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1. Executive Summary 
 
This summary describes the activities in the DACcord WP3 from project month M1 to M12.  It describes 
the performed European DAC Delivery Programme (EDDP) general and specific programme, risk, 
deviation and interfaces management from project month M1 until M12.  
 

The tasks to be carried out under this programme / DACcord project could be realised successfully by 
the EDDP programme managers in support to the EU-Rail JU (leading to the “EDDP work programmes” 
with their deliverables) and in cooperation with all parties involved in the different EDDP work areas 
and their interfaces, including the European Commission and the European Union Agency for Railways. 

The main achievements in the overall EDDP management in the Reporting Period 1 were:  

› the so called “General Master Plan” V01 for the entire programme 
› refined (multi-annual) plannings for the different EDDP work areas (providing also the basis for 

programme risk management) & progresses in their execution 
› the definition of the so called “DAC Basic Package” (“starter package”), representing the bundle 

of components with which the DAC deployment should start 
› the kicking-off of the “pre-deployment trains” (= “pioneer trains”) project  
› a (draft) EDDP stakeholder management plan (DACcord WP9) 
› a proposal for DAC deployment structures and funding/financing mechanisms (DACcord WP11) 

The objective of the WP3 has been fully achieved and all tasks have been successfully performed.  
 
The next steps of the DACcord/EDDP programme management in the upcoming reporting period are:   
 

▪ Further management of the ongoing tasks in the different EDDP work areas, including related 
risk management in case of deviations, and ongoing support to the EU-Rail JU 

▪ Further execution of the EDDP General Master Plan and the EDDP work areas workstreams 
▪ Seamless integration of new EU-Rail projects supporting the migration roadmap work areas 
▪ Interface management to EU-Rail FP5 TRANS4M-R project and System Pillar Task 4 in order to 

make the DAC Basic Package available as foreseen for deployment 
▪ Setting-up the “pioneer trains” project (and governance) together with all parties involved 
▪ Implementation of the EDDP stakeholder management action plan 
▪ Refining the CBA with benefit cases studies and potentially regional CBAs in EDDP work area D 

This work will be continued in the DACcord WP4 in the project months M12 to M24 and be summarised 
in the DACcord deliverable D4.1.  
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2. Abbreviations and acronyms  
 

Abbreviation / Acronym Description 
DAC Digital Automatic Coupler 
EC European Commission 
EDDP European Digital Automatic Coupler Delivery Programme 
ERA European Union Agency for Railways/ 

European Railway Agency 
EU-Rail Europe’s Rail Joint Undertaking 
IM Infrastructure Manager 
RU Railway Undertaking 
TSI Technical Specification for Interoperability 
WP Work Package 
WA Work Area 
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3. Background  
 
The project DACcord provides management competencies to support the EU-Rail JU for the 
continuation of the professional management of the activities of the European DAC Delivery 
Programme (EDDP), enabled by the EU-Rail JU and established in the EU-Rail JU work programme, in 
which European Rail Freight Sector and manufacturers are united to strive for the Europe-wide 
introduction of a Digital Automatic Coupler. 
 
The present document constitutes the Deliverable “D 3.1 Summary on EDDP programme, risk and 
interface management I” of the DACcord project’s WP3 “EDDP Programme, risk and interface 
management I” in the framework of the European DAC Delivery Programme within Flagship Area 5 as 
described in the EU-RAIL MAWP and contributes as well to / interacts with the Flagship Project 5 
TRANS4M-R (see Figure 1). 
 
DACcord Beneficiary railiable was in charge of this work package, supported by the DACcord project 
partners and working in close cooperation with all EDDP members. According to plan, railiable was 
supported by a (subcontracted) strong, multilingual Programme Management Office(r) with experience 
in rail freight topics, especially in charge of maintenance of the Programme structure, monitoring and 
controlling of Programme Execution Performance/KPIs and alignment to objectives. 
 
DACcord beneficiary Railenium has performed quality and plausibility checks on the report produced. 
 
 

 
Figure 1. EDDP and EDDP management within all DAC-related work areas  
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4. Objective/Aim  
 
The main objective of DACcord WP3 is/was to adequately manage and coordinate the EDDP, the 
interfaces to FP5 TRANS4-R and EU-Rail System Pillar and programme risks in the months 1-12 
of the project (cf. Grant Agreement). 
 
