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Abstract – The International Standard UNE ISO 21,500 is a compendium of the best 
practices of Project Management standards that are implemented at a global level, in a 
process of identification of procedures and a common language, in such a way as to facilitate 
and enhance the collaborations between countries 
The Standard establishes the processes of the project according to two points of view, that 
is, by Subject Groups and Process Groups, and which are applied to all types of projects 
This work is done after analyzing the incidences of the activities related to the Licensing 
Management of 27 building projects built in the city of Madrid. In view of the result, it 
identifies the activities of Licensing and Authorizations Management of special relevance, 
being involved in practically all the processes established in the International Standard UNE 
ISO 21500, and having implications in all phases of the Life Cycle of the Building Project 
Because of its importance, we propose the identification of Licensing and Authorization 
Management as a new Area of Knowledge within the International Standard, identifying the 
processes assigned to a new Subjects Group 
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1.  Introduction 

In the development of the Building Project the activities of Licensing Management are shown of vital 
importance, and of their correct performance depends to a great extent the success of the investment, 
and the attainment of the initially proposed objectives 
The possible shortcomings in the processes produce an incidence of different consideration, with a 
degree of impact of great depth, and of increasing magnitude as the project advances in its 
development, coming to produce effects that can bring down the final results. 
The development of the professional activity indicated to us the existence of a lacuna in the form to 
focus the activities of Licenses Management in the edification projects. For this reason, and in the 
framework of the research work of Doctoral Thesis, we analyze a number of projects, as wide as 
posible, regarding the incidences in their development, that is, throughout their life cycle 
We realice that the activity of the role of the Licensing Manager goes beyond the mere administrative 
management of the permits and authorizations processing, and encompasses processes of control of 
compliance with both urban and technical regulations, so that it is linked to global management of the 
building project from the moment of conception to its delivery 
From the above analysis, an average impact of 11.27% of the investment is estimated, being higher 
than 10% in 40.7% of the analyzed samples, and higher than 15% in 25.9% of the samples 
These activities have traditionally been considered as part of the role assigned to technical staff, 
without taking into consideration their degree of involvement with the company's objectives, and 
especially without a specific management preparation. 
For this reason we resolve to consider the Licensing Management as a set of activities with own 
consideration, and of strategic importance for the objectives of the building project 
In order to optimize the results of the Project, we apply the techniques of Integrated Project 
Management, as Professor Manuel Soler Severino points out, with a global concept of activities and a 
proactive management system that allows us to analyze new situations by taking advantage of Our 
experience, and being ambitious in the objectives of the project 
The activities of Licensing Management affect practically all the processes related and defined in the 
International Standard UNE ISO 21500, reason why, due to its importance, we proceed to analyze the 
implications of the License Management in each Group of Processes of the Standard, from the initial 
point of view of the GL as a group of activities developed by a specific manager and with a pre-
established role in the project team, to finally propose the introduction of a new Material Group called 
Licensing and Authorizations Management 
 

2. General conclusions of the analysis performed 

From the analysis of the building projects, we can conclude the incidents associated with aspects 
related to the role of the license manager, identified in the different stages of their life cycle, 
In order to do this, we first identify some type phases, which serve as the basis for the study, and 
which are considered as starting standards both in the PMBoK, developed by the Project Management 
Institute, and by the international standard UNE ISO 21,500 
 
 

 Strategic definition 

 Planning 
o Design 
o Previous license 

 Construction or execution 

 Closing  
 
In the Planning phase, the study is divided into two distinct parts, that is Design and Licensing, 
understanding as such the process of requesting and processing the work license prior to the 
beginning of the works, for the interest that the specific problem, being the majority of the projects 
analyzed of a use that corresponds to a procedure of previous license. 
 



           

 
The analysis shows, inter alia, the following conclusions: 

 In the Strategic Definition phase, incidences equal to or greater than 3 months are identified in 
25.9% of the projects, of which 14.8% of the projects have incidences equal to or greater than 
5 months 

 In the Planning phase, incidences of more than 3 months occur in 63.9% of the projects 
analyzed, equal to or greater than 5 months in 40.7% 

 In the Execution phase, incidences are greater than 10 months in 14.8% of cases  

 In the Closing phase, incidences of more than three months occur in 40.7% of the projects, 
and of these, in 7.4% will be over 10 months   

 

 
Fig- 1 Percentages of samples with incidents    Source: Own elaboration 

 

 It is worth mentioning the degree of impact of the incidences related to the Management of 
Licenses as a percentage of the investment, and in that we see that between the high, very 
high, and critical grades, which would cover an incidence higher than 10% of the investment , 
we appreciate it in 44.43% of the projects analyzed 

