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Kolding Municipality entered the Smart Waste project in 2019 to
contribute to and gain insights into the circular economy agenda. This
has been an important agenda for the organizations since the
beginning of the last Waste Management Plan (WMP) that went into
effect in 2016.

The learnings and experiences we gained through participating in
SMART WASTE highlighted the weaknesses in the development of our
Policy instrument “The municipal Waste Management Plan” and
inspired us to develop atoolkit for easy project and portfolio
management, called the Project Kit, to increase the standard of
planning, execution and evaluation of both the Waste Management
Plan as a whole and the many actions and projects that follows in its
execution.
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Policy need(s) addressed i

« Quantitative data provides the direction - the WHAT (overview)
* Qualitative data provides the WHY (insight)

« When we have based our previous Waste Management Plans on the
WHATs without understanding the WHYs, we risk missing the intended
goals, providing solutions to non-existing problems and using vast
resources to mitigate problems that affect very few people.

« Without understanding the WHY it is close to impossible to deduce the
HOW and formulate good and clear success criteria for both policies,
strategies and projects.

« Evaluation is difficult and potentially misleading without clear success
criteria.

e We needed to use data better, formulate clear succes criteria and
develop a strong evaluation process for our policy work.
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« To address the policy need, within SMART WASTE the Kolding
Municipality has developed a new tool to secure consistent and

iImproved planning, execution and evaluation of both projects,
portfolios and strategies.

 Thisis an improvement Type 2 — Improved Management of the Policy
Instrument



The Project Kit Y
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The kit helps you get clarity on the things that need to be in place to avoid many of the worst problems that arise in m paapsan hegiona!

projects. This gives you a good foundation for success and achieving your goals.

How to use the kit

How do we really know if the activities we are working on are helping us toward our goals in the best way? How do we
avoid wasting time and resources? How do we know if we are doing something out of habit or because it works?

Clear criteria for success make the common thread in our work visible. But before we can see how the common thread
causes the individual project to make a real difference for the organization and in the larger context, we need to have both
a good overview and insight.

Use the Overview in everyday practice, e.g. at team- and management meetings, to ensure a good overview. It's a great
way to keep track of resources, momentum, and knowledge sharing.

] ]
Insights come from the project tools, which you will find links to in the model below. There is an ocean of thoughts and
books on project management, goals and development. But the Project Kit must be easy to use, so instead of a reading
list, you find examples, questions and ideas in the project tools, which are based on best practice from around the world,

to show you how you can create a project in the best possible way.
Stand on the shoulders of giants to reach your goal and use them as inspiration when formulating your project.

Phase 1 - Get Clarity

Fill out Project agreement Get a good overview:
Update the Project Plan,
then the Budget
Update the Overview

Phase 2 - Development
The project manager is

No responsible for the project rfect meeting tem|
until the purpose and criteria
of success have been met,
or until the budget is Value proposition
exceeded.

Business model canvas

Test results in practice

Have the criteria for
success been met?

Fase 3 - Implementation
Status & evaluation

Yes
Phase 4 - Handover
Handover agreement

When you want others to join you on the journey toward the goal, it is important to create

SAFETY CONSCIOUSNESS ACTION REFLEXION
Foundation to motivation Why is it important? Who does what, when? How to improve?



https://u.pcloud.link/publink/show?code=XZG6xHVZTdqWIplh3N52qlFcReE8Vmc62zH7
https://u.pcloud.link/publink/show?code=XZG6xHVZTdqWIplh3N52qlFcReE8Vmc62zH7
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The Overview

Overview
2022 2023
Responsible Activity
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What, why & how

Develapment Fund

Project agreement:
Date:

Case-nr.: Label:

Purpose

Wiite the purpoze of the project hara.

What do we wani? Why should we do if? What problem doee if help fo solve?

Example: The Project Kit is a tool that help ensure consistent and improved planning, execution and evaluation of both
projects and strategies.

The purpose of the tool is to make it 2asy to raise the standard of all projacts to a certsin lzvel regardless of what
axperiencs the user has with strategy or project management. It will help in the creation of a good framework of the
activity, as this is of great importance for ything from objectives to sub t diah and thoughts, which will
improve both stakeholder invelvement, results, evaluation and project implementafion.

