
Management

E SA has undertaken the Inter-Directorate
Reform of Corporate and Risk Management
to strengthen the Agency’s internal

operations. The reform was completed at the
end of 2006, encompassing five dedicated
projects on Risk Management, Agency-Wide
Controlling System, Project Plan and Integrated
Project Review, General Budget Structure and
Charging Policy, and Corporate Information
Systems. It has contributed to improved
management of the Agency’s internal opera-
tions by engaging all internal stakeholders in a
common objective, introducing improvements to
planning and management methods, elaborating
consolidated information structures and tools,
contributing to enhanced transparency and
accountability, and by providing qualified new
policies, processes and tools.

Why Do We Need to Change?
All organisations, whatever their
activities, markets, products or services,
must adapt to a rapidly changing
environment in order to maintain their
ability to operate and compete
successfully.

By any standards, ESA is rated
worldwide as a success. Its challenging
environment requires that it must
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constantly strive to keep pace with
trends and evolutions within Europe
and internationally, adapting to the
demands that these place upon it. It
must respond quickly and effectively to
the demands from the ESA Council of
Ministers, from Member-State Delega-
tions, from industry and from its various
partners. It has to stay at the forefront of
modern management practice, while
taking care to balance this with the
realities of the political context in which
it has to operate.

The Ministerial Council in Berlin in
December 2005 passed a Resolution
calling on the Agency to strengthen
further the management of its internal
operations. In addition, the targets set
by the Director General in his Agenda
2007 and Agenda 2011, the
requirements of the various delegate-
bodies of the Agency, as well as other
internal and external factors, will
continue to have an impact on ESA
activities.

These requirements call for an
appropriate and timely response within
the Agency in order to reinforce its role
and efficiency. The Inter-Directorate
Reform takes up the need to improve the
internal corporate and Directorate
management through dedicated projects.

The Five Inter-Directorate Reform Projects
The Inter-Directorate Reform Projects

established process aim to support the
coherent flow of critical information
provided and required by the various
management layers, while highlighting
the role and responsibilities of the
managers to achieve their objectives.
The other significant improvement has
been made to the Agency-level risk
management. The risk information is
consolidated at Agency level and
supports the decision-making, both for
strategic ‘executive risks’ and those
related to projects or activities that
concern ESA as a whole.

As a result, the Agency’s risk-manage-
ment capability and awareness are
expected to benefit from these improve-
ments, with the implementation by
managers of the revised policy and the
new and coherent process in their daily
tasks throughout the Agency.

Agency-Wide Controlling System
In view of the lack of a thorough
corporate information and controlling
concept, the Director General decided
to establish an Agency-Wide Control-
ling System (AWCS). The objective is to
enhance the Agency’s capacity for
forecasting and planning expenditures
and achieving better cost-control at
Directorate and corporate levels. This
system comprises controlling functions
at the corporate level and in all business
units, that is, in all Directorates. This
federated approach to control is
compatible with the present overall
organisation of ESA and supports the
Director General and his Directors in
their executive-level decision-making.

In order to ensure an efficient
implementation of the AWCS, the new
Corporate Controlling Division is
charged with enhancing and harmon-
ising the controlling procedures and
processes of the Agency, with the
objective of establishing and applying a

are aiming to improve the internal
working methods, and so touch all of
the Agency’s nine Directorates. The
Director of Reforms (D/REF) was
mandated by Council and the Director
General to lead these projects, involving
all the implicated partners in an agreed
way and reporting regularly to the ESA
Director’s Committee. He has led,
together with his project managers, each
project up to full qualification of a new
or revised policy and process, and has
then handed it over to the relevant
Directorates for implementation. 

Objectives, Content and Results
Risk Management
Risk management plays an important
role in the management of Agency
projects and in managing ESA as a

common set of standards throughout
ESA. This Division is intensively
cooperating with the also-new Business
Unit Controllers in programme and
support Directorates. 

The major task of the project was to
define and implement a system for
integrated planning, monitoring and
reporting of the progress, financial
commitments and expenditures, work-
force, schedule, risks and geographical
return of all Agency activities.

The reform project encompassed the
following detailed activities:

– the definition of an overall approach,
uniform methods and procedures for
establishing plans, forecasting, moni-
toring and reporting;

– the development of common cost-
management methods and procedures;

– the selection and implementation of
enhancements and the deployment of
appropriate information-technology
tools;

– the validation of overall processes,
procedures and tools;

– the harmonisation of reporting
requirements of Delegations.

