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SAT Overview 
 

 
 

WHAT IS THE S.A.T. COMPUTER-AIDED PROJECT TRANSFER 
SYSTEM? 

 
         
             The SAT is an online application designed to facilitate the transfer of innovative 
projects from one region to another.  It was especially designed to transfer the projects 
integrating the new technologies of information and communication (NTIC) in various 
areas, such as the e-tourism, e-learning, e-administration, etc. 
 
The purpose of the SAT is to identify the key factors that explain the success of a project 
implemented in one region, and evaluate in regards to its previous key success factors 
the relevance of different transfer scenarios of this project in another region, in order to 
reduce the risks of failure linked to the transfer process. 
 
Hence, the SAT complements and provides interactivity to the best practices transfer’s 
process developed by national and European networks - such as IRIS & IRIS Europe.  
 
The SAT provides a depth analysis of the various organisational factors that were rarely 
took into account during former transfer processes. Then, it is possible to better 
anticipate the difficulties and risks that come from every project transfer process 
between two different territories. 

 
 

HOW DOES THE SAT WORK ?  
 

Le SAT firstly offers to a consultant the possibility to build the reference profile for a 
project that met success at a local level. The profile must be created with the project 
team that implemented the project in one region. The profile explores three dimensions 
that seem to be relevant to the success of the implementation of a project: its initial 
context of implementation, the intrinsic values of the project and the project 
management. Then, it determines the relative importance of each of these three 
dimensions to the success of the project and brings out the key sucess factors and the 
obstacles to avoid during the transfer. 
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Secondly, the SAT provides to people that wish to implement the same project in 
their region the way to evaluate the chance of success of the transfer by comparing their 
planned transfer scenarios of implementation with the reference profile for the project. 
They will be able to identify the issues they have to focus on in order to improve their 
chance of success of the transfer. 

 
To reach theses objectives, the SAT used two interview guides:  

 
1. “The evaluation of key success factors” questionnaire is a guideline for the 

consultant to interview the members of the former project team in order to 
determinate and characterise the key factors and local conditions that 
contributed to the success of the project.  It will lead to the creation of the 
reference profile project. 

 
2. “The evaluation of a transfer scenario” questionnaire is a guideline for the 

consultant to interview the members of the planned project team that wish to 
implement the project in their region in order to compare their scenario of 
project transfer to the reference profile of the project. It will lead to assess the 
scenario project and improve it.   

 
The two questionnaires are online and provide a series of screen pages enabling the 
consultant to easy browse through the hierarchy of the dimensions, themes and fields. 
To create a reference profile project or to evaluate a transfer scenario, the consultant 
must meet the members of the project team – initial or future – and fulfill with them 
each dimension, theme and field of the selected questionnaire. 
 
When the questionnaire is entirely fulfilled, the SAT produces automatically a synthetic 
report (graphic) and a detailled report that give an overview of the project team 
answers :  
 

� For the elaboration of a reference profile, the reports describe the key success 
factors that can explain the success of the project.  

 
� For the evaluation of the transfer scenario, the reports show how the tranfer 

scenario improve or reduce the chance of success of the project. 
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KEY SUCCESS FACTORS’ DESCRIPTIONS 
 
This application was developed according to a theoretical analysis framework that 
classify the key success factors under three categories : 

       
 

1. The initial conditions of the project launch 
 

� The initial environment: the political, technical and regulatory 
environnement of the project (Theme 1 : Environnement)  

 
� The initial situation: partnerships, infrastructure availability, former 

realisation, etc.  (Theme 2 : the starting situation) 
 

� The position of the project with regard to the organisation : degree of 
integration and differenciation of the objectives, time perspectives and 
structure of the project in relation to the organisation ones. (Theme 3: 
positionning and organisation)  

 
 

2. The intrinsic value of the project 
 

� The intrinsic values of the project : l The potential benefit for the users or 
the region, its permanence, etc. (Theme 4 : Benefits for the Region) 

 
 

3. The Project management 
 
� The way the project was managed (Theme 5 : Project management) 
 
� The way the human and financial resources were used (Theme 6 : Project 

resources) 
 
 
 

These three categories are explored by the questionnaires that the consultant will have to 
fulfill with the project team in order to better understand the key success factors that must 
be put together to succeed in the project’s implementation process. 
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TO CREATE THE REFERENCE PROFILE OF A PROJECT  
 
 

The creation of the reference profile of a project requires a 1h30-2h00 interview 
with one or several members of the former project team. Our advice is to interview 
several members of the team to be sure to gather rich and precise information. 

