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Abstract: 
Project management methodology is of great importance because it defines a way of keep-
ing the project to its successful completion. There are many methods developed based on 
different theoretical assumptions. Each of the methods has been developed on the basis of 
the specific needs of the system in which it is used and it cannot be unambiguously mapped 
to another system. The proposed methodology is developed based on the specific needs of 
project management of software development at the National Bank of Serbia. The proposed 
solution in large measure can be used in other central banks as well as commercial banks.
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INTRODUCTION

Project management methodology de� nes all the ac-
tivities that need to be implemented to manage the project 
from the start to the � nish. It describes in detail each step 
in the life cycle of the project. 

� e methodology of project management of so� ware 
development at National Bank of Serbia was de� ned ac-
cording to the speci� c needs of the Bank, according to the 
type and size of projects that are being developed as well as 
to the number of projects simultaneously.

� e project was time limited, one-time activity, which 
is clearly de� ned: 

 ◆ speci� c goals, 
 ◆ start date, 
 ◆ end date, 
 ◆ conditions under which it is implemented, 
 ◆ assigned responsibilities, 
 ◆ budget 
 ◆ schedule 

which involves more interested businesses.
 ◆ Initialization 
 ◆ Planning 
 ◆ Development (execution and control) 
 ◆ Closing

� e methodology of project management of so� ware 
development provides the framework for all tasks, proce-

dures and reports required to be implemented throughout 
the project, and ensures that development projects be con-
sistent and aligned with the best international practices [1].

INITIALIZATION

Each project begins with an idea to develop a product, 
service, or implementing a desired activity.

At this stage, to determine the nature and scope of the 
project, de� ne the basic information about the project, to 
design and objectives to be achieved. � is is the phase in 
which performs a rough estimate of the time required for 
the project.

In this phase, implemented the following activities:

The proposal for the project

� e proposal for the project, usually comes from the 
business functions of the Bank.

As part of these activities are de� ned:
 ◆ Reasons for the project;
 ◆ Project objectives to be achieved;
 ◆ Vision development project.

� e proposal for the project may come from IT when 
it comes to signi� cant changes in technology, or when it 
is determined to be able to implement a new technology 
or business functionality (business intelligence, data ware-
house...) 
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Description of business functionality

Description of the business functionality of the activ-
ity in which you describe in detail the business processes. 
Most o� en it is a business process that:

 ◆ Provide the necessary processing information;
 ◆ Ensure that the required services are e� ective or 

introduce new services;
 ◆ Reduce costs.

Do a detailed description of the business functional-
ity is mostly there through a series of meetings. Another 
way is to user selectable detailed business requirement in 
which the smallest detail to the description of business 
functions [2].

FEASIBILITY STUDY (FOR STRATEGIC PROJECTS)

For strategic projects is always recommended doing a 
feasibility study, to clearly recognize that it is more pro� t-
able for the Bank to the project of so� ware development 
work or to buy the � nished product. � ese studies always 
start from the current situation, de� ne the desired state, 
and all the necessary steps from the current to the desired 
state.

Scope of the project

� e scope of the project which de� nes all the business 
activities to be implemented during the project. � e scope 
of the project de� nes what activities are part of the project 
and what parts are not the part of the project. 

Job description of each team member

Already in the initialization phase is required, roughly, 
to determine what types of jobs will run the project team 
members. For larger projects (over 10 team members), 
the practice is to create a table containing detailed job 
descriptions for all team members, the manner in which 
these activities are adjusted and how and who co-ordi-
nates. Job descriptions for all team members are also part 
of the project plan.

Report on project status

It is common to management reporting on project sta-
tus weekly. For leadership is important to keep up to date 
with the activities that were implemented and the overall 
progress of the project. 

Reporting on the status of the project is an integral 
part of the communication process.

Report on the activities realized within the 
initialization phase

At the end of the initialization phase, the project man-
ager can write a report on all the activities that have been 

implemented at this stage. � is report is mainly created if 
at this stage there were no major problems, in which case 
describes how the problems are solved and makes a list of 
all the (previously identi� ed) critical points [3].

PLANNING

� e planning phase is the most important phase in the 
process of project management [4].

� e objective of this phase is to:
 ◆ More clearly de� ne the scope of the project
 ◆ Establish a precise plan costs
 ◆ De� nes the planned outputs of the project and their 

dates
 ◆ Establish the organization of the project
 ◆ Provide the necessary approvals management
 ◆ Provide a framework for project management re-

view and control.
Basic processes, which at this stage must be carried out 

are:
 ◆ Estimate the size of the project
 ◆ Evaluation of the technical scope of the project (the 

necessary hardware, so� ware and services)
 ◆ Estimate the resources needed
 ◆ Creating a plan
 ◆ Identi� cation and assessment of risks

Project plan

Project plan is a mandatory document in the planning 
phase of the project, in fact, describes the strategy of de-
velopment of the project. 

