This category covers internal government functions such as financial management
information, payroll, and procurement systems. In this category, priorities are developing shared
tools to support the internal management of public organisations.

Digital foundations and infrastructure: This includes digital government platforms, digital
identity, and system integration, among others. The priorities in this area are projects that
involve multiple agencies, key components for digital services, and solutions that use cloud-
based infrastructure.

Specialist: The last category covers tailored systems that need specific requirements. These
initiatives are assessed on a case-to-case basis.

Source: Own elaboration, adapted from (New Zealand Government, 20213)).

In terms of institutional responsibilities, there should be a clear approach to define and divide tasks
between MDG and the PMO to underline the execution role of the PMO - which implements policy
decisions and strategies defined by MDG. Table 6.1 presents a potential division of institutional
responsibilities related to the implementation of ICT/digital projects. As discussed above, MDG has
responsibilities over the strategic decision-making, while the PMO implements concrete business
processes. To limit institutional overlaps, the project cycle could be concentrated as much as possible into
the PMO, including the initiation approval of digital projects according to the DTB and the redesigned
process for this purpose.

Table 6.1. Institutional responsibilities related to the implementation of digital projects

MDG / Steering Committee PMO
Palicy setting (Strategy) Project management
e Prioritisation e  Approval
e  Funding e  Implementation oversight
e  Digital standards e  Follow up
o KPIs e  Co-ordination
e  Capacity building e Identification of gaps
e Monitoring and reporting
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Based on the analysis outlined in this report, there are several concrete areas in which MDG can work to
ensure that the PMO can be operational starting from its very inception.

First, MDG needs to ensure that the approval and funding mechanisms are coherent, aligned
and streamlined. At the implementation stage, the PMO should be able to access a streamlined
and coherent process that does not vary depending on the funding source and that provides clear
information to approve, prioritise and select funding sources for ICT/digital projects.

Second, MDG needs to establish a clear criteria for prioritisation of digital projects in order to
guide the decisions and management over the portfolio of digital transformation projects. At the
highest level, this prioritisation exercise could follow the strategic priorities established in the DTB,
i.e. identifying those digital projects that are critical and transformative for the digitalisation of the
Greek government. The prioritisation exercise could also set who will be responsible for the
operational delivery for each project i.e., choice based on pre-defined criteria to identify whether
the implementation and execution would fall under the remit of the PMO, Information Society S.A.
or line ministries. High priority projects should be followed closely by the PMO, while other projects
could be tracked on the basis of KPIs.

Third, MDG could define digital standards for implementing digital transformation projects (See
Box 6.1). These standards could be aligned based on a thematic classification of projects (e.g.
projects related to service design and delivery).

Fourth, the effectiveness of the PMO also depends on the institutional and individual capacities of
the unit. A successful implementation requires a multidisciplinary team, ensuring that the PMO has
digital, public procurement, and public sector project management experts. The pivotal role of the
PMO in the development of digital projects calls for excellence in these strategic functions.
Achieving this goal requires developing an enabling environment within the team, strengthening
digital skills in all roles (see competences in the next section). These efforts could consider
reviewing recruitment policies to foster talent attraction and ensure retention and promotion in the
medium and long term. Similarly, MDG could promote the constitution of diverse and
multidisciplinary teams for the PMO functions. This approach allows a better understanding of the
problems and favours user-driven approaches.

Fifth, MDG is recommended to set up a list of KPIs to track progress across the entire project
cycle, including the performance of the public procurement process. The PMO will collect data on
these KPls and regularly report to MDG, the Steering Committee and the Execution Network. KPls
could also track the quality of the procurement execution through a dedicated ‘Procurement Quality
Checklist’. This would allow MDG to collect specific data about the procurement process, and its
execution.

Finally, along with the responsibility of setting up the PMO, MDG could also promote capacity
building, notably to ensure the use of more advanced procurement practices suitable to digital
projects, as discussed earlier in this report. Through continuous monitoring of KPIs, the PMO is
well-positioned to identify specific bottlenecks in capacity and will report this information to MDG.
Based on the information collected by PMO from the various project owners, MDG will be able to
address specific capacity gaps and devise capacity-building strategies. Data from the
‘Procurement Quality Checklist’ for instance, would give insights into specific areas that need
capacity-building (e.g. use of MEAT criteria, agile procurement practices, innovation procurement,
etc.)