Building upon and enhancing and
harmonising the existing methods and
procedures for control, as applied in the

Agency, the reform project ensured that
there is continuity of operations and
that ESA fully exploits its existing
knowhow in this field. The AWCS
project worked closely with the Project
Plan and Integrated Project Review
project, and established a planning tool
that is essential for corporate planning
and monitoring.

As a result of this project we can
consider the following elements:

– an Agency-wide controlling organisa-
tion with a Corporate Controller and
Business Unit Controllers in all
Directorates is operational.

– a regular In-Year Reporting system
with monthly reports to the Director
General and the Directors Committee
has been implemented. It reports on
the financial status, workforce, major
achievements and issues, geographical
return, schedule and risks per business
unit, provides overall Agency status
and proposes internal management
actions and decisions.

– a common database, the Multi-Year
Plan, has been established, incorpora-
ting short-, medium- and long-term
data such as financial commitments
and expenditures, workforce, schedule,
risks and geographical return of all
Agency activities. 

whole. As critical as it is to projects to
ensure their delivery, it is for the Agency
to demonstrate its capabilities and
preparedness for setting up and
pursuing its objectives. The fact that
ESA has been able to deliver successful
projects in an environment dominated
by uncertainties is clear evidence that
project managers are managing risks.
The weakness in the current risk-
management practices is the multitude
of different approaches.

The objective of the project was
therefore to consolidate a framework for
a coherent and effective Agency-wide
risk-management policy and process,
enhancing existing practices and
providing for meaningful risk reporting
at Directorate and corporate level in
support of project management and
informed decision-making. 

In order to achieve these objectives,
the project reviewed existing risk-
management practices, which provide
the basis for a common process
framework. The major result from the
project is the elaboration of an updated
Agency risk-management policy
accompanied by a detailed process
description for practical risk manage-
ment for projects and activities.

The updated policy and the newly
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This corporate tool is already fully
supporting the In-Year reports and will
be continuously improved to be used as
the corporate database for the Long
Term Plan (LTP), the Quarterly Report
to Council (QRC), the Budget Planning
and other reporting elements using this
common base.

Project Plan and Integrated Project Review
The overall objective of the Project Plan
and Integrated Project Review (IPRev)
project was to support the coherent
definition, planning, implementation,
review and follow-up of Agency
programmes, projects and other major
activities.

To achieve this objective, the project
defined the policy and process for the
elaboration of Project Plans and for the
preparation and conduct of IPRevs, and
determined requirements for the
configuration control of Project Plans
and their data consolidation at the
overall Agency level. This included the
selection of an associated information
system tool. The overall Project Plan
and IPRev process was validated
through the development of a set of
priority Project Plans decided by the
Director General, and the conduct of
the associated IPRevs.

General Budget Structure and Charging
Policy
In the past decade, ESA’s General
Budget has grown considerably and its
structure has become more complex,
owing in particular to the evolution of
the associated charging policy. In 2005,
the Director General initiated a
thorough internal management investi-
gation to identify potential improve-
ments and simplifications.

The General Budget Structure and
Charging Policy reform project is a
follow-on activity of a project carried
out in 2005, which encompassed the
following activities:

– identification within the current cor-
porate and administrative costs of the
sustaining activities to be financed by
the mandatory contributions (Level of
Resources) and of the non-corporate
activities to be financed by
programmes through the recharging
mechanism;

– reinforcement of a more transparent
and user-oriented structure and
clarification between support and
programme Directorates;

– provision of a simple framework for
support Directorates to charge costs
of services provided to programmes;

– provision of a basis for analytical cost
accounting and effective management
of costs and charges, through a
clearer, user-oriented structure.

The proposed revision of the General
Budget structure and its charging policy
leads to greater transparency and
accountability of the various services
and activities performed within this
budget. Particular emphasis was put on
achieving the following benefits:
– improved definition of end-to-end

functions and their cost charging for
the various activities and services; 

Project Plan
The Project Plan is a new internal
standard tool that defines an ESA
project through three major elements:

– the project description, encompassing
the project objectives, scope, external
and internal framework, the procure-
ment and phasing plan, the project
organisation, the risk assessment and
the master schedule and key
milestones.

– the support agreements, addressing
internal support (e.g. technical,
operational, procurement) and the
associated manpower deployment.

– the financial planning, covering
commitment and expenditure plans
and geographical return targets.