For doing this, the project worked closely with EDDP members/partners in the EDDP work areas, the 
EU-Rail Flagship Project 5 TRANS4RM-R, the EU-Rail JU System Pillar (task 4) and EDDP stakeholders. 
 

Table 1. Work package 3 tasks (cf. Grant Agreement): 

To achieve the EDDP and its interfaces management objectives set out in 
the overall WP objective, the WP will carry out: Status chapter 

Management, revision, challenging and (iterative) interface management of the 
activities in the overall EDDP working structure (as far as they are resourced and 
therefore active and manageable) 

Achieved 5.1 

Setting-up & management of an EDDP (multi-) annual work programme (M1-12) Achieved 5.2 

Support the EU-Rail JU in relation to the EDDP mechanisms & admin. (incl. DAC 
section on EU)-Rail JU web page), report on a regular basis to the Programme 
Board (PB) and Supervisory Board (SB) 

Together with the EU-Rail JU ED, preparation & managing of EDDP decision 
making/escalation mechanisms 

Achieved 
 5.3 

Management of the interfaces to related EDDP work streams (e. g. EDDP PB, FP5 
advisory/ ”sounding” boards) including interfaces to other DAC-related EU-Rail 
JU activities (e. g. System Pillar etc.) and EC and ERA by setting up regular 
exchange meetings; sharing of the outputs with EDDP and linked projects from 
EU-Rail JU Flagship Area 5; interaction with the System Pillar as needed (by 
meetings) and with the EDDP groups/actions 

Achieved 5.4 

Setting-up & management of a programme risk and deviation management 
plan; proposing appropriate mitigating/countermeasures also for the 
implementing actions if needed; regular report in PB and SB 

Achieved 5.5 

Support the EU-Rail JU in the Stakeholder Management; organise/steer the 
EDDP stakeholder management team; organisation, together with the FP5, of 
EDDP/FP5 sounding boards (technology, operational procedures and potentially 
more) to pre-align the sector (sounding board schedule to be aligned with FP5) 

Achieved 
See specific 
DEL D 9.1 

5.6 

Specifically, defining for discussion/decision the DAC technology 
packages/components for deployment (“starter package”) in function of the 
progress in the FP5 FDFTO technical development and ERA authorisation 
process 

Achieved 
See specific 
DEL D 6.1 

5.7 
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5. WP3 achievements (Months 1-12) 

5.1. Management of the activities in the overall EDDP 
working structure 

 
The DACcord task consisted in the “Management, revision, challenging and (iterative) interface 
management of the activities in the overall EDDP working structure” (cf. Grant Agreement). 
 
The EDDP organisation was slightly developed further to its current work areas in beginning-2023 
(Figure 1), complemented by its two Governing Boards (Programme and Supervisory Board) and the 
two so called “Sounding Boards”. For further detailed information refer to the following chapters. 
 
The management of the programme led to the achievements and topics mainly presented in the EDDP 
Programme and Supervisory Boards (see agendas in Annex) and/or coordination groups.   
 
Besides the regular alignment with the EU-Rail JU Executive Director and Project Officers, both EDDP 
programme managers (Mark Topal-Gökceli, CTO ÖBB) and Jens Engelmann (railiable GmbH) were in 
permanent contact to coordinate the necessary actions to design and manage the overall running of 
the programme. The coordination included, in most cases, the FP5 FDFTO Project Manager, Constanze 
Bannholzer (ÖBB), and the subcontracted EDDP PMO (Nuon Consulting).  
 
The PM alignment meetings in reporting period 1 took place (mainly via videoconference) on: 
 
April 2023  14, 19, 21, 24, 27, 28 
May 2023  04, 08, 11, 12, 16, 26 
June 2023  16, 29 
July 2023  13, 20, 27 
August 2023  18 
September 2023 06, 08, 14, 15, 21, 22, 26 
October 2023  05, 06, 09, 13, 20 
November 2023 07, 10, 17, 21, 22, 24, 27 
December 2023 13 
January 2024  24 
February 2024  15, 16, 23, 27  
March 2024  11, 12, 13, 19, 21, 28 
(April 2024  09, 11, 22, 23, 30) 
 
A precondition for the success of the programme was/is the close management of the different EDDP 
work packages (later: EDDP work areas), see Figure 1. Regular catch-up meetings on the progress of 
the work especially in Work Areas C & D and for the preparation of the various topics of the EDDP 
work programme in view of decisions in board meetings were scheduled throughout the year.  
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Work Area B activity B1 contains the “programme management” tasks, activity B2 contains the 
“stakeholder management” tasks (see separate deliverable D9.1) 
 
Work Area C with its activities C1-C5 contains the “migration” topics (fleet, workshops, strategies, 
infrastructural preparation, placing into service issues).  
 
