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Nokia Networks ???
OK,  in a nutshell !

• Net sales EUR 5.6 billion, personnel  15 300 in 2003.

• Leading provider of mobile and IP network infrastructure to mobile operators and service 
providers.

• Leader in TETRA networks for public safety and security.

• World-class services for network deliveries, integration and support; end-to-end 
solutions for optimised network performance.
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PM way of thinking

Problem   Challenge    Opportunity   Advantage



4 © NOKIA  2004   DMS in NET Project Management  / Wilhelm Scheidel &  Sari Nevalainen

Infrastructure -> Multiple Sites
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Documentation in a project

Site Specific 
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Process 
Descriptions, 
Guidelines

Product 
specific 

Documentatio
n

Project 
Management 
documents

Subcontractor 
Invoices

Subcontractor 
Orders

Customer
Invoices

Customer 
Orders
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Problem

Once upon a time… somewhere in Austria
• 2000 we decided to close the Project office Vienna, Innsbruck and Graz.

• 2800 Folders for “implementation-only” sites and 320 Site from Turn Key project 

to be achieved … But HOW???
• Rent a storage room? or   Invest in Electronic documentation archive?

AND

• Price pressure on Implementation services has made us thinking, to pay our 
invoices faster, to get better prices from Partner companies-> invoice approval 
process to be improved. 

EQUALS

• E-based documentation & invoice approval tool was needed.

• We where looking for a faster process (25-35 days to 5-7 days).

• Online Site documentation approval process enables fast invoice approval.
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Problem

Cost of Site Folder in paper

61.800 €

50.000 €

4800 €

7.000 €
1000 foldersEstimated cost in Austria

Cost of 1000 site folders stored in paper format:

1 h per folder
50 €/h

Time spent on copying, 
archiving, delivering of 
each site folder

20 € / m² / month 
20 m² per year

Storage room

150 pages
7€ each folder

Paper copy of Site Folder
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Challenge

Project environment in Nokia Networks 1/3

Several parties working in 
the project.

⇒Real time Information 
sharing is key for fast 
decisions and less faults.

⇒One source of reliable 
information prevents 
misunderstanding and 
escalations

Subcntractor 3

Nokia

Customer

Subcontractor 1

Subcontarctor 2
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Challenge

Project environment in Nokia Networks 2/3

The customer company has 
separate projects in several 
countries.

⇒Customer and Nokia need
to follow up the progress on 
all of the cases.
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Challenge

Project environment in Nokia Networks 3/3

Project team members, 
specialists and management 
are geographically spread 
around the globe.

⇒Time zones and physical 
distance give challenges to 
information distribution.
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Challenge

Tracking project information in the past

Each project had their own 
databases and local 
configurations.
Own Documentation Manager 
with dedicated resources.

Problems:
⇒Maintenance costs
⇒Development costs
⇒No global visibility
⇒Competence transfer
⇒No sharing of best practises
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Opportunity

Tracking project information currently

All projects are using the same 
databases.

Benefits:
⇒Low maintenance costs
⇒Centralised development
⇒Global visibility
⇒Harmonised user interface
⇒Easy competence transfer
⇒Easy sharing of best practises
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Idea

Opportunity

Nokia Online Services (NOLS) is Nokia Networks’ extranet channel which provides easy 
and secure access to solution and product documentation, downloadable software, 

project management tools, online entry and tracking of Help Desk cases, online ordering, 
e-learning and collaboration tools for Nokia Networks Customers, Partners and other 

Associates.*
* Access to NOLS Services is dependant on your agreement with Nokia. 
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Opportunity

Documentation Center for product documents

Benefits:
• Short lead times
• Low management

and distribution costs
• Latest versions available
• Wide access
• Platform independent 

access
• Single access to all product

information
• Personal e-mail on new

or updated documentation
• Interactivity 

Earlier product documentation was delivered in paper 
format: average 30 000 sheets per library!
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Opportunity

Documentation Center for product documents
Features:
• Online browsing (XHTML)
• Quality print-outs (PDF) 
• Document downloading
• Advanced search methods
• Platform independent 

access
• Direct access to alarm and

counter information
• E-mail notifications
• News on documentation 

issues
• Web surveys
• Feedback channel

Pre-release documentation
Release documentation
Product documentation
Change documentation
Project specific documentation
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Internet