Project plan must be formally approved and on the 
guide and in the implementation phase, a signi� cant ele-
ment of control of the project. 

Resource plan

Plan resources used to identify all the resources that 
are needed to make the project � nished. When identifying 
needs, then it is possible to de� ne a resource plan. 

The Financial plan

For strategic projects, for which there is no prede� ned 
budget, makes the � nancial plan. � e � nancial plan ena-
bles you to compare the budget with costs. To implement 
this project “within budget” it is necessary that all output 
� les are created so that the total cost does not exceed the 
allocated budget.

� e � nancial plan for the project is created in such a 
way as to de� ne in detail all the items on both the revenue 
and expenditure side.

� e � nancial plan helps you de� ne:
Monitoring the implementation of the project budget 

is extremely important. � e � nancial plan helps you re-
alize the objectives of the project within the designated 
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funds. For the project manager is to create a � nancial plan 
is one of the most critical tasks.

Quality control plan

Plan project quality means to de� ne the level of qual-
ity project that will provide such output statements, or 
products that will the best ensure that the project is imple-
mented in accordance with the requirements of the user.

In order to achieve the desired quality of the project, 
it is necessary to pre-determine the activity of the quality 
control of the project.

Quality Planning is an important part of every project. 
Plan quality enables to set up a set of control points in 
order to control and to de� ne requirements for quality 
control. 

In this way, the user is veri� ed, with a high degree of 
certainty that the project will be successfully implemented.

� e plan de� nes the quality control at the beginning of 
the project manager and project controller quality.

Risk management plan

Risk management plan helps identify risks and mini-
mize the impact of identi� ed risks.

� is plan de� nes all the activities that need to be taken 
to avoid or minimize the risk. In this way it is possible to 
e� ectively control and monitor risks, thereby increasing 
the likelihood that the project is completed successfully.

Risk management plan helps to:
 ◆ Identify the risks
 ◆ Set priorities and the level of risk
 ◆ Determine the probability of occurrence of risk
 ◆ Determine the impact that will have on the project 

risk
Risk Management Plan to use:

 ◆ identify preventive measures to forestall the risk 
 ◆ prepare a list of actions to be taken if the risk is, 

however, demonstrate 
 ◆ plan activities in real-time 
 ◆ We monitor the status of each risk, for the entire 

duration of the project. 
Creating a risk management plan is one of the criti-

cal steps in the development of the project. Creating this 
plan helps reduce the probability of the risk occurrence 
happens.

 Risk Management Plan helps anticipate risks, to iden-
tify actions to prevent and reduce the impact on the pro-
ject if the risk event, however, happen. Under this plan, it 
is necessary to list all the risks that it is possible to predict, 
their priorities, preventive actions and activities to mini-
mize the impact of risk occurrence, and the ways in which 
risk will be monitored phenomena. 

� e risk management plan is used each time the pro-
ject manager estimates that there are risks that may a� ect 
the success of the project. For example, at the beginning 
of the project, it is necessary to record all the risks that 

may occur during the project. It should be permanent, ac-
cording to plan, control all risk in order to ensure that risk 
is avoided, or minimized, the fastest, possible, way. Risk 
management plan is an integral part of the project plan.

Plan acceptance of the project

� is program helps users to be sure that they accept all 
output products.

Creating a Plan for acceptance (or acceptance test plan 
for the project) is an important part of every project. � is 
plan de� nes the conditions under which the user will � nd 
that the project is successfully implemented in accordance 
with business process.

Acceptance of the plan should include:
 ◆ A list of all parameters that are important for the 

acceptance of the project
 ◆ A list of all criteria
 ◆ Establishment of standards that need to be respect-

ed
Acceptance of the plan is designed so as to:

 ◆ Identify and adopt testing methods
 ◆ Determine the users who will participate in the 

process of accepting
 ◆ De� nes a schedule for admission (for complex pro-

jects)
Acceptance of the plan is a schedule of activities to be 

implemented in consultation with users, to be clearly de-
� ned acceptance criteria, and that the project was in line 
with expectations. � is plan de� nes precisely, for all par-
ticipants involved in the project, how should it look like 
the output products that result from the project.