Required competencies to drive transformation

In line with the fourth area of action for the PMO in the previous section, a correct implementation of this
office would require embracing a multidisciplinary approach to foster competencies linked to developing
and managing ICT/digital projects. In order to equip public sector institutions to co-lead the implementation
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of the DTB and ICT/digital projects, these competencies should also be fostered in all the relevant units of
line ministries, ensuring a coherent implementation regardless of the institution executing the project. This
list of competencies is not an exhaustive review of the skills required to streamline ICT/digital project
development but rather to guide the MDG in defining those necessary skillsets to move towards greater
digital maturity:

e Digital and data: To ensure the success of a coherent digital transformation, Greece must ensure
the development of digital and data skills across the public sector. Successful Digital skills reflected
in a shared vision of digital tools and data presented opportunities. In line with the European digital
competencies framework (European Commission, 2016y4). Greece should strengthen information
and data literacy, communication, and collaboration through digital and data capacitiesBy
promoting cross-government collaboration, Greece can leverage support and knowledge from
digital and data champions within public administration, including regulatory, tax and customs
authorities fostering data re-use. Likewise, Greece should encourage digital safety awareness,
including personal data and privacy concerns; and promote problem-solving skills to help leverage
digital technologies and data to transform processes and products in the public sector.

e Strategic planning: ICT/digital project management in Greece requires enhancing planning
capacities, including a thorough understanding of methodologies to measure value, assess risks
and align efforts between different policy objectives, including budgeting, procurement and digital.
These functions and in-depth understanding of public administration procedures, including the
project approval process.

e Service design: Greece must develop skills to identify and understand users' needs in digital
services and products to achieve a sustainable transformation based on user-driven solutions.
Promoting user understanding in the public sector workforce implies developing methodologies
and capabilities to understand internal processes, not as isolated phenomena, but as whole
problems, which must be addressed end-to-end. Specific capacities in service design, interaction
design, content design, and user research can allow the Greek public sector to leverage user
experience to drive transformation and improve the end-to-end experience for beneficiaries.

e Finance and public budgeting: To strengthen ICT/digital project formulation, Greece should
foster financial competencies of those professionals undertaking ICT/digital project preparation and
formulation to ensure that projects correctly reflect the overall costs and benefits, following the
existing budgetary frameworks and the different funding options available at a national and
European level. Strengthening these skills in digital project formulation can bring efficiency gains
by aligning objectives and bridging the gap between budgeting and digital professionals.

e Legallregulatory: teams involved in project development must also include legal and regulatory
competencies. These skills can help the government reduce transaction costs in project formulation
by anticipating legal restrictions and barriers e.g. by reducing delays related to contract
management. Complementing project development teams with legal and regulatory competences
will also strengthen the capacity to leverage policy resources at national and European level.

e Procurement: To streamline ICT/digital projects, Greece must embark on a strategic approach
toward procurement skills. Based on the evidence gathered, procurement skills development
should focus on building market engagement capacities and fostering the use of quality criteria and
functional specifications.

e Agile Project Management: Agile project management involves developing specific
competencies to improve project delivery based on iteration and continuous learning. Similarly, it
should promote delivery-driven experimentation reflected in minimum viable product approaches.
Several specific methodologies exist to standardise agile management processes and facilitate
adoption in organisations, including the public sector. The most commonly used methodologies
include scrum, kanban, and lean.
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e Assurance: The process of digital project management in Greece requires improved monitoring
and evaluation capabilities, covering the design and delivery of ICT/digital projects. In this line,
Greece should develop assurance capabilities to control delivery quality and report gaps
concerning standards. These functions should consider mastery of measurement and reporting
methodologies, knowledge on testing, and quality control systems in the scope of monitoring and
evaluation system framework. Successful implementation also requires that the civil servants
responsible for these functions understand the strategic objectives of the monitoring system.

PMO Process description

Step 1: Approval

The PMO's role in digital project management starts at the approval stage. As described in Chapter 2, the
project approval process seeks to ensure the alignment of each project with the strategy and key priorities
set for digital government in the country. The PMO will be responsible for approving all digital projects
following the redesigned mechanism.