Work area D with its activities D1-D4 contains the “economics” topics (funding/financing plan, CBA, 
investment plan etc.) (Figure 1). 
 
They were complemented with various additional in-depth meetings on specific work area topics. 
Generally, the work area lead & co-lead participated, often complemented by other work area 
members. Work area status updates from those meetings were integrated into the subsequent board 
meetings.  
 
The Work Area C & D alignment meetings in reporting period 1 took place (mainly via 
videoconference) on:  
 
April 2023  13, 14 
May 2023  05, 12, 22, 23, 19 
July 2023  11, 12, 13, 14 
August 2023  28 
September 2023 12 
October 2023  10, 19, 31 
December 2023 07 
January 2024  12, 18, 22 
February 2024 16, 19, 27 
March 2024  06  
(April 2024  08, 12, 17, 22, 24) 
 
 
The WA C meetings covered to a very large extent the status of the DAC migration roadmap as well. 
 
In addition to these specific parts of the programme, the other different EDDP activities were managed 
by the PM with all different partners and stakeholders on a nearly daily basis.  
 
The tables 5.1-1 and 5.1-2 give an overview on the workdays dedicated to the different 
management/interface work areas in EDDP and/or DACcord (some of them being detailed in 
separate chapters of this summary) for project month M1-M12:   
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Coordination with / alignment on: 

Table 2. Distribution of PM workdays to the different EDDP management/interface areas (1) 

 
EU-Rail/ 
EC/ERA 

EDDP 
PM/PMO 
+ FDFTO 

EDDP 
WPs/WAs 

EDDP PB 
incl. prep 

EDDP SB 
incl. prep 

other 
stake-

holders 

General 
Master 
Plan + 

risk 
mgmt 

EDDP/ 
FP5/SP 

interface 

April  
2023 

11, 18, 19 14, 19, 21, 
24, 27, 28 

13, 14 19, 25    17, 22, 24, 
27, 28 

 

May  
2023 

 04, 08, 11, 
12, 16, 26 

05, 12, 22, 
23, 19 

16, 19, 22  22, 23, 31 08, 11, 12, 
16 

 

June  
2023 

 16, 29  01 19, 29 01, 05, 07, 
12, 14, 23, 
26 

29  

July  
2023 

 13, 20, 27 11, 12, 13, 
14 

12  19, 20, 27 11, 14, 28 26 

August 
2023 

22, 31 18 28 17, 18, 25, 
28, 30 

 31 28  

September 
2023 

 06, 08, 14, 
15, 21, 22, 
26 

12 12, 01, 05, 
08, 11 

14 07, 11, 26, 
29 

 08 

October 
2023 

05, 10, 11, 
12, 13 

05, 06, 09, 
13, 20 

10, 19, 31  12, 18, 25 04, 05, 06, 
09, 10, 11, 
19, 25 

 04, 05 

November 
2023 

21, 22 07, 10, 17, 
21, 22, 24, 
27 

 03, 10, 13, 
14, 16, 20 

 01, 02, 10, 
14, 15, 17, 
19, 22, 23, 
27 

 03 

December 
2023 

05  07 04  07  11, 15 

January 
2024 

19, 20, 22 24 12, 18, 22 22, 30     

February 
2024 

 15, 16, 23, 
27 

16, 19, 27  14 06, 15, 19, 
26 

02 01, 05, 23 

March 
2024 

13, 15, 25 11, 12, 13, 
19, 21, 28 

06  08 01, 15  08 

April  

2024 

26, 29 09, 11, 22, 
23, 30 

08, 12, 17, 
22, 24 

08, 09, 12, 
15, 25 

 09, 19  19, 26 
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Table 3. Distribution of PM work days to the different EDDP management/interface areas (2) 

 