                 
Fig. 2 Impact Level of the incidences related to the License Management       Source: Own elaboration 

 
 
 

3. The International Standard ISO 21,500 

The International Standard UNE ISO 21500 arises within the framework of a spirit of impulse to the 
economic activity at international level, through resolutions that facilitate the opening of markets. It 
includes the best practices already included in other standards already applied locally in different 



           

countries, and processes and orders the processes in order to facilitate the coordination of all the 
interested parties involved in the building project, optimizing the processes that develop it , And 
establishing a common language, facilitating the interaction of multidisciplinary teams and different 
countries 
Its methodology is based on a matrix operation scheme, where the different processes have a double 
reading, with two points of view, either as Process Groups or as Groups of Matters 
The Process Groups are applicable to each project or project phase, taking each one as if it were an 
independent project, and its definition to some extent can be related to the development of the project 
over time 
We see, in a summary form, that the activities of the License Management affect, in greater or less 
consideration, almost all the processes developed in the International Standard 
As we have already pointed out, we start from the basis of the activities of License Manager, as a 
member of the Project Team, although not yet contemplated as an agent and whose role may be 
performed by a highly qualified professional, and in any case compromised With the strategic 
objectives of the company 
Likewise we identify the activity of the License Manager in the building projects in the Spanish 
territory, and more concretely in the city of Madrid, although the processes have a common territorial 
base, it is of great importance the deep knowledge of the normative of action at level Local level, and 
the usual management of the procedures established by the different administrations 
It should be noted that the activities developed in the Licensing Management are interrelated, in such 
a way that the groups are applied jointly, having implications and consequences throughout the matrix 
of processes, and are applied repeatedly within each project phase 

 
3.1. Subject Group: Integration Management 

Develop project chapter 
Developed from the earliest stages of the project, it corresponds to the moments in which information 
is collected that allows the fundamental decision to undertake or discard it, and which establishes the 
baselines, the scope either total or partial or in phases , And the expected yields of the investments to 
be committed. 
The License Manager must identify the possibilities of exploitation of the future project, its weaknesses 
and threats, as well as its opportunities and strengths. The best possibilities of patrimonialización of 
the allowed building, which will allow to the Project Director the formulation of the scope and the 
specifications 

Develop project plans 
This process the LM identifies in advance the possibilities of the development of the project, 
determining the parameters for its resolution, and the parameters for its monitoring and subsequent 
control. In order to do this, it will use its knowledge of the different tools that make available to it the 
discipline of Integrated Project Management, with the application of the different procedures that the 
different municipal regulations of application, as well as others of greater rank. 
The Project Plan incorporates the GL as an integrated or as a subsidiary plan, to be developed by a 
specific work team and with a high level of training 

Direct project work 
The license Manager will be integrated into the project team to be coordinated by the Project Manager 
in such a way that their deliverables condition and complement those of the other components of the 
team 

Control project work 
The License Manager must also coordinate the performances of the other participants in the team, so 
that the results are in accordance with the licenses granted and those that are to be processed, 
verifying the results with the final objective (the baseline), Therefore, have sufficient decision-making 
capacity and authority to validate their performance, as well as to propose contingency measures to 
mitigate deviations. These actions must be carried out throughout the life cycle of the project, although 
the LM's capacity to anticipate the impacts will be decisive. 
 

Control Changes 
It is important that the Licensing Manager control the changes that may occur in the development of 
the project, verifying the implications that could occur in their area of activity. It must have sufficient 



           

capacity to anticipate the consequences of such change, to anticipate alternative solutions, and even 
veto, if necessary, its approval 
 

Close project phase or project 
The verification of the final result of the Project requires previous actions to control the deliverables, so 
that in the closing processes are anticipated possible measures of action in the case of possible 
occurrence of deficiency 
We must take into consideration the importance of these processes, as they are those of the last 
stages of the life cycle, and therefore when the investments are already made, and the need for return 
is greater. Any uncontrolled incidence in this phase has much greater implications than any other, and 
therefore the processes must be the result of the activities during the execution of the project 

Colect lessons learned 
The Licensing Manager must have a high technical, legal and management training, and for that it is 
vital that you take advantage of past experiences. It will also have to identify the different degrees of 
impact that have occurred the possible incidences, the more the more unforeseen they have been 