Step 2: Defining ownership

Once the projects are approved, the PMO should categorise the projects according to their complexity and
strategic relevance for digital government. Projects defined as strategic should be managed directly by the
office, while line ministries would manage sectoral projects with the advice of the PMO and the support of
digital government guidelines and standards.

The classification criteria is fundamental as projects will follow different paths depending on their
categorisation: strategical or sectoral. The definition of these criteria is part of the policy-setting faculties
of MDG. To operationalise this categorisation, MDG could develop written guidelines for all stakeholders
to understand and follow the criteria and procedures. The criteria could include, among others, the following
considerations:

1. National digital strategy priorities: the PMO should directly manage those projects defined as
priorities in the national digital strategy, bridging the long-term vision with the delivery of specific
and concrete outcomes (e.g. digital talent and skills programmes).

2. Key shared enablers: some digital projects can systematically transform the functioning of the
public sector, enabling the development of new capabilities. These priorities should include the
development of building blocks for service design and delivery (e.g. notification and payment
systems) and critical digital infrastructure (e.g. digital identity, data governance and sharing, open
government data).

3. Investment volume: The investment volume required in a given project can transform into a
strategic project due to its visibility and relevance within the portfolio. The PMO can manage
projects above a certain budget threshold.

4. Number of institutions involved: When a given project involves more than one institution, co-
ordination challenges and the need to avoid agency problems may suggest the need for centralised
management through the PMO.

While the PMO will directly manage a sub-set of digital projects by the Greek government, it will have a
responsibility to assist, monitor and report on all projects to ensure the overall advancement of project
implementation.
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Step 3: Funding and prioritisation

After the strategic relevance classification, the PMO should allocate funding for each initiative. For this, the
office will follow the policy definitions set by MDG. As mentioned in Chapter 3 (Coherent funding
management), an effective implementation should ensure that investment decisions are independent of
the funding sources. At this stage, the role of the PMO should be fully operational, following the guidelines
issued by MDG. Similarly, the PMO is responsible for prioritising projects according to the policies
established by the Ministry.

Stage 4: Implementation

With the classification between strategic and sectoral projects defined, and the funding secured, all projects
will follow two different streams (see Table 6.2):

e Strategic Projects (Stream A): The projects defined as strategic will be managed directly by the
PMO (Stream A). In this case, the PMO co-ordinates directly with the beneficiaries, Information
Society S.A. and MDG. The PMO should secure user engagement at all stages and safeguard the
alignment with the digital standards issued by MDG. Concerning the procurement process, the
PMO could provide specific expertise to raise the level of procurement execution. For this purpose,
it could use simple tools such as a checklist for quality procurement of digital projects (see Box 6.2).

e Sectoral Projects (Stream B): In the case of specific sectoral projects, the beneficiaries will be
responsible for the management with close advice of the PMO (Stream B). The PMO can issue
practical guidelines to advise line ministries on project management following the digital standards
set by MDG and the experience gathered in practice. To enhance efficiency, the office can flag
management capacity gaps in line ministries (including the procurement process) for MDG to
implement capacity-building activities.

In both streams, the PMO is responsible for gathering and timely reporting on the KPIs defined by MDG.
Similarly, the PMO will advise and counsel digital project management procedures, standards, public
procurement process, and other relevant information to beneficiaries.

In its inception phase, the PMO could work hand-in-hand with a pool of experts who can support advanced
public procurement practices suitable for digital projects, i.e. greater use of early and advanced market
engagement, quality criteria, and agile methodologies. These experts would be able to provide ad hoc
support to both strategic and sectoral projects. The reporting from the PMO on bottlenecks and gaps would
allow MDG to inform the Steering Committee and the Execution Network, assess specific needs and take
action further action on capacity building over the medium-term, such as the set-up of a more permanent
structure to support capacity building on implementation and procurement of digital projects (e.g.
competence centre).