 
In this section, we describe a three-step process to create the reference profile of 

a successful project in interaction with the project team’s members. We will show (1) 
the creation of the profile during the interview, (2) the results analysis of the 
questionnaire and (3) the weighting and ajustment of the coefficients with the 
necessary help of the project team. 

 
 
 

Step 1 : To create the profile during the interview  
 
 
1. Log into the site :  http://www.eupm.net/sat by using « consultant » as your LOGIN 

and « consultant » as your PWD. 
You access to the welcoming page you can see below :   
 

 
 

As a consultant, you can create a new profile, consult or modify an existing one. If you 
start a new profile, you will need to indicate the name of the new project, and the name 
and position of the person interviewed. 

 
 

N.B : In this instruction guide, we take for example the TIM  P@SS project. 
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2. You thus access the first level of the interview guide (the 6 dimensions described 

above). 
You can start with any one of the dimensions; however, each of them must be fill in to 
create a complete reference profile. 

 

 
 
 

 
 

• The left part help you to browse through the hierarchy of dimensions, themes and 
fields.  

 
• The right part allows you to select one dimension to start your questionnaire. 

 
3. Choosing a dimension gives access to the corresponding list of themes that you can 

explore in any order. 
 
 

 

 

RIGHT PART 

LEFT PART 
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4. Choosing a theme then gives access to the corresponding list of fields to be explored. 

In this example, the theme “politic” of the dimension “environment” was selected. 
 

 

 
 
 
5. Choosing a field gives access, in the next step, to one or more questions.  
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6. The answers to these questions are given by the consultant as the result of his or her 

dialogue with the team.  Then the consultant validates the field by selecting the 
“SUBMIT” button which makes it possible to save the answers and to return to the 
initial list of fields.   

 
 

 
 

 
 
 
 
 
 
 
 
 
7. Once the data has been collected, you can save the results as a reference profile 

project. 
 

 
 

 

 
 
 
 
Insofar as all of the answers have been given, the field is ticked in green. When all of the answers 
of a dimension have been given, the dimension is ticked in green on the left part of the sreen. 
Hence, you can easily check which dimension, theme or field need to be fill in.  
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SPECIFICITIES OF THE DIMENSION N°2 & N°3 
 

 
FILL IN THE DIMENSION N°2 

 
The dimension n°2 : “The initial situation” works differently than others. 
 

1. You absolutely need to fill in the field IN ORDER. It’s to say that you must start 
identifying the external and internal actors before assess their respective influence 
on the project. 

 
2. the fields that ask you to identify the partners, réalisations and infrastructures  

must be filled in as follow :  
 
 

 
 

3. After indicating the name of an actor, you click on « send » and another case will 
come under the previous one and you will enter the name of a second actor. After 
validating the second actor by clicking on “send” , you will see another case 
coming under the precedent, and so one, until you have listed all of the actors 
taking part to the project. 

 
4. When you have listed all the actors, you come back to the field « The influence of 

project’s patners” and you click on “Assessment of negative and positive 
influence...” that will appear as follow : 
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5. You select through the list the word that corresponds to the project team’s 
perception of the degree of influence of the actor, and you do it for each actor, then 
you validate by clicking on “submit”. You will do the same way to qualify the 
internal actors. When you filled in evry field, you will see a green tick in front of 
the field. 

 
 

FILL IN THE DIMENSION N°3 

 
The dimension n°3 : “Position and oganisation” have also a particularity and must be fill 
in as follow : 
 

1. You absolutely need to fill in the field IN ORDER. It’s to say that you must 
start evaluating the initial differenciation’s factors, then the initial 
integration’s factors BEFORE fill in the field concerning the position of the 
project. Indeed, the interpretation of the last question is linked to yours 
answers to the differenciation and integration’s fields.  

 
2. Then, you answer to the question as before. 
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Step 2 : To analyse the results of the questionnaire 
 
 

When the data have been collected, you access to the synthetic and the detailled 
reports. To improve the relevance of the reference profile of the project, you will work on 
the synthetic report that allows you to make immediate modifications of the datas and 
results. The detailled report will be automatically updated. 