Success criteria

The success cntens of the activify are important because they zef a clear direction for the profect.
¥hen the project iz done and implemented, what tellz us thaf the project has been 3 success and how do we know?
White here which measurable criferia cleardy tell us that the project has made & difference and helped fulfill the purpose.

O Example: 80% of users find the kit easy to understand and use

O Example: The kit is practically applicable to any project and activity

O Example: Teams and management have a good overview of existing projects, as well as their status.
O Example: The kit is used on at least B0% of all projects in the organization

O Example: All projects that have used the kit have an evaluation or a set date for evaluation.

Deliverables

Real resulis

Inngvation processes and projects are often diffuse and convoluted. This only gefs worse when what you are working
towards iz intangible or unclear. Therefore, pou will do yourself a huge favor by making success criteris and core
delivaries very concrefe, fangible snd measurable.

Work packages are a greaf way to ensure this. Work packsges sre nafural divisions of diverse themes e.g. WPT: Project
management, WP2: communication, WP3: Rezearch and market dislogue WP4: Contract work and procurement, efc.
¥hen you divide the activily into work packages, you gef an ovenview of the specific delivenes and real rezulfz nesded
fo realize fhe success criteria, and the inferaction between defiveries.

Wiite which real producfs or deliveriez musf be completed for the succeszz criferia to be mef.

Consider how the deliveries support the success criferia, and how we can documenf that the delfverizs have been
compileted correctly fo ensure qualify.

O Example: One project kit in versatile and flexible format.
O Example: Open platform that gives everyone access to the kit without them being able to edit in the originals.
O Example: Everyone in the organization have been introduced to the kit

O Example: There are fived procedures for how and when the kit is used for all teams in the organization - both at
overview level and activity level.

O Example: The communication plan has been carried out in collaboration with the Communications Team

O Example: Documentation for sustainability or reduction og CO2-emmisions



Clear expectations

Budget & resources

Wite briefly what finances and resources are needed fo reslize the project. Everything from planning fo implementation
and eperation should be congidered. Also, think about how much time should be =et sside for the project and
zubzequent operation snd include those who are sffected by this.

Fill in the budget and enfer the Caze-ID here.

Project roles

Sponsor: Name (Director, manager, management or group of managers)
Sponsor: Name (Director, manager, execulive board or management group)

Developz and defermines the purpoze of the project snd enzures thaf the neceszzary rezources are allocated to the
project.

Approves the project's oversll delivery and finsnces, and changes of delimitation, objectives, efc.

Invalves polificians and foundafions in major changes.

Fomally closes the project.

Project owner: Name (Director, Section Manager, Deparimant Manager)
Develops proposails for the project's organization in collsboration with the project manager.
Enszure that the project agreement iz mainiained and that if supports strategies and policies and is responaible for the

budget.
I= the project mansger's spaming pariner and challenges the project manager fo work from the Citizens’ Center.
Involvesz the political level and relevant committeesz. Enzures cro ting invod ent in the project.

If there iz no Steering Commitfee, is fssks are handled by fhe Project Cwner

Steering group: Project owner, Project manager, Names of other steering group members (Director, Area
manager, Department manager, external partners)

Enzures a thread bef.
=ef azide for the project.
Enzurez pofifical invofvement snd contributes with coordination snd anchoring scross fhe organization.

Makes significant decizions, e.g. recommending fo the Sponsor if the framewar for the project iz to be changed.
Approves evaluations and handover of the project

the purpoze, the succeszs criferia snd the deffverizs, and that fime and rezources sre

Project manager: Name {Employse or team l=ader)

Haz the mansgerial responsibility for the project and that deliveries and success chiteria are reslized and evaluaied.
Prepares project and decision documents in colfaborafion with the project owner and the project members.

Enzures daily communication abouf the project and has ongoing confact with fhe project owner and, peszibly the
=sfeering group.

Involves and collaborafes with relevant actors and haz the managerial responsibility for the project.

Project members: Names (Employees, team leaders, external partners)

Performs project work, does analysis, conducts infendews, efc.

Creates 5 good and effective collsbaoration by following the agreed project plsn and regulary parficipates in project
meefing=.