Stage 5: Reporting to MDG

To complete the project cycle, PMO is responsible for reporting back to MDG on the implementation status
of digital projects. This milestone allows the Ministry to have a complete overview of project implementation
throughout their lifecycle and take appropriate measures to address arising bottlenecks. The PMO should
be responsible for reporting on the defined KPI (see Figure 6.2). MDG could benefit from adopting open
approaches around the monitoring systems. Building on the recommendations mentioned above,
implementing dashboards to report on the progress of the digital project portfolio can help MDG foster
transparency while enhancing accountability. The use of open government data (OGD) can help MDG
foster the engagement of civil society and the private sector in the oversight of digital government
investments.

DIGITAL TRANSFORMATION PROJECTS IN GREECE’S PUBLIC SECTOR © OECD 2022



Table 6.2. PMO tasks for strategic and sectoral projects

1117

Strategic projects — Stream A

Sectoral projects — Stream B
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project outline

Liaison with Information Society S.A. for the delivery and

procurement process (checklist of quality digital procurement):

o Securing user engagement
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o Advanced procurement practices
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the contract
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Figure 6.2. Project management process description
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Suggested key performance indicators

Implementation

Strategic
projects: PMO
implement
through
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projects:
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implement
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Reporting

Based on KPIs
defined by
PMO

When adopting key performance indicators, MDG could consider the feasibility of collecting quality data in
a timely manner. The adoption of data governance frameworks can help MDG strengthen the monitoring
system by ensuring mechanisms for collaboration between institutions and developing the necessary
infrastructure to ensure reliable and quality data. In this regard, Greece could encourage the re-use of data
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in monitoring mechanisms to assess digital project development performance and foster open government
data publication. Suggested KPIs on digital government and public procurement are presented in Table 6.2
and Table 6.3 respectively.

Table 6.3. Suggested KPIs on digital government

Indicators Description
1. Project implementation
o Approval process Ratio of the time (in days) between a project is presented and finally approved
o Funding allocation Ratio of the time (in days) in which resources are allocated and transferred to the
relevant parties
¢ |mplementation period Ratio of the effective implementation time (in days) and the expected
implementation time (in days)
o End-user involvement Number of end-users involved in the design and implementation process
o Use of common digital tools Identification of the digital enablers and common building blocks used by the
initiative (For example: digital identity, interoperability frameworks)
2. Government domain Policy area affected by the initiative (e.g. education, health, taxes, etc.)
3. Number of institutional Number of institutions benefiting from the initiative.
beneficiaries
4.  Strategic goals Identification of the strategic objective (defined in the National Digital Strategy)
meet by the investment project.
5. Total budget Total investment in national currency
6. Expected benefit Benefit estimation including number of potential users, efficiency gains in terms
of money and time savings.
7. Digital uptake Ratio between the number of user in period t and (t-1).
8.  User satisfaction Set of metrics reflecting the level of satisfaction in users. MDG could develop the

guidelines on the different methodologies to apply based on the project, securing
data comparability (for example, data infrastructure versus service delivery
platforms). User satisfaction should include the following dimensions:
o Opportunity: measuring the timeliness of service delivery.
o Clarity: measuring the awareness of users in terms of the required steps to
complete.
o Effectiveness: measuring the perception of the solution’ effectiveness
regarding the specific need.
Fairmess: measuring the perception of fair and respectful treatment in service
9. Service continuity Ratio of the number of hours of discontinued services due to technical difficulties
in a given in period t and (t-1).
Number of errors (including error that not necessarily lead to service
discontinuity)

Source: Own elaboration.

Suggested KPIs on procurement process

Based on the analysis, a key element to track is the length of the procurement process. MDG is
recommended to track each phase of the process in a very granular manner to identify the key bottlenecks
and take appropriate action.