 
In this section, we focus on the access to the synthetic report and the improvement of 

the reference profile, and then we will explain the access to the detailled report. 
 
 
� To access to the synthetic report 
 
You click on the icon: then, you will access to the synthetic report that will 
appear as a graph :  
 
 

 
 
 

Each bar describes a dimension numbered from 1 to 6 which name is presented in 
the yellow box under the graph. 

For each bar, the answers given by the project team are described as follow : in 
green, the percentage of factors considered as significative for the success of the project, 
and in red the percentage of factors that were not significative for the success. 

 
In the above example, we can see that the three first dimensions explain a large part of the 
success of the project (74%, 80%, and 98%). We can then think that the initial context of the 
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project (corresponding to the three dimensions: environment, forces +/-, position of the 
team) is a key success factor of the project. In other respects, the intrinsic value of the 
project (bar n°4) seems to be significant (58%), but not determinant. Finally, the 
management of the project and the financial and human resources that are devoted to it 
(36% and 28%) are not significant. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
� To go deeply into the key success factors of one dimension 

 

Example of a bar lecturing :  
 
You have to interpret the “Environment” dimension 
(n°1) as follow : the answers of the project team show 
that we can explain about 74% of the success of the 
project coming from Environment (green part) and 
26% of these answers are not significative for the 
success met by the project.  
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Each bar can be detailled to better understand the key factors that contributed to the 
success of the project.  
You must click on a bar from the graph and a new graph will appear in a new window. It 
represents the detail of the themes which constitute the selected dimension, as you can see 
below for the dimension “Environment”. 
 

 
 
 
N.B : If you want to coma back to the precedent graphic, you click on the icon 
at the top right of the the window. 
 
To analyse in depth each of the themes, you click on the bar that interest you and a new 
graph appears presenting the fields of the selected theme and the repartition of the key 
success factors by field, as showed below. 
 

 



 

© HEC      SAT      Page 25 

To create the reference profile 
 

 
The theme’s analyses make it possible to precise your analysis and understand in 

depth the key success factors. Moreover, you will be able to ajust correctly the coefficients 
assigned to each dimension, theme and field, as we will see in the next section. 

 
 

Step 3 : Factors’ ponderation and ajustment of the coefficients 
 

 
WARNING : The adjustment of the coefficients is an essential step to the reference profile 
reference. It permits to integrate the specificities of the project and precise which 
dimensions had a bigger impact on the project’s success. 

 
 

• Dimensions’ coefficients 
 
 
The figure at the head of the graph means that only 66,1% of the success met by the 

project can be explained by the answers given by the project team to the questionnaire. 
This figure is the average of the percentage of success, weighted by the coefficients 
assigned to each dimension. And the relevance of a reference profile project rests in its 
capacity to explain at least 75% of the reason of the project’s success. 

 
The fact that we didn’t have a sufficient degree of explanation is principally1 

explained by the fact that the coefficients are assigned automatically by the application 
and were especially calculated in order to be neutral. It means that every dimensions are 
considered to have an egal importance in the project’s success.  

However, in reality, the project team knows that some dimensions had much more 
contributed to the success of the project. In order to integrate the specificities of a 
particular project, the application allows the consultant to change the assigned coefficients 
through the dialogue with the project’s team. 
 
 
 
 
 
 
 
 
 
 
 

                                                 
1  Sometimes, it comes from the fact that a few variables are not taken into account in the SAT.  
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 A new coefficient must be assigned in regards to the importance – or the weight – given 
by the project’s team to one dimension in the success of the project. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
In the above graph, we can see that three dimensions that were decisive for the success of 
the project (Bars n°1, n°2 and n°3) only represent 55% of the explanation.  
After discussing with the project’s team, it appears that the dimension n°3 (position of the 
team) was a determining factor and the project’s team insisted on the neccessity for the 
project to be managed by an internal team part of the supporting organisation. Then, the 
consultant decided to modify the coefficient of this dimension and put it at 15% or 20%. 
 