Enzurez knowledge zharing in the project and k=eps the project mansger updsfad in relation to challenges / problems.
Enzurez ownerzhip and knowledge sharing about the project with colleagues.

Other roles

If there are other roles in the project, dezcribe them and their responszibilities here.

Advizory Board

Follow-up groug

Falificians or commitfees

Uszer panelz

Stakeholders

Wite here who iz involved in the activity and who efze iz affecfed Consider the following:
For whom i the project or activify interesting?
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Who should be informed about fhe project sfarft-up?
Are there others who can benefit from the acfivity or project?

Remember fo contact the Communications Team abouf how we can best reach fhe sfalkeholders and when.

Evaluation & Handover to operations

Handowver

Wifrte here how the end rezult iz expectad fo look like what the uzer getz snd getz fhe uzer out of i.

Evaluation

Wiite here how the project or activity i= fo be evalusfed. What iz it that we measzure thatf can fell us if the sctivity has had
the effect we wanfed?

Consider whether 8 zero point messurement should be made so0 we hawve something fo compare with when the project
or activity iz finished. If we do nof have dafs on (know anything about] how the situation iz before an activify, we have
nothing fo compare with when we are done. So we do nof really know if it has woreed.

Operation

Wifte to whom the project should be handed over to when if iz ready, when thiz should fake place, and what musf be
fulfilled before it iz handed owver.

List of careful considerations (deleted after use)

Consider what other internal or external resources we can get feedback from regarding economics, practice, law or
knowledge in the fisld?

Consider the risks involved in the project Where can it go wrong?
Where do we risk not having enough resources?
If the project fails, then what is the biggest factor that will contribute to this?

Whe did we not involve sufficiently in the process if the execution or implementation failed?



Never lose sight of the goal

Evaluation:

Drate: =
Casenr.:

Purpose

Transferred from the project sgreement

Success criteria

Trensferred from the project sgreement
O
O
O

Deliverables

Transferred from the project sgreement

o oo oaoano

Learnings about project, process and collaboration

Wiere the budgef and schedule met?

What went well / What worked?

What did not go well / What did mot work?

What could we hsve avoided?

What can we do befier in the fufura?

Were the overall gosls and success crfens i the progject clear fo everyone in fhe project group snd parfners?
Were tesks snd responsibilities clesr fo everyone in the project group snd parners?

Did the members of the project feam lve up fo their respective responsibilifies ?

What worked in interms! and exfemal communicstion snd what did nof work?

What could have been done differently duving the previous pioject phases fo improve resulfs?

Development opportunities

How can we get belfer with this knowledge?
How can we make others beffer with this knowledge?
What are the next sfeps proposed to be in the project?

Develapment Fund

Who showld do the ahove?

Risk and bottleneck matrix

Risks and bottlenecks Effect Likelihood Risk factor
Shovt deseniption Rate 1-3 Ratz 1-3 Effect x [keli.
Example nisks: Polifics! sgends changes 3 3 ]

A new composition in the oy councd can mesn st

Shovt descnption Rate 1-3 Ratz 1-3 Effect x kel
Example bottleneck: Tomado stomm hils Denmard 4 1 4

This can significantly affect the project it may highlight the
impartance of the supplier's desaiine thaf the production
peops fear for their daily wel-being.

The svaluation is handed over to the sfeering group so that they can decide what showld now
happen in the project and how the evaluation can be used to create learning and development in
the organization.

Project roles

Sponsor: Name (Director, manapger, executive board or managemsant group)

Ensures that the necessary resources are allocated to the project.

Involwes politicians and foundations in case of major changes.

Project owner: Name (Director, Area Mansger, Depantrment Manager)

If there is no stesning group, its tasks are handled by the Project Cwnsr

Steering group: Project owner, Project manager, Mame of other steering group members [Director, Area Manager,
Diepariment Manager, extemnal partners)

Decides what should now happen in the project and how the evaluation can be used o create lesming and development
in the organization.

Project manager: Name (Employes or team leader)

Prepares project and decision documents in collaboration with the project owner and the project members.

Ensures the daily communication about the project and has ongoing contact with the project owner and possibly the
steering group.