Stakeholder 
management 

DAC sector 
statement 

EDDP 
planning 

& Migration 
roadmap 

DAC Basic 
(“starter”) 
Package 

Pre-
deployment 

trains 
planning 

DACcord 
project 

manage-
ment 

April  
2023 

13, 15, 24, 26, 28 18, 25, 27, 29  13, 18  12, 18 

May  
2023 

02, 08, 10, 16, 22, 
24 

02, 05, 08, 10, 
11, 12, 16, 17, 
18, 19, 30 

05, 22, 23, 26 16, 22, 30, 31  08, 19, 26, 30 

June  
2023 

13, 14, 26, 27 01, 05, 06, 08, 
09, 12, 16, 19, 
28 

16, 19, 28 19  09, 16, 19, 30 

July  
2023 

10, 12, 13, 14, 18, 
20, 24, 25, 27 

10, 12, 14 12, 13, 18, 19, 
20, 24 

19, 24, 26, 27, 28  14, 17, 18, 19, 
28 

August 
2023 

18, 21, 22, 23, 25, 
29, 31 

 21, 29 16, 17, 18, 30, 31  17, 22, 23, 24, 
25, 28, 29, 31 

September 
2023 

01, 04, 05, 06, 11, 
12, 14, 15, 18, 19, 
20, 28 

 04, 29 04  08, 11, 14, 18, 
19, 20, 22, 25 

October 
2023 

02, 09, 16, 17, 19, 
20, 25, 26, 27 

 02, 04, 05, 09, 
10, 12, 18, 19, 
27, 30, 31 

  02, 06, 09, 10 

November 
2023 

08, 31, 15, 15, 16, 
20, 23 

 03, 07, 15 16, 20 20 14 

December 
2023 

04, 05, 06  11, 13  21, 22  

January 
2024 

09, 10, 12, 18, 30, 
31 

 08, 10, 12, 18, 
22, 24 

 10, 23, 25, 26, 29, 
30, 31 

09 

February 
2024 

02, 05, 06, 12, 13, 
14, 19, 21, 22, 27, 
28, 29 

 07, 08, 12, 13, 
19, 27 

 01, 02, 06, 07, 08, 
12, 13, 14, 15, 16, 
19, 21, 22, 23, 26 

14 

March 
2024 

05, 07, 08, 11, 12, 
14, 15, 18, 19 

 06  07, 14, 15, 27 11, 12 

April  
2024 

01, 02, 03, 04, 11, 
16, 17, 18, 19, 20, 
21, 22, 25, 26, 28, 
30 

 08, 12, 16, 17, 26  02, 22, 24, 29, 30 15, 22, 25, 30z 
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5.2. EDDP (multi-) annual work programme 
 
The DACcord task consisted in “Setting-up & management of an EDDP (multi-) annual work programme” 
(cf. Grant Agreement). 
 
With the expiration of the EDDP work programme 2022, the EDDP work programmes 2023 and 2024 
and the way forward towards a detailed multi-annual EDDP work programme needed to be designed.  
 

Figure 2 shows the EDDP work programme 2023 as presented in draft to the EDDP Programme Board 
on 25th April 2023. It was fully adopted in the EDDP Programme Board on 01st of June 2023. 

The work programmes indicate the deliverables in the different categories which were planned for the 
respective PB/SB meeting dates. The deliverables/board topics were provided entirely. 

 

 
Figure 2. EDDP work programme 2023 

 

This programme already announces the shaping of the so called “DAC General Master Plan”, 
constituting the first real overall multi-annual EDDP planning including full DAC deployment. This 
General Master Plan represented a major milestone in clarity, coherence and consolidation of the 
evolutions of the different works and boundary conditions of the programme. It was adopted in the 
EDDP Programme Board on 01st of June 2023 (Figure 3). 
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Figure 3. DAC General Master Plan 01 

This Master Plan then led the shaping of the EDDP works in 2023. On the structural basis of the EDDP work areas 

(see Figure 3), an overview of the programme 2024-2026 detailing the Master Plan was derived and 

presented/adopted in the EDDP Programme Board on 30th of January 2024 (see Figure 4). 

 
Figure 4. EDDP multi-annual work programme overview 2024-2026 

The next task was the respective further (multi-annual) breakdown and detailing of the works of the 
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different EDDP work areas. This breakdown then should serve as the basis for developing and 
monitoring the individual EDDP deliverables, the achievement of the overall objective and the 
necessary EDDP delivery monitoring and risk management (see chapter 0). 
 
