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National foreword

This British Standard is the official English language version of
EN 13290-4:2001.

The UK participation in its preparation was entrusted to Technical Committee
ACE/68, Space systems and operations, which has the responsibility to:

— aid enquirers to understand the text;

—  present to the responsible European committee any enquiries on the
interpretation, or proposals for change, and keep the UK interests
informed,;

— monitor related international and European developments and
promulgate them in the UK.

A list of organizations represented on this committee can be obtained on
request to its secretary.

Cross-references

The British Standards which implement international or European
publications referred to in this document may be found in the BSI Standards
Catalogue under the section entitled “International Standards Correspondence
Index”, or by using the “Find” facility of the BSI Standards Electronic
Catalogue.

A British Standard does not purport to include all the necessary provisions of
a contract. Users of British Standards are responsible for their correct
application.
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from legal obligations.
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Foreword
This European Standard has been prepared by CMC.

This European Standard shall be given the status of a national standard, either by publication of an
identical text or by endorsement, at the latest by November 2001, and conflicting national standards
shall be withdrawn at the latest by November 2001.

It is based on a previous version' prepared by the ECSS Management Standards Working Group, reviewed
by the ECSS Technical Panel and approved by the ECSS Steering Board. The European Cooperation for
Space Standardization (ECSS) is a cooperative effort of the European Space Agency, National Space
Agencies and European industry associations for the purpose of developing and maintaining common
standards.

This Standard is one of the series of space standards intended to be applied together for the
management, engineering and product assurance in space projects and applications.

Requirements in this Standard are defined in terms of what shall be accomplished, rather than in terms
of how to organize and perform the necessary work. This allows existing organizational structures and
methods to be applied where they are effective, and for the structures and methods to evolve as
necessary without rewriting the standards.

The formulation of this Standard takes into account the existing EN 1SO 9000 family of documents.

EN 13290 Space project management - General requirements is published in seven parts:

. Part 1: Policy and principles
. Part 2: Project breakdown structure
. Part 3: Project organization

o Part 4: Project phasing and planning

o Part 5: Configuration management
o Part 6: Information / Documentation management
o Part 7: Cost and schedule management

According to the CEN/CENELEC Internal Regulations, the national standards organizations of the
following countries are bound to implement this European Standard: Austria, Belgium, Czech Republic,
Denmark, Finland, France, Germany, Greece, Iceland, Ireland, Italy, Luxembourg, Netherlands, Norway,
Portugal, Spain, Sweden, Switzerland and the United Kingdom.

Introduction
The objective of project phasing and planning is to define what shall be done and when it shall be done.

Project phasing and planning helps to minimize, during the life cycle of the project, the technical,
scheduling and economic risks.

The activities required to build the system are defined and grouped into "phases” and this process is
called "project phasing”.

Y ECSS-M-30A
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Each phase has characteristic activities and results in successive baselines of the system or the
products. The duration of and resources for each activity are estimated and their dependencies are
scheduled using this information. This is called "project planning”.

The customer decides on the authorization of the next phase by formal review and hence controls the
progress of the project.

1 Scope

The present Standard, "Project phasing and planning”, is a part 4 of EN 13290 space project management
- General requirements.

Its purpose is to define the principles and requirements to be observed during the management of the
project phasing and planning.

Each requirement and its purpose is described together with the expected output.

The requirements specified herein apply to and affect the customer and supplier at all levels, when the
capability to design and supply conforming product needs to be demonstrated.

This project phasing and planning Standard covers all the phases of the project.

When viewed from the perspective of a specific project context, the requirements defined in this
standard should be tailored to match the genuine requirements of a particular profile and circumstances
of a project.

NOTE Tailoring is a process by which individual requirements of specifications, standards and related
documents are evaluated and made applicable to a specific project by selection, and in some
exceptional cases, modification of existing or addition of new requirements.

2 Normative references

This European Standard incorporates by dated or undated reference, provisions from other publications.
These normative references are cited at the appropriate places in the text and the publications are
listed hereafter. For dated references, subsequent amendments to or revisions of any of these
publications apply to this European Standard only when incorporated in it by amendment or revision. For
undated references the latest edition of the publication referred to applies (including amendments).

EN 13701, Space systems - Glossary of terms

EN 13290-1, Space project management - General requirements - Part 1: Policy and principles

EN 13290-2, Space project management - General requirements - Part 2: Project breakdown structures
EN 13290-5, Space project management - General requirements - Part 5: Configuration management

EN 13290-6, Space project management - General requirements - Part 6: Information/ documentation
management
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For the purpose of this European Standard, the terms and definitions given in EN 13701 and the

following apply.

3.1.1

document release

action to confirm that the information which is contained in the document may be circulated and used

within a project

NOTE The authority releasing a document formalizes this action by a traceable means (e.g. physical or

electronic).
[EN 13290-6]

3.1.2

production master file
a set of documents containing all data necessary for manufacturing and inspection purposes

NOTE

3.2

The following abbreviated terms are defined and used within this European Standard.

Abbreviation

AR

CDR

DJF

EIDP

FRR

ICD

ILS

LRR

PDR

PRR

It includes the following :

— parts lists and process sheets,
— specific and non-specific tool lists,
— ordering documents, and

— inspecting procedures and records.

Abbreviated terms

Meaning
acceptance review
critical design review
design justification file
end item data package
flight readiness review
interface control document
integrated logistic support
launch readiness review
preliminary design review

preliminary requirements review

Full document details: BS EN 13290-4:2001
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QR qualification review
TS technical specification
SRR system requirements review

4 Fundamentals of project phasing and planning

4.1 Basic principles
In general terms, all projects can be broken down into phases.

Each phase is designed to advance the system or product from one baseline to another after successful
completion of its characteristic activities.