Site info Documentation

1 + 1 > 2

Customer

Structure

centralised 
databases

Invoice approval tool

Advantage

Rollout Management

Subcontractors

End-to-end
Process integration

between
project stakeholders

E-PM
https://www.online.nokia.com

R-O Plan ReportsT-Tool
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Advantage

E-PM is a collaboration platform which provides consolidated access to Nokia’s Project 
Management IT systems over the Internet. The access to the system can be shared 

between Nokia, customer and third parties (Partners). The visibility within the channel is 
based on each user’s profile
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Advantage

E-Project Management Overview
• Site Process management

• General site info
• Change management

• Site Log
• Additional Cost Management

• Time management
• Roll-out planning
• Milestone based progress tracking

• Communication management
• Project management and Site specific 

documentation
• Quality management

• Site quality
• Procurement management

• Order Triggering / Invoice approval
• Online reporting
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Advantage

PM Process Modules vs. IPM Suite Scope

Prepare ProjectPrepare Project

Prestudy ProjectPrestudy Project

Support Demand 
Creation

Support Demand 
Creation

Create Preliminary 
Project Plan

Create Preliminary 
Project Plan

Prepare Project
Prepare
Project 

Prestudy ProjectPrestudy

Prepare ProjectPrepare Project

Prestudy ProjectPrestudy Project

Support Demand 
Creation

Support Demand 
Creation

Create Preliminary 
Project Plan

Create Preliminary 
Project Plan

Prepare Project
Prepare
Project 

Prestudy ProjectPrestudy

Plan & Initiate 
Project

Plan & Initiate 
Project

Receive Project 
from Demand 
Creation

Receive Project 
from Demand 
Creation

Review Customer 
Contract

Review Customer 
Contract

S tart - up ProjectS tart - up Project

Create Project 
Plan

Create Project 
Plan

Plan & Initiate 
Project

Plan & Initiate
Project

Plan & Initiate 
Project

Plan & Initiate 
Project

Receive Project 
from Demand 
Creation

Receive Project 
from Demand 
Creation

Review Customer 
Contract

Review Customer 
Contract

S tart - up ProjectStart up Project

Create Project 
Plan

Create Project 
Plan

Plan & Initiate 
Project

Plan & Initiate
Project Transfer ProjectTransfer Project

Prepare Project 
Transfer

Prepare Project 
Transfer

Project Hand - overProject Hand over

Transfer Project
Transfer
ProjectTransfer ProjectTransfer Project

Prepare Project 
Transfer

Prepare Project 
Transfer

Project Hand - overProject Hand over

Transfer Project
Transfer
Project Close ProjectClose Project

Close Project with 
Customer

Close Project with 
Customer

Close ProjectClose Project

Close Project
Close
ProjectClose ProjectClose Project

Close Project with 
Customer

Close Project with 
Customer

Close ProjectClose Project

Close Project
Close
Project

Manage and 
Control Project
Manage and 

Control Project

Manage TimeManage Time

Manage Costs
Manage Costs

and Revenue

Manage QualityManage Quality

Manage Human 
ResourcesResources

CommunicationCommunication

Manage RisksManage Risks

Manage ProcurementManage Procurement

Manage Changes
and Coordination

Manage Changes
and Coordination

Manage Project ScopeManage Project Scope

Manage and 
Control Project

Manage and Control
Project

Manage Changes
and Coordination

Manage Customer 

Relationship

Manage TimeManage Site Process

Manage and 
Control Project
Manage and 

Control Project

Manage TimeManage Time

Manage CostsManage Costs
and Revenue

Manage QualityManage Quality

Manage Human 
Resources

Manage Human 
Resources

Communication
Manage 

Communication

Manage RisksManage Risks

Manage ProcurementManage Procurement

Manage Changes
and Coordination

Manage Changes
and Coordination

Manage Project ScopeManage Project Scope

Manage and 
Control Project

Manage and Control
Project

Manage Changes
and Coordination
Manage Customer 

Relationship

Manage TimeManage Site Process

• The set-up of IPM suite related concepts takes place during ‘Plan & 
Initiate Project’ 