• Themes and fields’ coefficients 
 
Moreover, for every dimension we recommend to modify the assigned coefficient to 
themes and fields. This operation will help you to create a precise profile of the project by 
revealing the most decisive factors to succeed in the project. 
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Example 
 
Taking the example of the dimension « Environment »:  
If you double-click on the bar “Environment”, you will see a graph presenting the details 
of the themes that constitute the dimension; politic, technique, administrative and legal, 
and skills available. 
This graph is associated to a graph that details the assigned coefficients to each theme, as 
we can see below. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 The heading of the graph indicates that 29,6% of the success of the project out of a total of 
66,1% lies in the environment dimension. The contributions from each of the themes in 
this dimension are as follows : political theme 67%, Technical theme 70%, Administrative 
and legal theme 67%, and availability of skills theme 100%. 
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The coefficients indicated in the above second graph (« coefficient by theme »), correspond 
to the respective weights of the various themes in the environment dimension.  
 
In this graph, each theme was automatically weighted by a neutral coefficient of 25% (with 
an egal distribution of the coefficient in each theme).  We can see that the coefficients were 
modified by the consultant while discussing the project’s team. 
 
In this example, the project’s team gave priority to the theme of political environment by 
assigning it a weigh of 50%, and relativised the importance of the administrative and legal 
environment in the explicative factor of the success of the project by assigning it the 
coefficient of 10%. 
 
If you want to precise the details of the coefficient assigned to each field within the theme 
“political environment”, you double-click on the corresponding bar and you will observe 
the distribution of the coefficients on the three fields of the theme: (1) political framework, 
(2) political support, (3) project’s partners.  
Then, the consultant can modify the distribution of the coefficients while discussing with 
the project’ team. 
 
The more the coefficients will be precised, the more the key success factors will be relevant 
and useful for other organisations who want to transfer this project. 
 

 
� To modify the coefficient of a dimension or a field 
 
You click on the bar you want to modify the coefficient and you will see appear above the 
graph a box where you can enter the new coefficient : (“Specify the value (0 à 100)”). Then, 
you click on “send” and the graph will be automatically be updated. 
 
You proceed the same way if you want to modify an assigned coefficient to a theme or a 
field. 
 
 

CAUTION : the total of the coefficients in each category can’t exceed 100% !   
It means that when you modify a coefficient on a graph, you have also to change one or several 
other coefficients values on the same graph. In the above example, we can probably reduce the 
coefficients of the 4,5 and 6  dimensions to give more weight to the dimension n°3. 
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SPECIFICITIES OF THE DIMENSION N°3 
 

 
TO ANALYSE THE DIMENSION N°3 

 
The dimension n°3 : « Position and organisation » works differently from others as you 
can see below : 
 

a. You cannot modify the coefficients assigned to the field of differentiation 
and integration. Indeed, these coefficients are theoretical coefficients 
considered as relevant for the key success factors of a project. They were 
created according to the following ideas : 

i. If the project presents objectives, time perspectives and a structure 
similar to the supporting organisation, then it could be more 
successful to internalise the project. 

ii. By contrast, if the project presents objectives, time perspectives and 
structure different from the supporting organisation, then it is better 
to let an external organisation manage the project.  

 
b. To read the graph associated to the theme « position of the team project », 

you must understand that : 
i. Only the third bar of the graph is significant because it was built from 

the answers given to the two first field concerning the degree of 
integration and differentiation of the project. Then, you must ONLY 
read the third bar of this field. 

 
 
� To access to the detailed report 
 
 
Press on the button to access the text report that, this time, gives all of 
your answers in detail: 
 
 
This text is made up of a header constituting a summary of your dialogue on the 
coefficients with the project team.  Then it gives, in detail, the answers for each of the 
dimensions, themes, fields, and questions. 
The text in italics gives the general meaning of each of the themes or fields.  Comments are 
made on the answers recorded during the interview. 
Reading it in detail will ensure that the conclusions of the dialogue undertaken will be 
understood in the same way by the consultant and by the project managers. 
 
Naturally, you can, at any time, revise the answers and change the coefficients, the end 
objective being to build the reference profile of the project. 
 
You can print the report using the contextual menu by clicking on the right button of your 
mouse. 
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TO CONCLUDE 
 
As we saw, the change of coefficients resulted from the dialogue with the project team. 
This dialogue is all the most necessary that it contributes actively to build a precise 
reference profile of the project, that will serve as a basis for evaluating the transfer 
scenarios.  
The consultant in charge of the creation of the profile must verify that its profile gives a 
clear ideas of the key success factors involved  as well as the factors that were not 
significant for the success of the project. 
 