Another key area to assess performance of the procurement process is related to the overall quality
execution of procurement, and in particular the use of advanced practices that are suitable for ICT and
digital projects. These indicators could be summarised in a “checklist for quality procurement in digital
projects” (see Box 6.2). It is important to convey the message to that the checklist is meant as a support
tool for procurement practitioners, and not as a punitive tool. It should allow practitioners to request further
support or capacity building in specific areas that they currently may not address, or that they wish to
develop further. The checklist could be used for strategic projects managed by PMO in the initial stage,
and its use could be gradually expanded to all projects once line ministries enhance their own capacity to
procure digital projects.
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Indicators

Description

1. Days spent for each process of public procurement
From approval to call for tender
From call for tender to the bid submission deadline

Difference between the original and actual bid submission
deadline

From bid submission deadline to submission of tender
evaluation report

From tender evaluation report to issuance of contract
award

From issuance of contract award to signing of contracts

From signing of contracts to approval of ex post control (if
applicable)

From approval of expost control to completion of
contracts (if applicable)

2. Period spent on procedures of amendments to
contracts

3. Period spent on payment procedures (from the
submission of payment request to the actual
payment)

4. Difference between the estimated value of contract
(budget) and actual contract amount

5. Share of SMEs that submitted bids / that were
awarded contracts

6.  Share of foreign suppliers that submitted bids / that
were awarded contracts

7. Share of single bid

8.  Share of the use of public procurement for
innovation (PPI)

9. Share of MEAT criteria

10. Share of irregularities and financial correction
11.  Share of cancelled bids

12. Difference between the planned (physical and
financial) progress and the actual progress

13.  Use of e-procurement system
14. Use of framework agreements
15. Use of DPS

Approval date of tender, Date of call for tender
Date of call for tender, Bid submission deadline

Original submission deadline, Actual submission deadline
*Were there any challenges from bidders?

Bid submission deadline, Submission date of tender evaluation
report

Submission date of tender evaluation report, date of contract
award notice

Issuance date of contract award, Signing date of contracts
*Were there any challenges from bidders?

Signing date of contracts, Approval date of ex post control
Approval date of ex post control, completion date of contracts
Request date of amendments, Approval date of amendments

Submission date of payment request, payment date

Estimated value of contract, Actual contract amount

Number of SMEs that submitted bids / that were awarded
contracts, total number of procurement procedures and values

Number of foreign bidders that submitted bids / that were
awarded contracts, total number of procurement procedures
and values

Number of bids (single bid) submitted per tender
Number and values of PPI

Number and values of the use of lowest-price criteria and
MEAT criteria

Causes, amounts

Number of cancelled bids, total number of procurement
procedures and values

Planned and actual progress (financial and physical)

Number and values of the use of e-procurement system
Number and values of the use of framework agreements
Number and values of the use of DPS

Source: Adapted from (OECD, 2021s)).
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Box 6.2. Checklist for quality procurement of digital projects

For each procurement procedure, PMO could aim at collecting several detailed information about the
quality execution of the procurement process, taking into account those dimensions that are most
relevant for procurement in the ICT and digital context.

The goal should not be for contracting authorities to respond positively to all questions, rather to raise
awareness about tools that are conducive to success in these kinds of procurement processes, as well
as to seek for greater support in areas that represent bottlenecks.

Key questions could address these dimensions:

Have you conducted market engagement? If so, what kind of market engagement did you
conduct?

Have you conducted a needs analysis?

Has the project been co-designed with users?

Are final user involved in the definition of your needs and the business case?

Have you made information on your procurement freely available and easy to access?
Have you agreed on Intellectual Property Strategy?

Are you using functional specifications?

Are you using MEAT criteria?

Are you using agile methodologies?

Do you make use of open standards?

Are you using a modular contracting approach?

If applicable, are you using a dynamic purchasing system?

If applicable, are you using public procurement of innovation?

Did you incorporate “no vendor lock-in” clause in your contract?

Are you tracking the performance of your suppliers?

Are you assessing and actively managing risks throughout the whole public procurement cycle?

Good practices for introducing reforms

Successfully introducing organisational reforms in the public sector is a complex task, not only related to
the complexities of improving a given status-quo, but also because the success of reforms requires the
buy-in of key stakeholders involved. As such, it is important to pay careful attention not only to the content
of a given reform, but also to its implementation process.

Several high level principles and good practices can serve as guide for MDG in the process of creating the
PMO. In particular, the following apply:

Create a vision and share it broadly: An important starting point is to devise a shared vision for
the changes that will be brought about by the reform, i.e. the introduction of the PMO. This can be
achieved through wide consultation processes and communication. The goals of the organisational
reform should be clear to internal and external stakeholders of MDG.

