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Why do need to talk about

project management in
academia?
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Expected outcomes (Action 3 & 4) > A
changing landscape!

* Promote qualitative judgement with peer-review, supported by
responsible use of quantitative indicators

* Consider the value and impact of a diversity of research outputs
* Incentivize open collaboration and early knowledge and data sharing

* Transdisciplinary and inter-sectoral mobility across the ERA



The University of Bergen - Annual
budget - 2022

UiO - 32%
External Others
funding 3%

22% __

Public
funding
75%

UiO - 69%



The shifting landscape of research
funding

Despite this massive influx of funding, researchers are still struggling to fund their
activities. With public funding declining, the industry is stepping in to fill the gap,
making it even more crucial to have deep understanding of project management in
all its forms and shapes.



Research project management
is a complex

Researchers often are been left alone to take on the responsibility of
initiating, organizing, and performing research projects



Project defintion

An individual or
collaborative
enterprise that is
carefully planned to
achieve a particular
aim.
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The Human Experience

w; Application




Research Project Management Model

A
Vague
Chaos!
“Lack of pattern”
TRLO
Agreement ,'/
- What is the problem? e .
"‘
‘/
‘/
‘/
) 7
e
R -
'
Clear Slmp|E
Known Certainity Unknown

- How to provide a
solution?



Research Project Management Model

A
Vague
Chaos!
“Lack of pattern”
7
Agreement -2
- What is the problem? . .7
Socially R
. '
complicated P
-
-
-
-
. / ’
Vs

e | oimple

Known Certainity Unknown

- How to provide a
solution?



Research Project Management Model

A
Vague
Chaos!
“Lack of pattern”
7
Agreement -2
- What is the problem? . .7
Socially R
. '
complicated P
e
e
-
-
. / ’
Vs
. Technically
Clear Slmp|E complicated
Known Certainity Unknown

- How to provide a
solution?



Vague

Agreement
- What is the problem?

Clear

Research Project Management Model

Chaos!
“Lack of pattern”

7
e
* / ’

Socially Zone of cgmplexity!

complicated P
-
-
-
-
. / ’
x

. Technically
SIH‘ll]IE complicated

Known Certainity Unknown

- How to provide a
solution?



Vague

Agreement
- What is the problem?

Clear

Research Project Management Model

A
Serendipity Chaos!
“Lack of pattern”
Creativity
7
L
* / ’

Socially Zone of c9mplexity!

complicated P
L
. / ’
R unovation
. / ’
X
Technica"y TYiﬂL lZM,D[ ervor

SI[I]I]IE complicated

Known Certainity Unknown

- How to provide a
solution?



Vague

Agreement
- What is the problem?

Clear

Research Project Management Model

Serendipity Chaos!
“Lack of pattern”
Crentivity
7
L
* / ’
Socially Zone of cgmplexity!
complicated Agile »°
7’
. / ’
Agile R lnnovatlon
. / ’
'
Technica"y T'Ifiﬂl. al’\rd ervor
Simple complicated
Waterfall Agile =
Known Certainity Unknown

- How to provide a
solution?



Development of COVID-19 Vaccine: From Chaos to Application

Chaos:
* Global crisis with no vaccine or treatment
* High uncertainty, low agreement on solutions

Pattern:
* Global data sharing by researchers
* |dentification of virus structure and transmission
patterns

Knowledge:
* Collaborative efforts accelerated vaccine target
identification
e Multiple vaccine candidates developed

Application:
* Rapid development, testing, approval, and global
distribution
» Systematic approach transformed crisis into health
solutions
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Waterfall project

Define

Perform

Deliver

Project Timeline

ﬁ Define ﬁ Define

Deliver

K-}

Deliver

Deliver

Plan Plan Plan

Perform Perform Perform

Agile project



Waterfall project management Agile project management

Linear, sequential, each phase must Flexible and iterative, emphasizes
be completed before moving onto collaboration, and continuous
the next. improvement.




Project Management Theory and the Management of Research Projects - CBS Research Portal. Author: Erik Erne-Kjglhede. URL:
https://research.cbs.dk/en/publications/project-management-theory-and-the-management-of-research-projects

Adapting Scrum to Managing a Research Group. Authors: Michael Hicks and Jeffrey S. Foster. URL:
http://www.cs.umd.edu/~mwh/papers/score.pdf

Complexity and Creativity in Organizations. Author: Ralph Stacey. URL: https://www.amazon.com/Complexity-Creativity-Organizations-
Ralph-Stacey/dp/1881052833






Vague

Chaos!
. “Lack of pattern”
A comparison between

project management in Agreement -

What is the problem? e

academia and industry. ' -

e | oimple

Known Certainity Unknown
- How to provide a
solution?