There are three types of plans, which
evolve in scope and granularity over a
project’s lifetime. A Preliminary Project
Plan is elaborated at the end of Phase-A,
before preparing a Programme Proposal
to ESA Member States. It defines the
global project objectives, parameters
and risks. A Core Project Plan is
elaborated before entering Phase-C/D/E
and provides the detailed project
planning elements. Periodic Detailed
Annexes are established in Phase-C/D/E

– increased user orientation of admini-
strative and support services.

A final report has been provided in
order to use further the results within
the Financial Reform.

Particular emphasis has been put on
achieving an improved definition of
end–to-end functions and their cost
charging for the various activities and
services, as well as an increased user
orientation of administrative and
support services.

For this purpose a clear grouping has
been established, with ‘Basic Activities’
to be funded by the Level of Resources
and ‘Support Activities’ to be funded
through a charging process. The salient
points of the new structure are the
creation of a family regrouping all
activities relating to: Research, Tech-
nology, Education and now including
Basic Technical activities and the
separation between corporate and
administrative cost. The grouping of all
corporate investments into a single
family including basic maintenance and
their related management costs, and the
extension of the principles of customer/
supplier relationship for a wider range
of services and support activities are
further essential proposed changes. 

For the Charging Policy, the present
system has been considered generally
sound and it is proposed largely to
maintain it. However, some adjustments
are proposed to allow a fairer and more

equitable implementation, a leaner
operating effort and an incentive to
optimise service delivery, resulting in
cost reductions.

All this should should lead to a more
direct costing of services to programmes,
a redistribution of indirect recharges
and, last but not least, greater responsi-
bility and accountability on the part of
service suppliers and, through that, a
more user-oriented General Budget and
increased cost-effectiveness

Corporate Information Systems
The main objective of the project was to
establish the framework for providing
adequate corporate information systems
support for users throughout ESA. 

The Agency’s corporate information
systems are currently based on several

to identify any necessary updates to the
Core Project Plan.

Integrated Project Review
The Integrated Project Review is a
versatile optional tool, which the
Director General may apply for two
major purposes: either to clear Project
Plans for authorisation, or to assess the
status or risks of projects. The review
thus supports ESA top management at
the time of major project decisions.
IPRevs are chaired by the Director
General and attended by the key
Directors involved in the project, in
particular the support Directorates. An
independent assessment by a small team
of ESA experts from other Directorates
can support the IPRev upon request by
the Director General. Such an
independent assessment is mandatory
for all Preliminary Project Plans.

The main result of the project is the
fully qualified policy and process for the
establishment of Project Plans and
Integrated Project Reviews. This policy
and process were successfully applied for
the definition of 16 Project Plans
(GMES Space Component, Alphabus,
Alphasat, ExoMars, Artes 11 Small Geo
Platform, FLPP-2, Gaia, Soyuz@CSG,
ELIPS-2, ESAC, Asbestos Removal,
Corporate Controlling, General Budget,
Risk Management, Corporate Informa-
tion Systems, Financial Reform), the
conduct of 14 Integrated Project
Reviews and the performance of nine
independent assessments. 

The Project Plan and IPRev will be an
essential tool for the preparation of all
new proposals prior to the submission
of programme proposals to ESA
Member States, in particular in view of
the Ministerial Council meeting in 2008.
It will be an equally important tool for
following projects throughout their
entire life-spans.
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application and technological frame-
works, providing often incoherent and
fragmented data structures. In order to
consolidate and solidify these existing
systems and their future development,
the project aimed to elaborate require-
ments for a solid and viable information
system service at the Agency level.
Furthermore, it aimed to deliver
according to these principles solutions
for the new corporate needs in order to
support the new corporate functions
instigated by the other reform projects,
in particular those of Corporate
Controlling and Project Plans, and
supporting other needs such as the
establishment of financial plans for the
ESA Long Term Plan. 

In order to achieve the above object-
ives, a policy was established outlining

the guiding principles for developing
and maintaining efficient and effective
information systems and tools at the
corporate level supporting the users
Agency-wide. The policy also identifies
the roles and responsibilities governing
the management of corporate informa-
tion systems services, and introduces key
features, such as the technology and
application architecture and common
data structures. 

Further, the project succeeded in
delivering for Corporate Controlling an
operational tool using existing data
structures and supporting users in all
Directorates. The establishment of this
common tool engaged all stakeholders
into a common dialogue and took
benefit of the existing solutions in the
Agency. The policy framework estab-

lished in parallel aims at ensuring that
such synergies are pursued in other
undertakings in the future.
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