One major novelty in the Programme was the inclusion of the preparation of the so called “Pre-
Deployment (later: Pioneer) Trains phase”, which was a consequence of the Master Plan and not yet 
visible at the time of the submission of the DACcord proposal / DACcord Grant Agreement. This “work 
area” had therefore to be added in the course of the programme (see work area “G” in the EDDP 
Programme structure, see Figure 1).  
 
It took real shape towards end-2023 with the publication of the so called “Request for expression of 
interest to be part of a possible large-scale testing of 100 DAC pre-deployment trains in Europe 
(2026-2028)“ (Figure 5) by the EU-Rail JU.  
 
The publication of this request (via various channels, e. g. email distribution and on EU-Rail website) led 
to a total of 47 sector stakeholders’ expressions of interest until Mid-March 2024.  

 
 

       
Figure 5. EU-Rail Request for expression of interest to be part of ... 100 pre-deployment trains 

 
In order to prepare the next project steps, two information meetings for the applying stakeholders 
were organised. The first meeting on 22/02/2024 gave an overview on the project motivation and 
objectives, the intended testing scope, next steps. etc. (https://rail-research.europa.eu/wp-
content/uploads/2024/02/20240222_EU-Rail_Info-session_100_Predeployment_Trains.pdf) 
 
The second session with consolidated inputs was planned for 24/04/2024 and will be reported in 
DACcord deliverable D4.1 (project month 13-24), together with the project work. 
 
Table 3 shows the employed (unplanned) PM workload on the pre-deployment project as of 11/23. 
  

https://rail-research.europa.eu/wp-content/uploads/2024/02/20240222_EU-Rail_Info-session_100_Predeployment_Trains.pdf
https://rail-research.europa.eu/wp-content/uploads/2024/02/20240222_EU-Rail_Info-session_100_Predeployment_Trains.pdf
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5.3. Support to EU-Rail JU in EDDP mechanisms, admin & 
decision making 

 
The DACcord task consisted in “support the EU-Rail JU in relation to the EDDP mechanisms & admin. (incl. 
DAC section on EU)-Rail JU web page), report on a regular basis to the Programme Board (PB) and Supervisory 
Board (SB)” and in the, “together with the EU-Rail JU ED, preparation & managing of EDDP decision 
making/escalation mechanisms (EDDP Programme and Supervisory Board)” (cf. Grant Agreement). 

The EDDP was managed and supported in close cooperation with the EU-Rail management team (EU-
Rail ED, FP 5 programme manager and, as of 2024, the EU-Rail System Pillar Task 4 representative). The 
coordination took place especially around 2-3 weeks prior to each Programme Board (PB) and 
Supervisory Board (SB) meetings and covered board and other general topics. Specific coordination 
meetings on programme topics with FP5 programme manager complemented the overall coordination.  
 
The dates of these different EDDP/EU-Rail alignment meetings are listed in table 5.1-1. 
 
 

 
Figure 6. EDDP Governance – Programme Board (status March/April 2024) 

The EDDP Programme Board meetings covered by this summary were held (all via video conference) 
on: 

› 24/04/2023, 01/06/2023, 29/06/2023 (deep dive on GMP), 12/09/2023, 21/11/2023 
› 30/01/2024 

  



 

 

 

 

DACcord - GA 101121855                                                                                                                 18 | 36 
 

The EDDP Supervisory Board currently consists of 8 rail freight sector associations plus European 
Commission & Europe’s Rail (chair and co-chair) plus European Union Agency for Railways, the 
RailFreightForward initiative and the International Union of Railways (UIC) (all observers). 
 
 

 
Figure 7. EDDP Governance – Supervisory Board (status March/April 2024) 

 
The EDDP Supervisory Board meetings covered by this summary were held (all via video conference) 
on: 

› 23/03/2023, 29/06/2023, 25/10/2023 
› 14/02/2024 

The EDDP programme management and, where required, the EDDP WP/work area leads presented the 
agenda topics according to the EDDP work programme either for information or for decision. The 
related presentations and Minutes of the Meeting are all available in the Europe’s Rail Cooperation Tool 
IT environment.  
 
The different board agendas with all topics prepared/managed prior to the meetings are listed in the 
Annex of this summary.  
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5.4. Managing interfaces to related EDDP work streams 
 
The DACcord task consisted in “Management of the interfaces to related EDDP work streams (e. g. EDDP PB, 
FP5 advisory/ ”sounding” boards) including interfaces to other DAC-related EU-Rail JU activities (e. g. System 
Pillar etc.) and EC and ERA by setting up regular exchange meetings; sharing of the outputs with EDDP and 
linked projects from EU-Rail JU Flagship Area 5; interaction with the System Pillar as needed (by meetings) 
and with the EDDP groups/actions” (cf. Grant Agreement). 
 