”~

>
~
A
n
T
O
=
=

IS

t Genesi

jec

~ Organisational Ecosystem

! Pro




Top-down, strategic
alignment, problem or
need driven!

Decision Gate
System..




Project genesis in industry

Underlying business challenge or opportunity is ,a
solution is defined, a project concept is formed, suitable project
implementation method is chosen, and a project team is appointed to

deliver the solution to the



Toolbox for me and my Team!
“Project Excellence Modell”

& AkerSolutions MMO Operating System

Operating System

Ensure streamlining of all
project activities across
the corporate:

* Reproducibility

e Efficiency

* |Improvements

* Reputation
 Knowledge transfer




My Project Teams!

Multidisciplinary

Clear roles and
responsibilities

Clear line management
Clear career path

Critical personnel 2
Permanent positions and
competitive salaries
Excellent support from base-
organization!!

Normally co-localized!

Portfolio Managers

Department Heads

Team Team

Group Leads

e —

Team
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S - Project
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https://janfarkas.com/why-matrix-organizations-not-aqile,



https://janfarkas.com/why-matrix-organizations-not-agile/

Life Cycle of Typical
Projects
Project Implementation



Phase 1

Research proposal!

Deliver

Plan Perform 2 close

. Need
. Goal
. Requirements

Landscape and the rules of the
game!



Stakeholder analysis

High A

Project stakeholders are

individuals and organizations Keep
that are directly involved in Satisfied
the project, or whose interests =
may be affected as a result of g
project execution or project A
completion Monitor Beep
P ' Informed

oW Interest High



Phase 2

Research proposal!

Define Perform Deliver
& close
Scope
%?TSL Risk
. Management
Communication
Procurement P I a n

Risk

What is your battle plan? What would
you do if something goes wrong?



A hierarchical
decomposition of the total
scope of work to be carried
out by the project team to

accomplish the project
objectives and create the
required deliverables.

More points to accurately
Measure progress.

Project scope decomposition to
smaller pieces!

Project scope

Level |

Level 2

|

.'%'"7

Level 7

S

)

“s\\[\

Skills  Cost
‘“me.\'\“a
Infrastructure

Management Body of Knowledge (PMBOK 5)



Project duration

Gantt chart: A
visual view of tasks
scheduled over
time.

Source: www.colourbox.com



Project Cost Estimation

Source: www.colourbox.com



Phase 3

Deliver

Define Plan 2 close

Scope & Change control
Schedule control

Cost control

Perform quality control
Manage project team
Internal & external
communication
Contract administration
. Risk management

Situational
awareness and Risk <
management!




Phase 4

Define Plan

Perform

Work load

Plan

Define

. Report and dokumentasjon

. Contract closure

. People, material and
equipement

Perform

Deliver &
close

Progress




Spend 10 min to discuss WBS of a
project your are involved inn
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The Genesis of Research

Projects
Organisational Ecosystem



Bottom-up, mainly
motivated by
curiosity!

The Pl determines if
the project is worth
undertaking.

No/limited decision
gate system..




Project genesis in academia

Knowledge gap identified by PI, research question is
developed, suitable are defined, and a project team
is appointed move the existing boundaries of state-of-the-art

of the cumulative knowledge of humankind!



Genesis of research projects

Societal impactx
Scientific impactx

Fundability x worka bility ?x

Past & present Mono/multi/inter/trans- Project
P . ... 4———— Researcher skills Partners <«— / u .I/I . / !
reserach activities disciplinarity... outcome
P, A
Project
.Jec . Research
Organisasjon .
Theory infrastructures
Literature ¢ i ¢
Policy priotities | | | .
: 2 Research . Research . . Data Data Test Project
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NA area T questions collection analysis hypothesis output
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Background Justification Project management (WPs) Impact

(What?) (Why?) (How?) (For whom?)
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Genesis of research projects
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Project
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Project
output
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management
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Impact
(For whom?)

Limits of our knowledge and key research question

Project objectives based on State-of-the-Art moving knowledge
boundaries

Rigorous methodology

End-goal = Short-term <> Long-term Impact



Human Resource
Management

Department Heads

e Talent recruitment and retainment.
e Continuous skills development to ensure

Group Leads

. -V Team Team Team
quality and competitiveness. lead1 Lead 2 Lead N
e Career plan for critical personnel.. $c .. . Project
. . . o
* Institutionalized knowledge transfer v v £ .
mechanisms from project to project.. % & g Project
c = o = .
© © - S 2
s s -
9 =
S T :
Supervisor = You are committed to research T S
for the rest of eternity & * = Project
- . oo
£ = M
UiB = We are not committed to provide you Team 1 Team 2 Team N

with a permeant position for the rest of
eternity..