• Clear focus given to ‘Manage & Control Project’ process

• System Support extended over eight ‘Knowledge Areas’:
• Manage Changes & Coordination
• Manage Time
• Manage Quality
• Manage Communication
• Manage Procurement 
• Manage Site Process
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Advantage

Document Management

• Document management in E-PM is 
divided into two areas: 

• Project documentation
• Site documentation

• The features include:
• Upload one or more documents
• View and download
• Version management
• Review and Approval
• Access right management
• Upload documents with e-mail
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Advantage

Time Management – Progress Tracking

• The progress of the work on 
site is tracked based on the 
Nokia Site Process milestones.

• The progress tracking is based 
on tracking the progress of the 
pre-defined sales/delivery 
packages.  

• The packages are in line with 
the delivery commitment 
defined in the delivery 
contract.
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Advantage

Time Management – Rollout Planning

• High volume roll-outs need to be 
managed more like 
manufacturing production, not 
like traditional projects.

• Planning is based on 
understanding lead-times for 
each phase of the site process 
and managing roll-out capacity 
and bottlenecks.

• Data sharing with progress 
tracking. 

• Centralised architecture.



23 © NOKIA  2004   DMS in NET Project Management  / Wilhelm Scheidel &  Sari Nevalainen

Advantage

Online Project Management reporting
• IPM suite provides following standard visibility to covered services:

• Site Process management

• Rollout metrics

• Time management

• Cumulative milestone progress reporting

• Project milestone leadtimes

• Project delivery leadtimes 

• Rollout planning accuracy

• Quality management 

• Subcontracted service quality

• Site quality index



24 © NOKIA  2004   DMS in NET Project Management  / Wilhelm Scheidel &  Sari Nevalainen

Advantage

Quality Management – Site Quality

• Site Quality in E-PM is divided 
into two parts:

• Site Deficiency Tracking
• Site Quality Assessment

• Output of Site Quality in E-PM: 
The project and its stakeholders 
can obtain quality status towards 
individual site, project 
zone/region and subcontractor(s) 
service performance. 
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Advantage

Process for a site document 1/2

Customer 
approves the 
document

Subcontractor performs 
work on site and prepares 
a document

Nokia checks 
the document

Approve
document

Review & add docs
Send for approval

Add
document

Draft In Approval Approved
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Advantage

Process for a site document 2/2

Nokia sends 
invoice to 
Customer

Subcontractor issues 
invoice

Nokia checks 
and approves 
invoice

Add 
Document

Approval and 
Payment trigger

Add
document

Restricted mode:
invoice

Invioce
approval invoice
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Advantage

Milestone Based Reporting
Sample reports:
• Cumulative progress (graphs):

• Quality reports

• Cumulative progress (tabular):

• Process Metrics reports (CLT/TILT)
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Challenges ahead
• local requirements are hard to implement in a global system.

⇒ Difficult to develop a tool that satisfies everybody. “one fits all?”

• Centralised databases affect the service performance.
⇒ Distant countries suffer from slow connection.

• Not all customer accept electronic approval of documents.
⇒ Signed paper documents must be scanned into the system.

• Back end systems are not sufficiently interlinked.
⇒ Still some manual work needed when tracking the documents.
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Learning's
• + Online Project Management with integrated Documentation Management has 

increased efficiency, flexibility and customer satisfaction.

• + Partner Companies see synergies by using same interface for all different Projects 
worldwide.

• ! Documentation Process has to be very well defined in the very beginning of the 
Project.

• ! Access speed is key for the stakeholder to buy in.

• ! No parallel Databases or Excel™ sheets “needed” -> Export functionality is 
important

• ! Top Management (Customer & Nokia) commitment for DMS is the first and most 
important step.

• ! “Start now with DMS and get the benefits in future” is a true statement! 

• ? From a Problem to a competitive advantage within 3 Years; 
Is this really fast enough ?



30 © NOKIA  2004   
Copies of parts or whole document or other ways of duplication are not permitted

Thank you for your 
attention

Wilhelm Scheidel, PMP
&

Sari Nevalainen
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