Ensure buy-in through broad consultation: Concerned stakeholders should have an opportunity
to be consulted to secure their buy-in. This could entail the set-up of an inter-institutional working
group or advisory group, to bring on board concerned line ministries. Existing structures, such as
the Digital Transformation Steering Committee, could be used for consultation purposes. Attention
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should be paid also to internal consultation and buy-in, as the PMO would require important co-
operation with stakeholders within MDG, too.

e Define an operational plan for implementation including milestones: Typically, the operational
plan would entail setting up a dedicated working group or task force for creating the PMO and
making it operational. In particular, this entails the definition of critical policies and strategies
needed for the PMO to run (as discussed above). The resources needed to set up the PMO would
need to be identified at this stage, ranging from human resources and skills, legal and governance
aspects, as well as technology infrastructure. To ensure smooth operational set-up it is
recommended to set up a project management plan with dedicated milestones.

e Raise awareness and communicate upcoming changes: Throughout the set-up of the PMO it
is important to raise awareness and communicate on a regular basis to prepare concerned
stakeholders about upcoming changes. Such change management activities increase trust in the
process and thereby increase buy-in.

Introducing reform: next steps to set up the PMO

To successfully implement a PMO model, the MDG could explore establishing a dedicated task force to
plan and accompany the implementation of the PMO. A task force would be responsible for implementing
this new governance structure, and its main task is streamlining internal processes transformation and the
adoption of new practices required to secure agility in the Greek public sector. This task force should be
accountable to the leadership of the MDG and should follow clear goals, milestones, and deadlines.

This task force could be created under the following principles:

e Cross-sectoral: representing the different stakeholders involved in the design and implementation
of ICT/digital solutions, ideally including actors within and outside the MDG.

e Multidisciplinary: reflecting the diverse roles involved in the design and implementation of
ICT/digital solutions in the public sector, including financial, digital, legal, and procurement
expertise.

e Accountable: establishing an implementation roadmap that identifies clear responsibilities and
deadlines, building ownership over the different tasks.

Due to a natural resistance to change, a transformational process of this magnitude may generate
difficulties with the various actors involved. To address these difficulties, this task force must seek
endorsement by higher bodies will validate the task force, legitimising its role to stakeholders. Thus, it could
be validated by the institutional co-ordination bodies, such as the Steering Committee and the Execution
Network, or similar institutions that provide legitimacy to stakeholders. In addition, it is essential to ensure
a balanced representation of all relevant actors involved in the development of ICT/digital projects so that
the implementation of the transformations reflects the visions of the different parties involved. Based on
the evidence collected for this report, the dedicated task force should include the MDG, comprising the
Directorate of Digital Strategy, the Directorate of Sectoral Public Sector Projects, and the Department of
Procurement and Logistics, as well as Information Society S.A.

As part of its role, the task force could work towards securing a shared vision on the role of the PMO and
share it broadly across the public sector, leveraging comprehensive consultation processes and
communicating it effectively. To do so, it could organise regular consultation processes with key
stakeholders that are impacted by the set-up of the PMO, and involve them closely during the set-up
process. Namely, it could involve representatives of and the Hellenic Single Public Procurement Authority
(HSPPA), given their role and expertise in public procurement and project development. Finally, the task
force could secure a representative sample of beneficiaries of digital transformation projects, including
different institutions from the central and sub-national governments. This sample would ensure the
representation of all beneficiaries, including large demanders of ICT/digital projects and Greek public
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sector institutions. By bringing together the diverse stakeholders involved in digital/ICT projects, the MDG

can incentivise alignment while promoting ownership of the novel project management governance.

In operational terms, the task force could focus on both short- and medium-term objectives that would

allow to deliver the implementation of the PMO:

e Short-term objectives: Determining the resources and capabilities required to set up the PMO
successfully, ranging from human resources and skills, legal and governance aspects, and

technology infrastructure.

e Medium-term objectives: Develop a comprehensive review of the ICT/Digital project approval,
prioritisation, and management system, i.e. set-up the business processes that allow the PMO to
work. In parallel, the task force could consider devising a capacity-building strategy for addressing

major skills gap related to procurement in the context of ICT/digital projects.
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