Putting together a collaborative team

Excellent academics! Not
interested in management.

Line management, only on paper.
Formal and informal leadership
To kind of team members:
Permanents and NOT
permanents.

Common goals? Maybe or maybe
not..

Steering
committee

4
")

WP6
Leadership and
coordination.

..... — Advisory board




HOW YOU SEE YOURZELF: HOW MOST PROFESLORS SEE YOU:

WWW.PHDCOMICS.COM
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Creativity in research projects

Initial Phase _

— —
// ™~

Level ~ \
7 \
/ /\/\/\/ \

Time \ >

----- Staffing
_— Creativity

Perform

Work load

J. Brocke, S. Lippe, et. al., 2010. Engineering


https://www.semanticscholar.org/author/J.-Brocke/1695746
https://www.semanticscholar.org/author/S.-Lippe/2094608

Research projects compared to other
types of projects



Research Projects

Can often take several years or even
decades to complete

From different institutions or

. Timeframe even different countries.
Focused on exploring a research

question or topic in-depth, without

Collaboration
necessarily having a predefined

end goal.
PEEN ~f‘\, — ’\'
Scope — —° ~.g N7 VORI  £nd goal
& how
Knowledge
Fund
Methodology

Often funded by grants from
government agencies, foundations, or
other organizations

rigorous and systematic
methods to gather and
analyse data



Other Projects

Teams within the same organization, with a
focus on maximizing efficiency and

Typ|cal|y comp|eted on a much shorter productivity. Collaboration with external
timeframe, as there is a greater emphasis partners is often limited to specific needs or
on meeting immediate business needs. objectives, such as sourcing materials or

accessing expertise that is not available in-
Timeframe house

Collaboration

Tend to have a clearly
defined scope

Scope — — ~.o 7 N_rs <o T 7y —EEGEGE]
& how

Application

Fund

Methodology
Typically funded by the

organization itself or through
partnerships with other
companies

Geared towards
maximizing efficiency and
productivity



10 min reflection



A universal key for project
management!



Standard Application
Form

Horizon Europe Programme

Standard Application Form (HE RIA, IA)

Application form (Part A)
Project proposal - Technical description (Part B)

Version 6.0
15 November 2022

https://ec.europa.eu/info/funding-tenders/opportunities/docs/2021-
2027/horizon/temp-form/af/af he-ria-ia_en.pdf



https://ec.europa.eu/info/funding-tenders/opportunities/docs/2021-2027/horizon/temp-form/af/af_he-ria-ia_en.pdf
https://ec.europa.eu/info/funding-tenders/opportunities/docs/2021-2027/horizon/temp-form/af/af_he-ria-ia_en.pdf

From Need to
Impact!

Target group(s)
Needs!

e Pain points
e Status quo

Sakeholders _

(needowners!)

Policy
Recommendations
Expet panels
Foresights
OORDIS

Project
output
Y
SRG and co-reation? Miestones
EU policy
priorities C
Keystrategic =~ WOrK  poiimtion  Call to ..
- orientations Program action
Impact areas (Key project results)
Expected impacts
Expected Outcome(s)

Project
outcome

D
Lé — >
Deliverables

Quantifiable outcome(s)

Project
imapct

Target group(s)
Needs stisified!

Table 2.3

¢ Pain points relieved
e Mesurable improvements

[llustration source: Hiwa Malen, FiA — UiB, 2023.



From Need to
Impact!

- Project Project Project
output outcome imapct
Y
SRG and co-reation? Miestones
A EU policy
priorities c Target group(s
Target group(s) Kevstratesic | Work it b get group(s)
Sakeholders ey strategic Destination ; .. E N fied!
I Cociomesn S == orientations Program action —— > Needs stisified!
Needs' ' Deliverables
Impact areas (Key project results) Table 2.3
Expected impacts
Policy
* Pain points Recommendations Expected Outcome(s) Quantifiable outcome(s) * Pain points relieved
e Status quo Expet panels * Mesurable improvements
Foresights
OORDIS
Expected Target Expected WP Quantified Impact
outcomes group Results assignments outcomes
From “Topic
description: Key project
Expected results (KER)
Outcome” Stakeholders Partner expertise

[llustration source: Hiwa Malen, FiA — UiB, 2023.