 
3.2. Subject Group: Stakeholders Management 

Identify stakeholders 
This is one of the activities of major relevance within the processes of License Management. The 
identification of stake holders with responsibility within the municipal bodies for the processing of the 
files allows a clear idea of the administrative procedures, and therefore exponentially improves the 
chances of success of their follow-up 
The license manager must split an organizational chart in which the parties involved are perfectly 
identified, as well as their degree of decision and negotiation capacity, and the flow of information 

Manage stakeholders 
The stakeholder concerns should also be managed in such a way that participants row in only one 
direction so as to provide the Project Manager regarding the monitoring baseline 
It is important to make the different stakeholders aware of the importance of achieving the final project 
objectives so that they are able to assess the performance of their work and the extent to which they 
participate in the final outcome 
Special effort should be made with the interested parties responsible for the processing of licenses 
and authorizations, given that these will depend to a great extent on the degree of fulfillment of the 
expectations of the Project Plan in terms of the development of the initially established planning 

 
3.3. Subject Group: Scope Management 

Define scope 
The GL will be part of the definition of scope of the project, being aware of the objectives of the 
company, as well as of the possibilities of patrimonialization of the objective buildability, and of the 
proposed uses 

Control Scope 
Rigorous control of performance and how these are aligned with the scope of the initially proposed 
project, allows control of the baseline, and anticipation of incidents that may occur throughout the 
development of the project 

 
3.4. Subject Group: Resource Management 

Establish project team 
The role of the Licensing Manager should be of great importance as a member of the project team due 
to the high professional qualifications required, including interpersonal skills as well as extensive 
project knowledge, construction and application of current urban and technical regulations. 
For this reason, it may be a sub-contractor in the event that the organization does not have a resource 
with sufficient dedication capacity, and whose performance would be advisable to start in the early 
stages of the project, in a way that facilitates the Management of Risks 
 

Develop project team 



           

For a correct coordination of the project team it is necessary that the members know the functions of 
the rest functions, so that they are aware of the interrelationships that confer the performance of their 
functions 

 
3.5. Subject Group: Time Management 
 

Sequence and estimate activity durations 
The activities of License Management depend to a great extent on the performance of the other 
responsible ones, such as design, valuation or execution. According to the procedure followed for the 
application of the licenses, sometimes the determination of the duration of the actions of third parties 
are made tremendously complicated, and this lack of definition can significantly affect the results of 
the project 

Develop schedule 
The activities of License Management depend to a great extent on the performance of the other 
responsible ones, such as design, valuation or execution. According to the procedure followed for the 
application of the licenses, sometimes the determination of the duration of the actions of third parties 
are made tremendously complicated, and this lack of definition can significantly affect the results of 
the project 

Control schedule 
The License Manager shall monitor compliance with the baseline schedule so that it can predict 
possible changes to propose corrective actions that mitigate the impact 

 
3.6. Subject Group: Cost Management 

Estimate costs and develop budject 
The Licensing Management allows the Project Manager to estimate budgets adjusted to the reality, 
allowing to bring the objectives of the project closer to the reality of the site and the surrounding 
environment of the building project 

Control costs 
We must understand the relationship by observing the schedule and the evolution of the schedule, as 
well as in the preposition of measures that mitigate or nullify the possible risks. 
Special relevance has the approval and control of project changes 

 
3.7. Subject Group: Risk Management 

Identify risks 

The Licensing Manager has the responsibility to carry out a rigorous analysis of the application 
regulations, both urban and technical, and apply it to the specific case of each building project, being 
considered as unique, being able to radically change its configuration with only small Nuances of the 
soil on which you intend to build, or the surrounding environment 
For this reason it is very important to include the figure of the LG from the very birth of the idea of the 
project, so that the risks of greater relevance that support its viability can be identified 
 

Assess risks 
Knowing the risks involves evaluating their degree of impact on the project objectives, so that their 
hierarchy is feasible. And as a rule, its impact will be all the greater the more advanced the project is, 
arriving in the last stages, to question the initial objectives 
It is important to note the risks associated with the closure phase, as the investment already made and 
the deliveries compromised, as in the case of the Operation and First Occupation Licenses. In these 
cases a lack of control of changes can have serious consequences, that is, the control during the 
development of the Project 
 

Treat risks 
The proposal of contingency measures is vital in order to correctly manage risks. For this reason the 
Licensing Manager must have sufficient decision and veto capacity, or at least mandatory supervision, 
in the activities of the other components of the project team 

Control risks 



           

Continuous and rigorous risk monitoring should be carried out during the development of the project, 
with particular regard to changes, whether initial or incidentally. The contingency plan should be 
reviewed and adapted in such a way that the final results of the project will not be affected 