The main interfaces to the related EDDP work areas were (see Figure 1) the: 

- EU-Rail Flagship Project 5 TRANS4M-R    (“A”) 
- EU-Rail Flagship Project 5 advisory/ ”sounding” boards 
- EC and ERA (together with the JU)    (“E”)  
- EU-Rail JU System Pillar (Task 4)    (“F”) 
- and, as of beginning-2024, the “100 trains” project  (“G”) 

These interfaces were managed according to plan by regular exchange meetings on identified interface 
topics and sharing of the outputs with EDDP (mostly via the Programme/ Supervisory Boards). 
 
Interface to EU-Rail Flagship Project 5 TRANS4M-R 
 
Regular coordination meetings between EDDP PM & FP5 FDFTO project managers took place on: 
 
April 2023  03, 14, 19, 24, 27 
May 2023  04, 11, 26 
June 2023  29 
July 2023  05, 13, 20 
August 2023  18 
September 2023 20, 28 
October 2023  02, 06, 13, 16 
November 2023 07, 10, 16, 23, 27 
February 2024 01, 08, 15, 22 
March 2024  21 
(April 2024  11) 
 

Interface to EU-Rail Flagship Project 5 advisory/ ”sounding” boards 
 
In order to keep the progress information for non-FP 5 members on FP5 developments (taking place in 
the FP5 TRANS4M-R project consortium, covered by a grant agreement and therefore not public per 
se), as open as possible, the so called “sounding boards” were continued. The FP 5 presented (after 
internal sign-off from FP5 Steering Committee) the progress on the work on  
 
a) operational procedures elaborated in FP5 and  
b) the state of play of technology development in FP5 to an interested audience. 
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Besides the intention to provide information to externals, these boards are especially important to 
gather feedback from the external participants on the ongoing work. The aim is to learn about potential 
improvements before the adopted final results will be taken over for the overall railway system by the 
ER JU’s System Pillar. The (general) feedback from the participants is reported back to the EDDP boards. 
 
The Sounding Boards were prepared together by FP5 and EDDP PM and took place / are planned on: 
 
2023 

 
Figure 8. EDDP/FP5 Sounding Boards 2023 

2024 

 
Figure 9. EDDP/FP5 Sounding Boards 2024 
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Interface to EU-Rail System Pillar (Task 4) 
 
Regular synchronisation meetings between FP5 TRANS4M-R, EDDP and System Pillar (Task 4) re-started 
on 26/07/23, after a break of several weeks. Invitation, agenda-administration, minutes were kindly 
taken over by SPT4in agreement. The main topics covered up to now and addressed for solution in 
EDDP, FP5 and SP are operational rules/rulebook, central(ised) software updates, train/ground 
information flow, train integrity (link to ERTMS).  
 
The topic management will be taken over into the general programme management  
 
The meetings took place on: 
 
July 2023  26 
September 2023  08 
October 2023  04, 05 
November 2023 03 
December 2023 11, 15 
February 2024 01, 05, 23 
March 2024  08 
(April 2024  19, 26) 
 
 
Interface to EC and ERA 
 
In the work area “E” (see Figure 1), the main topics treated with ERA were the feeding of the further 
progressing FP5 specification on DAC technology into the draft TSI WAG in the so-called ERA TWG 
(Topical Working Group) Freight and the preparation of the vehicle authorisation provisions (driven by 
FP5 WP4). All contacts were coordinated with EU-Rail. 
 
The meetings with the EC had various backgrounds, e. g. alignment before board meetings, general 
info exchange, meetings on the so called UIRR task force for Intermodal Traffic etc. All contacts were 
coordinated with EU-Rail. 
 
The meetings took place on: 
 
April 2023  11, 18, 19 
August 2023  22, 31 
October 2023  05, 10, 11, 12, 13 
November 2023 21, 22 
December 2023 05 
January 2024  19, 20, 22 
March 2024  13, 15, 25 
(April 2024  26, 29) 
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5.5. Programme risk and deviation management plan 
 
The DACcord task consisted in “Setting-up & management of a programme risk and deviation management 
plan; proposing appropriate mitigating/countermeasures also for the implementing actions if needed; 
regular report in PB and SB” (cf. Grant Agreement). 
 