Plan acceptance is generally created for complex pro-
jects. When the user is expected to formally approve the 
results of the project, especially if the project was imple-
mented in several phases (and each is a prerequisite for 
the next stage), then the plan is essential. Even for simpler 
projects, this document clearly de� nes what the user will 
get. � e decision about whether to be created this docu-
ment provides the project manager.

Communications plan

Communications Plan (or plans communication) de-
� ne the best way that you can convey the right message to 
the right people at the right time. As part of the communi-
cation plan describes the objectives of the plan are deter-
mined by the participants in the communication process, 
communication strategies, activities and time frame in 
which the process of communication, which is de� ned by 
the plan, to be implemented. De� ning the communica-
tion plan is the best way to achieve that all participants 
be well-informed and to send a consistent message to all 
interested parties.

Planning means of communication is an important 
part of any business process. Communications Plan en-
sures that all participants in business process are properly 
and timely informed.
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� e plan de� nes the communication time plans for all 
signi� cant events (introductory meeting, presentations 
and other meetings, the � nal meeting, etc.)

Communication plan should include:
 ◆ A list of all participants of the project and a list of 

information they need
 ◆ Identi� ed all the important events, for the duration 

of the project
 ◆ De� ning events frequency (for example, meeting 

the team members once a week, management re-
porting every � rst of the month, etc.)

 ◆ Allocation of necessary resources
 ◆ Timelines maintenance of signi� cant events

By means of the communication plan is also possible:
 ◆ Keep track of all the important events
 ◆ Get feedback
 ◆ Improve the communication process

Communications Plan is necessarily true when a large 
number of members of the project team when the team 
members from di� erent organizational units, where there 
are participants in team who are not employed in work 
organization, then it is simply necessary to have formally 
de� ned communication plan. Clearly de� ned commu-
nication plan is essential for good project organization. 
At the same time, it is also a critical point of the project 
because it is the only way to ensure that everyone, and us-
ers, and indirectly, members of the development team, on 
time and fully informed about the progress of the project. 
� e best moment for de� ning a dra�  communication plan 
is during the very beginning of the project. Communica-
tion plan is an integral part of the project plan.

Report on the activities implemented within the 
planning phase

� ese statements are made in writing to the strategic, 
long-term and complex projects.

Report on the activities that are carried out in the plan-
ning phase is complete at the end of the planning phase. 
When this report is approved by the competent manager 
may be looking at the next phase (phase of implementa-
tion). � is report describes the risks and problems that 
have emerged in this stage, and the manner of their reso-
lution (reductionism, to overcome). [5] In this report 
shows:

 ◆ Whether the project is implemented on schedule 
and within budget

 ◆ Are there any output document (project) and are 
approved

 ◆ Whether the risk is analyzed and whether it is un-
der control

 ◆ Are the problems solved
� e report helps to:

 ◆ document the results of the project phases
 ◆ Clearly see the progress of the project (and to show 

the sponsor)
 ◆ List all the risks and impacts
 ◆ It is noted that all activities carried out on time

 ◆ Obtained approval for continuation of the project 
(next phase).

For projects that do not fall within the strategic, long-
term or complex, the activities carried out in this project 
phase can be described by a competent manager of the orally.

REALISATION

Time management

� e best way to see if it is implemented as expected to 
follow the ratio of the planned and actual time spent for 
the implementation of planned activities. � e process of 
time management allows us to, for each task (job), we see 
that there is (was) completed on time. To make the pro-
cess of time management implemented, it is necessary to 
record all the time that participants spent on the project 
for the implementation of tasks.

� e process of time management helps identify and re-
solve problems that arose because of inadequate schedule, 
and all the time we have an updated schedule.

In order for this to be realized it is necessary:
 ◆ Record all necessary steps to manage the time dur-

ing the project
 ◆ Describe the roles and responsibilities of all mem-

bers of the project team and the time needed for 
implementation

Form for recording time is required to accurately re-
cord the time they spent engaged in the project in execut-
ing tasks (jobs). You need to � ll in this form in all cases 
where we want to have an accurate record of the time that 
is needed to realize the project.

Filling in the form helps to:
 ◆ Supervise and control the time employees working 

on tasks that are de� ned in the project plan
 ◆ Record all activities done
 ◆ Timely identify and solve all the problems related 

to time schedule
 ◆ Clearly see if the project is implemented on time
 ◆ Assists in planning time for implementation of cer-

tain phases of future projects
Time plan is an integral part of the project plan, and 

within the time schedule keep the records and time spent.

Cost management and cost accounting

Cost management is described in the document 
“Guidelines for the management of costs.” 

Under the instruction is de� ned and tables for moni-
toring costs. 