 
3.8. Subject Group: Quality Management 

Planing quality 
The Project Quality Plan will be able to identify aspects related to the Management of Licenses, linked 
to the quality policy of the company 

Perform quality control 
The monitoring of the deliverables that mark elements subject to a license already obtained must be 
grounds for control by the GL, in such a way as to ensure consistency with the final objective. This is 
the case of the industrial facilities of the buildings, which normally appear as specific control by the 
municipal authorities, and which then have to be legalized in departments of industry of the 
corresponding Autonomous Community 

 
3.9. Subject Group: Procurement Management 

Select suppliers 
It is common that most of the work is subcontracted to companies specializing in specific activities, 
and possible uncertainties can cause incidences in other items. The Licensing Manager should be 
responsible for the providers are correctly informed of the relationship of the performance of their work 
with the general or partial authorizations of the project as a whole 

 
3.10. Subject Group: Comunication Management 

Plan communications 
The information to be provided to the different stakeholders regarding the management of licenses 
and authorizations will be identified, with particular relevance to the changes brought about by the 
adaptation of the project to the requirements of the records control entities , Whose reply must be 
anticipated in such a way as to avoid delays in the processing 
This point is related to the management of the stakeholders, both internal and external to the 
organization, so that the different teams have documentation according to what is finally allowed 

Distribute communications 
It should remain available only the project information contained in the licenses obtained, taking 
special care to eliminate other documentation from previous versions that can lead to 
misunderstandings and inefficiencies 

Manage communications 
Updating current information and updating with each authorized change 
 

4. Conclusions: Proposal for the inclusion of a new Area of Knowledge in UNE ISO 
21.500: MANAGEMENT OF LICENSES AND AUTHORIZATIONS, for the building project 
From all of the above, we can deduce the strategic importance of the Licensing activities, and their 
degree of affection in each one of the processes of the International Standard UNE ISO 21,500 
previously related, so we propose the inclusion in the Standard of a NEW SUBJECTS GROUP. 
For this we list the processes referred to this new Area of Knowledge, and to facilitate their 
understanding we identify after the Matrix of Matters of Management of Communications. These 
processes would be applicable to each project or project phase, although it is advisable, in the latter 
case the overall vision of the whole, being in most cases related 
 
The processes of the new Group would be as follows 

KNOWLEDGE AREA: LICENSING MANAGEMENT 

 Process Group of Initiating: 

o Develop the LM Plan (Proposed numbering 4.3.41) 

o Identification of Stakeholders (Proposed numbering 4.3.42) 

o Establish LM responsible (Proposed numbering 4.3.43) 



           

 Process Group of Planning: 

o Revision of the Sequence of Activities and adaptation to LM (Proposed numbering 

4.3.44  ) 

o Identifying and Assessing the Risks of LM (Proposed numbering 4.3.45) 

o Identifying LM suppliers responsible (Proposed numbering 4.3.46) 

o Review LM Communications Planning (Proposed numbering 4.3.47) 

 Process Group of Implementing 

o Coordinate compliance with Project Work regarding LM (Proposed numbering 4.3.48) 

o Manage Stakeholders related to LM (Proposed numbering 4.3.49) 

o Risk Management related to LM (Proposed numbering 4.3.49) 

o Change Management related to LM (Proposed numbering 4.3.51) 

o Management of suppliers related to LM (Proposed numbering 4.3.52) 

o Communication management related to LM (Proposed numbering 4.3.53) 

 Process Group of Controling 

o Control of of proyect work related to LM (Proposed numbering 4.3.54) 

o Control of changes related to LM (Proposed numbering 4.3.55) 

o Control of Scope related to LM (Proposed numbering 4.3.56)  

o Control and manage of Resources work and their involvement in LM. (Includes 

training)  (Proposed numbering 4.3.57) 

o Control the Schedule related to LM (Proposed numbering 4.3.58) 

o Control Costs related to LM (Including taxex and rates) (Proposed numbering 4.3.59) 

o Control of risks related to LM (Including management of changes) (Proposed 

numbering 4.3.60) 

o Control of comunications related to LM (Proposed numbering 4.3.61) 

 Process Group of Closing 

o Management of Closing and Delivery Licensing (Including First Occupation License 

and Operation License (Proposed numbering 4.3.62) 

o Collect Lessons Learned from LM (Proposed numbering 4.3.63) 

o Training of Equipment in the field of LM (Proposed numbering 4.3.64) 

o Compilation of final documentation (Including the Building Book) (Proposed numbering 

4.3.65) 

 

Fig 3 Proposal of New Subject Group: LICENSE MANAGEMENT    Source: Own elaboration 
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