For a proper programme risk management, the results to be achieved by the different EDDP work areas 
– and by FP5 and SP, to be noted - have to be identified, planned and closely monitored. The 
achievement of these results constitutes the “internal risk” of the programme, complemented by the 
“external risks” from outside the programme. 
 
These results are, in the case of EDDP, mainly achieved through deliverables (reports, summaries, 
calculations, other documents). They need to contribute to achieving the overall Work Area objective 
(“do we do the right things?”) within the multi-annual EDDP work programme.  
 
To distinguish better the different EDDP activities from others, the “work packages” labelling was given 
up (work packages are used in every project, the EDDP/FP5 world being full of projects, leading to a 
multitude of WPs with the same number but totally different scope) and transferred into a taxonomy 
with “work area” designation, with clear references to the overall EDDP structure (see Figure 10). 
 

 
Figure 10. EDDP structural taxonomy 

A major but finally successful effort was required to align on the deliverables in the different activities 
with the WA leads. The process started in late-2023 and is under completion at the time of redaction of 
this summary. It even revealed that probably a refreshing objective-setting exercise is required in M13-
24, as the deliverables proposed by the WAs did not always have a clear relationship to the intended 
outcome. The advanced intermediate result that will be presented to the Programme Board of April 
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2024 in an exemplary way for Work Area C for the activities C1-C3 was finally promising. It consisted 
of the work areas, activities, workstreams and deliverables shown in Figures 11 to 14and integrated all 
upcoming or existing related EU-Rail projects at the right location of the work area/programme: 
 

 
Figure 11. EDDP Work Area C activities 

 

 
Figure 12. EDDP Activity C1 planning 
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Figure 13. EDDP Activity C2 planning 

 

 
Figure 14. EDDP Activity C3 planning 
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After having completed this exercise, the monitoring of the work execution will start, using a traffic light 
logic applied on the different parameters of the work (see Figure 15) (“do we do the things right?”): 
 
 
 
 

 
Figure 15. EDDP traffic light status logic 

 
 
In the next summary for the project months M13-24, the results of the application of the traffic light 
logic will be reported, including the identification of the critical path, which will help to focus on the 
specific yellow/red areas deliverables / risks of the programme and lead to the overall programme risk 
management system. 
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5.6. Stakeholder Management 
 
The DACcord task consisted in “Support the EU-Rail JU in the Stakeholder Management; organise/ steer the 
EDDP stakeholder management team; organisation, together with the FP5, of EDDP/FP5 sounding boards 
(technology, operational procedures and potentially more) to pre-align the sector (sounding board schedule 
to be aligned with FP5)” (cf. Grant Agreement). 
 
The works performed and results achieved are depicted in the DACcord WP9 deliverable D9.1. 
 
 
 

 
Figure 16. Cover of D9.1 Summary I on Stakeholder Management Activities 
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5.7. DAC basic (starter) package 
 
The DACcord task consisted in “Specifically, defining for discussion/decision the DAC technology 
packages/components for deployment (“starter package”) in function of the progress in the FP5 FDFTO 
technical development and ERA authorisation process” (cf. Grant Agreement). 

The background was to focus the DAC technology development in the FP5 TRANS4M-R project on the 
most beneficial functionalities which can be developed successfully within the EDDP timeframe and, at 
the same time, still be handled in DAC migration without overwhelmingly increasing the complexity and 
complication of the later DAC deployment due to a large bundle of new technology which must work 
perfectly in the field directly after installation. So, one aspect of defining a “DAC starter package” 
(later renamed to “DAC basic package”) is to de-risk technology development as well as the 
technology roll-out, whilst remaining upgradeable to later added technical enablers (use cases). 

This task was part of the definition/management of the migration roadmap and will also be reported 
in the DACcord WP6 deliverable D6.1 on DAC migration roadmap. 

The work kicked off in the 15/04/2023 Programme Board, aiming at a decision in the 12/09/23 PB. 
(Figure 17). 

 

Figure 17. DAC Basic Package work plan (April 2023) 

 
Bilateral meetings between the EDDP PM and the EDDP PB members led to an intermediate 
presentation of the results in the 01/06/2023 Programme Board and to a state of play which was ready 
for decision in the 12/09/2023 PB as planned (Figure 18). 
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Figure 18. Results of the DAC Basic Package bilateral alignments with EDDP PB members 

 
The result was handed over to the FP5 TRANS4M-R project after the 12/09/23 PB meeting for 
feasibility feedback and related time planning (see Figure 19). 
 