Other roles

If there are other roles in the project that are relevant in relafion to evaluation, describe them and their aress of
responsibility here.

Advisory Board

Follow-up group

Politicians or committzes
Uszr panels

Communication and next steps (To be completed by the Steering Committee.)

How can we get betfer from fhis knowledge?



Does the goal match the result? ==

Handover agreement
Date:

Case-nr.. Label:

The project and the responsibility for it are handed over on the basis of the information below.

Purpose

Transferred from the project agreement

Description of the result to be handed over

Whaf doasz the rezulf of the project look ke now?

¥haf iz the final resulf expected o lock fike. What does the uszer get?

How doeg the user benefif?

Whaf experiences does the user have with the result of the projeci?

Are there any ermores or omizzions that the recipient of the project should be aware of?

Deliverables

Transfarred from the project sgraemeant
(m]

oo oo

Recommendations for the further process

What milestones should we be aware of?
For example, deadlinez for political consideration or eventz.

Finance & Resources

Whaf does the tranafer budget look fike?
Whaf expenses are expected in the fufure?
How much fime iz expecied fo be spent from thiz point on?

Project roles

Sponsor: Mame (Director, manager, executive board or management group)
Formzlly closes the project.

Project owner: Name (Director, Ares Manager, Department Manager)

If there is no Steering Committee, its tasks are handled by the Project Ownar
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Steering group: Project owner, Project . Other ing group bers (Director, Area manager.
Depars it external

Ensures coordination and ancheoring across the organization.
Approves evalustions and transfers.

Project manager: Name (Employee or team leader)
Formally hands over the project result.
Recipient of transfer: Name (Employees, t2am lzaders, extemal pariners)

Takss responsibility for further implementation, operation, and maintenance of the result and has the budgetary
responsibility in the future.

Communication

Whaf must be communicated fo whom, how, when and for what purpoges in relation fo the fransfer?

Stakehclders

Who iz involved in the scfivity from thiz poinf on?

Who will benefit from being informed?

Wheo can be affected by the tranzfer?

Which key people iz important for the recipient of the project fo have contact information on?

Dilemmas and Risks

What dilemmas or problems can anze after handover and who can be contscted if they arize ?
What possible risks should be considered from this point on?

10
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« ARRR'’s approach to portfolio evaluation was very inspirational and
general discussions with Partner 6 - Municipality of Apeldoorn in
September 2019 helped us pinpoint the requirements for the early
drafts of the policy improvement tool.

« The GP of Partner 6 - Municipality of Apeldoorn’s yearly citizen
(costumer) satisfaction interviews also inspired the need for
establishing evaluation criteria in the project planning phase.

 This lesson was learned during the process of evaluating good
practices and failures, the stakeholder interviews along with the
subsequent workshops and meetings with the Smart Waste Partner 6 -
Municipality of Apeldoorn.

11
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Implementation steps me

 Mar - Aug 2022, Establishing processes in the organization that anchor
and implement the Project Kit for continuous use.

« Collaborate with other areas to implement better project and portfolio
management, and anchor usage of the project kit and supporting
tools throughout the organization.

+ Week 24 — workshop with Strategic Chief Forum

+ Week 25 — workshop with managers and project managers
throughout the municipality
« September 2022, Political approval of Waste Management Plan
* Oct 2022 — Jul 2023, Implementation of the new WMP and related

projects by using The Project Kit (including continuous improvements
to the Project Kit thanks to regular work with stakeholders).

12
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* Nov 2021 - Feb 2022: Six workshops for gathering feedback and
adapting the Project Kit

 Feb 2022: All managers in the department agree, that the Project Kit
will be used on the coming Waste Management Plan

 Feb 2022: The Project Kit was used to evaluate the current Waste
Management Plan, providing both insight and new actions points. This
Illustrated the simplicity and usefulness of the framework to the
management.

 Mar 2022: Got four departments in the municipality to agree upon a
common effort to implement better portfolio management and increase
focus on qualitative success criteria in order to strengthen the
foundation for the Project Kit on several levels in the organization.
This also has a potential to increase the legitimacy of the Project Kit as
a go to tool for projects throughout the organization.
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nk you!

https://www.interregeurope.eu/smartwaste/
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