Project results

Expected impacts

Intermediary
developments steps /
Indicator

Scientific Impacts

Potential users of
results

Individual differences Personalized nutrition Match sweeteners preferences Consumer
on food preferences solutions according to with different segments of the
and consumption individual sweeteners population, geographies, etc.
patterns preference. Including those subjects that
are taste averse.
Effect of S&SEs on Generation of new Clinical trial on acute effects Food
gut-brain&cephalic knowledge on the of new S&SE blends delivered manufacturers
response biomarkers, mechanistic neuro- via beverages in 162 European (through WP1
microbiota changes, biobehavioural processes adults health impact
brain activity, energy and on consumer database)

compensation, meal

perspectives after the acute

Clinical trnials on acute and

eating behavior, and repeated use of new ;
expected satiety, S&SE repeated effectsof new S&SE General public
E X a I ' | e reward.and food G i blends delivered via solids in
g encration of saiety data 240 European adults T
on acute and repeated Scientific
exposure of S&SE in community
liquid and solid form
Generation of
microbiological safety data
of solid matrixes for the
delivery of S&SE
Technological Impacts
Technological Increased presence of Availability of a database that | Ingredient
database sugar-reduced foods on | supports the formulation of suppliers, BTC
marketplace sugar-reduced foods across industries/ SME,
different food categories technology centres
Health impact database | Increased presence of | Availability of a database Ingredient
sugar-reduced foods on | that supports the suppliers, BTC
marketplace formulation of sugar- industries/ SME,

technology
tres, h

reduced foods and predicts




2.3 SUMMARY OF THE PROJECT IMPACT PATHWAY

= Drainage and poor ecological condition of wetlands are g critical of Europe’s 1

alarmingly accelerating the rate of biodiversity loss. Thus, there is an urgent need for wetland restoraj

upscaling.

= Need for more knowledge and data about the status of wetlands, emissions reporting, restoration trade-offs
benefits for climate and biodiversity as well as defined GHG abatement potentials.

= Need of new tools for policy makers and land managers, to support them in defining the best strategies to tacl

climate change and biodiversity loss, considering environmental and socio-economic aspects.

R1. Interactive European peatland database R5. 2 Digital tools: Interactive App, DSS tool
R2. Wetland databases for the catchments and a R6. New wetland policy and governance options
European wetland map (GIS-dataset) R7. Hotspots priority lists for urgent action

R3. Updated GHG EF for restored wetlands R8. Dedicated Media Campaign & Citizen Scie
R4. Improved models on wetland dynamics about wetland restorations needs to the public’s

Communication toward all public. 8 interviews, 6 journalistic articles, 1 video news release, various pri

releases. >500.000 citizens on various channels (online, print, television). >8.000 web visits/year, >24.000 in tol

cross-linking with social media accounts, referencing and Search Engine Optimization

Dissemination towards the:

= Scientific community: >1.000 academics, 30 peer-reviewed publications leading to > 120 citations.
presentations and >3 conference workshops reaching > 600 experts.

= EU projects and related research initiatives, research & wetlands associations: >2 joint events leading
=100 new contacts from environmental science, agriculture, and other stakeholders

= Policymakers, governments, farmers, associations, and other WET HORIZONS stakeholders: 9 multi-acts
stakeholder groups, 1 international advisory group. At least 10 Webinars/workshops with stakeholders.
deliverables reaching >150 policy makers on regional, national and EU level. One final event with more

80 stakeholders. >1.000 policymakers, governments, farmers, associations, and WET HORIZONS partners.
Xa I I l p e Exploitation: free and open access to KER. Protection, by copyright of the KER.

Generating new knowledge about wetlands, GHG emissions and restoration strategies:

= Definition of new research collaborative projects 3 projects identified after WET HORIZONS

= Incorporation of project findings in Bachelor and Masters Degree. -> KPI: relevant courses incorporated: 15

Incorporation of project results in open tools that are already available for key stakeholders:

= to reach an agreement with the EEA for a long-term future *home” for spatial data in the form of a portal

= Use the new geo-spatial dataset generated for peatlands to increase the impact of the Greifswald Mire Ce:
(and the Global Peatland Database) in Europe

= Publication of KER in open repositories like Open Research Europe data platform, GitHub and Zenodo

Policymakers and govemments, land managers, farmers and farming associations, environmental authorities,
Other researchers and European projects, students

Relevant wetland associations, NGOs, and interest groups

Joumalists and media companies, other stakeholders interested in the project results,

Citizens interested in citizen science activities and the general public at a large scale

Agreement with the EEA for a long-term future ‘home’ for spatial data: 1 Portal

Eumpmn pmllands to be registered in a database (1 ha minimum area): 80%

= Improved GHG ion inventory for the implementation of LULUCF Regulation and the assessment
added values of wetland restorations via enhanced datasets on wetlands and GHG EFs.