 
Figure 19. Decision request on DAC Basic Package and FP5 feedback in 12/09/23 PB 
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After the FP5 confirmed the EDDP request, the final decision on the DAC Basic Package could be 
taken in the 21/11/2023 Programme Board. 
 

 
Figure 20. DAC Basic Package 

The different alignment meetings on the DAC Basic Package between EDDP PM and the EDP PB 
members and EC/EU-Rail took place on: 
 
April 2023 13, 18 
May 2023 16, 22, 30, 31 
June 2023 19 
July 2023 19, 24, 26, 27, 28 
August 2023 16, 17, 18, 30, 31 
September 2023 04 
November 2023 16, 20 
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6. Conclusions 
 
This summary describes the performed European DAC Delivery Programme (EDDP) general and 
specific programme, risk, deviation and interfaces management in the DACcord WP3 from project 
month M1 until M12.  

 
The tasks to be carried out under this programme / DACcord project could be realised successfully by 
the EDDP programme managers in support to the EU-Rail JU (leading to the “EDDP work programmes” 
with their deliverables) and in cooperation with all parties involved in the different EDDP work areas 
and their interfaces, including the European Commission and the European Union Agency for Railways. 

The main achievements in the overall EDDP management in the Reporting Period 1 were  

› the setting-up of the so called “General Master Plan” V01 for the entire programme 
› the setting-up of refined (multi-annual) plannings for the different EDDP work areas (providing 

also the basis for programme risk management) & progresses in their execution 
› the definition of the so called “DAC Basic Package” (“starter package”), representing the bundle 

of components with which the DAC deployment should start 
› the kicking-off of the “pre-deployment trains” (= “pioneer trains”) project  
› the delivery of a (draft) EDDP stakeholder management plan (DACcord WP9) 
› a proposal for DAC deployment structures and funding/financing mechanisms (DACcord WP11) 

The objective of the WP3 has been fully achieved and all tasks have been successfully performed.  
 
 
The next steps of the DACcord/EDDP programme management in the upcoming reporting period are: 
 

▪ Further management of the ongoing tasks in the different EDDP work areas, including related 
risk management in case of deviations, and ongoing support to the EU-Rail JU 

▪ Further execution of the EDDP General Master Plan and the EDDP work areas workstreams 
▪ Seamless integration of new EU-Rail projects supporting the migration roadmap work areas 
▪ Interface management to EU-Rail FP5 TRANS4M-R project and System Pillar Task 4 in order to 

make the DAC Basic Package available as foreseen for deployment 
▪ Setting-up the “pioneer trains” project (and governance) together with all parties involved 
▪ Implementation of the EDDP stakeholder management action plan 
▪ Refining the CBA with benefit cases studies and potentially regional CBAs in EDDP work area D 

 
This work will be continued in the DACcord WP4 in the project months M12 to M24 and be summarised 
in the DACcord deliverable D4.1.  
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7. References  
 

For an overall information on the programme and its related work areas, refer to: 

 

https://rail-research.europa.eu/european-dac-delivery-programme/ 

 

All project deliverables can be found in the related parts of the Europe’s Rail Cooperation 
Tool IT environment (programme members only). 

 
 
  

https://rail-research.europa.eu/european-dac-delivery-programme/
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8. Appendices  
 
EDDP Programme Board agendas  

 
Figure 21. EDDP Programme Board agenda 25/04/2023 

 
 

 
Figure 22. EDDP Programme Board agenda 01/06/2023 
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Figure 23. EDDP Programme Board agenda (GMP deep dive session)-29/06/2023 

 
 

 
Figure 24. EDDP Programme Board agenda 12/09/2023 
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Figure 25. EDDP Programme Board agenda 21/11/2023 

 
 

 
Figure 26. EDDP Programme Board agenda 30/01/2024 
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EDDP Supervisory Board agendas  
 

 
Figure 27. EDDP Supervisory Board agenda 23/03/2023 

 
Figure 28. EDDP Supervisory Board agenda 29/06/2023 
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Figure 29. EDDP Supervisory Board agenda 25/10/2023 

 
 

 
Figure 30. EDDP Supervisory Board agenda 14/02/2024 