 

CAUTION 
 

Don’t forget to save your evaluation as a reference project before you quit 
the application !!!  
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TO EVALUATE A TRANSFER SCENARIO 
 
 

To evaluate a transfer scenario, the consultant needs to interview one or several 
members of the future project team who will be in charge of the implementation of 
the project in the territory. This interview will take about 1h30-2h00. We advice you 
to interview several members from the project team in order to obtain precise 
information about the context of the project.  

 
In this section, we describe a three-steps process to evaluate the transfer 

scenario while discussing with the members of the project team. We will see (1) the 
way of conducting the interview, and (2) the analysis of the results, especially the 
comparison between the initial project and the planned transfer scenario. 

 
 
 

Step 1 : Conducting the interview 
 

A. Log into the site : http://www.eupm.net/sat by using « transfert » as your 
LOGIN and “transfert” as your PWD. 
You access to the welcoming page you can see below :  

 
 
(INSERER UNE IMAGE) 

 
 

As a consultant working on the transfer process, you can create a new scenario of 
transfer, consult or modify an existing one. If you start a new transfer scenario, you choice 
and click on a reference profile project. Then, you will need to indicate the name of the 
new project, and the name and position of the person interviewed. 

 
The principles of the questioning are substantially the same as in the evaluation of the 
success factors, but this time you put yourself in a forward-looking or futures watch 
position.  The names of the themes, fields, and questions have been adapted to this change 
of position. 
 
To browse the questionnaire and fulfil it, thanks to report you to the precedent section 
« To create the profile during the interview », p 6-9.  
 
 
 
 
 



 

© HEC      SAT      Page 33 

Evaluate a transfer scenario 
 

 
Step 2 : To analyse the results of the questionnaire  

 
 
By pressing on the button, you access the graphic report which is presented 
similarly to the graphic report encountered for the creation of a reference 
profile transfer.  
 
This time, you no longer have access to the coefficients.  The coefficients used correspond 
to the reference profile. 
 
In the graphs, black indicates deterioration in the chances for success, and yellow indicates 
an improvement in the chances for success. 
 

 
 

 
As you can see, the transfer scenario considered for the TIM P@SS project has the 
following consequences in terms of chances for success: 

• For the initial environment dimension, it improves the chances for success, which 
go from 74% to 93%. This improvement is symbolised by the yellow colour.  

• For the “initial context” dimension, the score remains the same at 82%. 
• For the “positioning” dimension, there is deterioration: from 98% to 75%, which is 

symbolised by the black colour. 
• For the “intrinsic value” of the project, the percentage goes from 58% to 62%, and 

the yellow is not visible because the difference is too small. 
• For the “management of the project” dimension, the percentage goes from 36% to 

30%. There is deterioration of success chances, so black is used. 
• For the “resources” dimension, the percentage goes from 28% to 22%. A too small 

deterioration to be really significant. 
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� To go deeply into the reasons why the chances of success are improved or deteriored. 
 

 
Each bar can be detailed in order to better understand the factors which contributed to 

improve or deteriorate the chance of success of a project, in regards to the planned 
transfer scenario.  

To do so, you click on a bar of the graph and a new graph will appear presenting the 
detail of the themes that constitute the selected dimension. The navigation among the 
various graphs available can be done the same way as for the analysis of the reference 
profile project. 
 
 
� The objectives of the dialogue with the future team project while analysing the results.  
 

 
The first objective of the dialogue is to analyse the reasons of improvement or 

deterioration of the chance of success. We recommend going in depth into these reasons 
by browsing all the themes and fields which seem to be relevant. 
 
The second objective is to refine the initial transfer scenario in order to improve its chances 
of success and better succeed into the implementation of the project. 
 
Finally, if some parameters – such as the initial environment for example – cannot be 
modified and present a concrete risk for the success of the project, the third objective of 
the dialogue is to define a strategy to anticipate difficulties during the implementation 
phase.  
 
To obtain a detailed vision of the analysis of the transfer scenario, you can click on the 
button  and see the text report.  
 
 
You can print it using the contextual menu 
 
 
 
 
 
 
 
 
 

*** 
 
 
 
 