= Improved knowledge on how climate change scenarios impact wetland restoration approaches via quantitan

analyses and comprehensive simulations of climate-extreme-induced effects on wetlands

Access and use of DSS tool and by policy makers

Access and consults to App

New governance models applied in land manager organisations

Blending public and private finance for peatland restoration in Europe

Scientific; New knowledge in data and map of we(lmds updated GHG EFs and wetland and peatland models
conomig; 2o chmateandLULUCFpoh 3 ' approaghes that cag land restog




5 key questions!

i.  What problem are you trying to solve? And for whom?
ii. Isitan European priority or could it be solved at National level?
iii. Are you familiar with the state-of-the-art?
iv. What happens if the project is not funded?
v. Why You and do you have the best network to undertake this work?



Two-dimensional decomposition

Project scope Level | Level 2 Level 77
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Project aim WPs Deliverables Tasks




Two-dimensional decomposition

Project aim Deliverables Tasks

(==
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[ wps | L AL
What, why, how, why [ WP1 1 e e
now & why you? [ WP2 ‘ BN
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Risk management = What can og wrong?




. Program Evaluation Review Technique or PERT

ManualTestmg
An excellent tool for M,pm,@n

early involvement wmmmln

. /Training
and expectation '

management!

plo;m

Documentation

* |s the work plan of good quality and effective?

* Does it follow a logic structure (for example
regarding the timing of work packages)?

o Are the resources allocated to the work packages
in line with their objectives and deliverables?



An example from a

non-academic setting.

A complex,
multidisciplinary, multi-
million projects..

PERT in practice




|l. Gantt chart - a logical timeframe

Crucial when creating the
project schedule, tracking
how work progresses
throughout the project
lifecycle.

A logical sequence of
events! Includes WPs,

deliverables, tasks,
milestones,

interdependencies.

* Does it include quantified information so that progress can be monitored?

(lz

of the framework

Task 2 1 Revsew on bamiers and oppectusities
for the 1 of S10-based vales chans

Task 2 2 Stakebolders (quadrupie helx)
faterests and motivations’ ideatdyvaton

Task 2 3 Mapping bio-based products

ik 2.4 Guadelznes for (e Saign of
BIOVosces MML

Task 3 | Claswification of staleshol

Jroups
‘asic 12 Creation of the stalosholdars” database

‘asic 3.3 Focus group with the smtual

Tasic 42 Population of the BIOV oices sl
o line platform with contents

Task 4.3 Assrmation of the mrolts stakehoiders
| Plstform

AN Il

Task 4.4 Socul Madia mnovative saqagerent
and aumanon

abees

Tasi | BIOVoces Evropesn 0T

Task 3.2 BIOVosees N
Tark 5.3 BIOVowes Local

wrs

Task 5.4 Action Plaa 1o rase citizes’s
awareness aad fester colladoniios oy

stakedolders

‘sices Divremination, Communication |

Task 6.1 Strategy for Impact, Dussermnation

AN
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Deliverables

e Should be easily described and understood by project participants.
e A meaningful unit of work where specific responsibility and authority can be

assigned to a responsible individual(s).

e |t should be possible to estimate duration and cost to complete.

The number of work packages should be proportionate to the scale and

complexity of the project.




Work package relationships

Explicitly defines and makes visible
dependencies and relationships between
the work breakdown structure elements

Where feedback is needed to/from

Reiuces overlapping of activities and
tasks

Objectives:

Demonstrating a
stand alone CSP plant
parabolic troughs
based on direct
molten salts

Demonstrating the first

CSP plant coupled to a

desalination system to

produce electricity and
fresh water

Spreading demo
results around the
Mediterranean and
the Middle-East

WP4
Operation &
Monitoring

esign and

industrial direct molten
salts plant

WpP2
Technological Development of
key components

( WP2 )

Source: TH2020I1I/APRE



How to Manage Risk?

Start with a clear and precise definition of what your project
plans to deliver.

WP3
Plant construction and
commissioning

WP4
Operation &
Monitoring

WPe
Dissemination

WPS
Design and
enhancements for
industrial direct molten
salts plant

WP1
Plant design
nd

al
authorization

key components

_ Manual Testing
\

mmn .
Aummatethﬁ‘“l ﬂ ____ Deploy

,r’Tllihin!
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