During these phases, mostly at the end of them, project reviews are planned as milestones in the
project phasing.

Each review is a critical examination performed by a team not directly responsible for the activities
covered by the review.

Reviews aim at helping to:

. assess the validity of output elements in relation to the requirements or the predictions;

. decide on when to start the next phase.

The sequence of activities on a system or a product, and their links, form a typical life cycle (Figure 1).
The sequence of reviews starts at the highest level for requirements and definition (PRR, SRR, PDR) and

at the lowest levels for justification and verification (CDR, QR, AR).

Partitioning the project into phases is a major contribution in the overall risk management.

4.2 Sequence of activities on a system (or a product)
A system or product is a result of a sequence of activities which is determined by the project phasing.
Generally, the following successive activities appear in a project:

. The "mission/function activities” which correspond to the specification of the required mission
and functions. These activities are formally closed by the preliminary requirements review (PRR),
which identifies the feasibility status and leads to the functional configuration baseline. This
state is called "functional state”.

o The "requirements activities” during which the requirements for the system, its elements and the
interfaces of the project are identified and evaluated.

These activities are formally closed by a preliminary design review (PDR), which leads to the
development configuration baseline of the system or product, with establishment of verifiable
requirements. This state is called "specified state”.

. The "definition and justification activities” which start after the system requirements review
(SRR) at which the system specification has been approved. These activities are determined by a
set of data enabling identification of the system or product, to allow it to be developed,
produced, employed and maintained.
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AR = acceptance review
CDR = critical design review
FRR = flight readiness review
MDR = mission definition review
ORR = operational readiness review
PDR = preliminary design review
PRR = preliminary requirements review
QR = qualification review
SRR = system requirements review
WBS = work breakdown structure

Figure 1 — Typical project life cycle
e The "disposal activities"
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The justification of this state of design, in the form of analyses, trade-offs or design reports,
constitutes an important element of the documented project progress.

These activities are closed by the critical design review (CDR), which leads to the detailed
definition of the products and their interfaces. The output of the CDR consists in the production
configuration baseline of the product ready for production. This state is called "defined state".

o The "verification activities” including qualification: These activities, beginning after the
development configuration baseline, involve the definition of the set-up, test and qualification
conditions and initializing the methods and means of production and verification.

Verification is not limited to qualification only but it can also involve development model testing
at all the levels and includes analyses.

The qualification process involves all the tasks contributing to prove, through theoretical and
experimental justifications, that the "as defined” product meets the specified requirement and is
producible.

The qualification process also qualifies the production methods and means.

These activities are closed by a qualification review (QR), which leads to the "qualified state” of
the system or product.

. The "production activities”

The production begins after the critical design review (CDR). Production includes all the tasks
enabling manufacturing and verification of the products intended for delivery to users.

The as-built status and test results are documented for each specimen and during an acceptance
review (AR), the customer recognizes that the specimen of the completed product conforms to its
configuration baseline. This state is called "accepted state”.

. The "utilization activities”

These activities correspond to each of the different specimens of the system or product in
service, operated and maintained by the user, who manages the logbooks of the different
specimens.

During these utilization activities, the product can evolve under different living state
configurations.

For launchers and complex satellite projects, flight readiness reviews (FRR) and operational
readiness reviews (ORR) take place before launch and at the beginning of these utilization
activities. Also, for long production programmes, inflight qualification is often decided.

These activities cover all the elements from the end of life until final disposal of the product.

4.3  Project phases
4.3.1 General

The planning of a project is structured into sequential phases. The start of a phase is generally subject
to the passing of a milestone, usually occurring after a specific review.

Although each phase is a part of a sequential logic, the start of the next phase can be decided upon
before all the tasks of the current phase are fully completed. In this case, induced risks are clearly
identified.
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The overlapping of the activities of different phases does not prevent responsibility for the phases from
being assigned to different lead actors.

The model philosophy is defined as early as possible with respect to project phasing and planning,
taking into account available resources and technological risks.

Usually a project is broken down into seven major phases.

4.3.2

Phase 0: Mission analysis/needs identification

This phase concerns the needs identification and the mission analysis and results in the following:

identification and characterization of the intended mission;

expression in terms of needs, expected performance and dependability and safety goals of the
mission;

assessment of operating constraints, in particular with regard to the physical and operational
environment;

identification of possible system concepts, with emphasis on the degree of innovation and any
critical aspect. The data obtained from currently active programmes are used as a source of
feedback;

preliminary assessment of project management data (e.g. organization, costs and schedules).

The above analysis results in the phase 0 documentation (e.g. mission specification).

At the end of the phase 0, a mission definition review can take place.

4.3.3

Phase A: Feasibility

The feasibility phase (phase A) results in finalizing the expression of needs expressed in phase 0 and
proposing solutions meeting the perceived needs.

In this phase the needs expressed in phase 0 are refined, and the process of responding to the needs is
started by:

quantifying and characterizing their critical elements (for technical and economic suitability);
establishing the function tree;

exploring the various possible system concepts, by modelling to determine possibilities,
characteristics or the criticality of certain elements;

comparing these concepts against the needs, to determine levels of uncertainty and risks;
estimating the technical and industrial feasibility;

identifying, for each possible system concept, the constraints relating to costs, schedules,
organization, utilization (operations, implementation, maintenance), production and disposal, as
well as the estimated margins in relation to the targets.

Accordingly, the following are performed:

analysis at system level of new products and critical elements;

use of feedback data from previous projects;
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