Monitoring of project costs helps, for projects that 
have a � xed budget, stay within budget and to all the other 
projects that we know the material value of the realized 
projects. 

Cost monitoring enables: 
 ◆ Creating a report on all costs 
 ◆ Identi� cation of costs by di� erent criteria (in phas-

es, tasks, team members, types of costs)
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Quality management and quality reporting

Quality management project is a set of procedures to 
ensure that the output of the project completely � lled in 
(prede� ned) user requirements.

� e process of quality management of project include:
 ◆ De� ne a set of objectives that the project team is 

expected to reach in order to increase the quality of
 ◆ De� ne a set of measurable goals
 ◆ Activities on the measurement of quality
 ◆ Identi� cation of possible improvements
 ◆ Complete coverage of the quality level of the whole 

project
Report on the quality of the work so that it can show 

that you have achieved the goals that you have good con-
trol standards in place, to rank the quality of output, to 
identify deviations from the quality and enumerate the 
necessary improvements. � is report may also show 
whether all procedures in the � eld of quality monitoring 
respected and to facilitate the monitoring and control of 
all products and services.

Report on quality is created if one wants to get a clear 
picture of the quality of the project and the quality of work 
of the project team.

Output documents

Output document, which arise as a result of the pro-
ject, the documents that are in the planning phase of the 
project is de� ned as a mandatory document that team 
members must complete. � ese documents are for the du-
ration of the project (project life cycle) is always available 
to the sponsor of the project. Output document a� ecting 
the process of improving project management, process 
improvement of existing or introduction of new docu-
ments could a� ect the greater � exibility of resources, the 
establishment of best practices in project development, 
word � ll these documents enable complete control over 
the project.

� e practice is that the registry document output form 
only for extremely complicated and complex projects. A 
registry of document output, it is possible to monitor the 
progress of the project and monitor the quality of the pro-
ject. Recording the current status of the output document, 
project team members can monitor and control the level 
of quality achieved 

In this registry writes:
 ◆ Current status of output documents
 ◆ Target quality documents
 ◆ Quality criteria that we want to satisfy

The process of change management

Changes may occur at each stage of the life cycle of 
the project. � e changes are due to changes in business 
processes, changes in work organization or organizational 
structure, due to the changed legislation and for a number 
of objective and subjective reasons.

� e process of change management consists of a set of 
procedures that assist the project team to e� ectively con-
trol change. It is well known that we cannot, in the course 
of the project, to prevent the existence of changes in the 
project. � e process of change management is de� ned 
as follow changes to control the e� ects of these changes, 
both on the development of the project and the business 
process.

When you de� ne a change management process, in 
fact:

 ◆ Identi� es the request for change
 ◆ Con� rms that change is possible to perform
 ◆ Controls the way of implementing changes
 ◆ Control method for approving changes to the pro-

ject
Part of the process of change management is:

 ◆ Providing the necessary forms for tracking changes
 ◆ a detailed description of each step in the change 

process
 ◆ Flowchart change (can be turned on to more com-

plicated changes)
 ◆ De� ning the responsibility for the implementation 

of changes
 ◆ Description of changes and approval process 

(change)
An e� ective process change management is a key func-

tion of any project team. Speed   accepting the change af-
fects the team’s ability to respond to requests, which di-
rectly a� ects the cost of the project and during the project.

Create a form request for amendment, allows the pro-
ject team to document all the changes and the manner of 
their implementation. � e basic elements of the request 
for change is recorded in the registry changes.

Using the form of requests for changes are:
 ◆ Formal written all requests for change
 ◆ Identify all business requirements have caused (re-

quest for) change
 ◆ Analyze all costs and bene� ts in the event that the 

request is granted
 ◆ Describe the impact of changes
 ◆ rank the urgency (acceptance of change)
 ◆ Implemented a process of formal approval of 

changes
 ◆ Monitor the e� ects of implemented changes

Of change in the stored information about the changes:
 ◆ Nature of change (intrinsic or visual)
 ◆ � e impact of changes on project and business pro-

cess
 ◆ Who approved the change (and when)
 ◆ Timetable of implementation changes
 ◆ Current status of all changes

The process of risk management

� is process describes all the necessary steps to be tak-
en to identify, control and monitor risks. In this process 
it is possible to de� ne risk as any event in the future that 
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may prevent the project team to achieve the set goals. � is 
process enables the identi� cation of risks, quantifying the 
impact of the risk, and taking steps to avoid risk or reduce 
its impact.

When de� ning the process and the implementation of 
risk management in a project, you can monitor and con-
trol risks and avoid all the unknowns.

Work is project manager to decide whether this pro-
cess will be implemented during the project development.

� e required forms for the process of risk management 
is a form of risk assessment and risk register.

Form of risk assessment helps manage risk and to risk 
analysis division, with all team members. As part of the 
form describes activities that must be taken to avoid or 
minimize the risk. � is enables risk mitigation in the fast-
est way possible. � e form includes:

 ◆ Who is the identi� ed risk
 ◆ � e nature of the risk and who may be a� ected
 ◆ Probability of occurrence
 ◆ Impact on project

But it can also be used to:
 ◆ De� nes the list of preventive activities
 ◆ Identify activities that can reduce the impact of risk
 ◆ Create and approve the review of activities in order 

to reduce
 ◆ Monitor and control the risk, 
 ◆ Risk register is used in the monitoring of all risks 

(business process or project). � is Registry records:
 ◆ Type of risk (reputational, � nancial, operational), 

who identi� ed him and how it a� ects business pro-
cess

 ◆ Probability of occurrence and potential impact
 ◆ Priority, based on the impact on business processes
 ◆ Activities to be undertaken preventive

When you de� ne and use a risk register, it is possible 
to e� ectively monitor and control risks, identify actions 
that have been taken to avoid or reduce risks and report, 
at any time, on the status of risk.

The process of managing the problem

Management problem is a set of procedures that help 
solving the problem as soon as it is detected. It is common 
to, for the duration of the project, problems occur. � ere-
fore, it is customary to record problems and to identify the 
actions that have been taken solve the problem. As part of 
the management of the problem is required to predict and 
approval of planned actions.

In the process of managing the problem of de� ning the 
two documents: Form for recording problems and regis-
try problems.

If project establish such a register, then it is possible, at 
any time, inform the management about all the problems 
and possible impact that occurred during the life of the 
project.

The process of communication

One of the most important processes in the project. In 
the planning phase of the project is described in the plan-
ning process of communication. � e process of commu-
nication should be a continuation of the planning process 
communication. � is process helps us to timely notify all 
interested parties on all essential aspects of the project.

� is process is de� ned when we want communications 
between participants in the project, for the duration of a 
project, to be formalized. A way of formalizing the com-
munication does not eliminate informal means of com-
munication of the team members.

Testing, the process of acceptance and form of 
acceptance of the project

Acceptance of the project is de� ned by a series of steps 
that need to be implemented to make users � ll out and 
sign the form of acceptance of the project. Before that 
testing, is conducted how users � ll in a form on the user 
performance test. Project Manager determines when and 
under what conditions will be carried out testing. Test 
plan is a mandatory document that is created at the end 
of the implementation phase.

A� er � lling out the form on testing, users should re-
view (again) all output � les from the project and to agree 
that this is what their business application.

Project status report

Report on the status of the project is essential that all 
team members and customers were informed of what the 
status of the project. 

� is report is very important for the leadership. It is 
clear that if the project is progressing according to pre-
de� ned and approved, the plan. Creating such a report is 
another element of insurance success of the project. 

As part of the report on the status of the project can 
be de� ned as the activities carried out in the implementa-
tion phase of the project. If the project is implemented as 
planned, then this report has all the elements of a report 
that was created in the planning phase.

CLOSING

Phase closure is the fourth and last phase of the project 
life cycle. At this stage of the project formally ends and 
directs the complete report to the sponsor of the project. 

� is phase includes: 
creation of documents that customers need to do their 

job (user manuals, etc.). 
the creation of all other documents that are required 

for commissioning of production-made application solu-
tions as well as 

noti� cation of all team members on the project’s com-
pletion [6]. 
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Reports on the closure of the project

Although it seems that this is the easiest part of the 
project, it is necessary to carry out activities that the pro-
ject was formally completed. � e � rst step is to determine 
that all the criteria set for the closure of the project are met 
and that all required documents are delivered to custom-
ers. In the end, it takes all team members and all members 
informed of the completion of the project.

When the project is complete, in the end, post imple-
mentation report that describes the degree of success of 
the project implementation and all relevant experience.

Post implementation report

To be able to assess the success of the project, it is, in 
the end, post implementation report, the necessity of this 
report the decision (with the approval of the immediate 
supervisor) brings Project Manager. � is report is listed.

� is report analyzes and how they successfully im-
plemented process management: managing change and 
managing quality control.

CONCLUSION

Presented methodology is actively used in the National 
Bank of Serbia. � e methodology provides results that the 
design of application so� ware in the National Bank of Ser-
bia. � e methodology is based on the best international 
experience and can be applied in other organizations, with 
certain modi� cations and adjustments.
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