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CHANGE CONTROL

Definitions

· Scope Changes – Changes that are outside the original scope of work that will require additional design time or modifications to the PS&E.  These typically require new activities, additional resource hours, and critical path or milestone schedule changes.
· Schedule Changes – Changes that affect timely delivery of the project; this can affect the critical path, require movement of major milestone activities, or require adjustments to activity dates.
· Budget Changes – Changes to the Preliminary or Engineering budget as a result of changes to project development activities.
· Performance Measurement Baseline (PMBL) – A time phased budget plan for accomplishing work, against which performance is measured.  
· Working Schedule - The working schedule reflects the actual progression of the project and includes actual resource usage, costs, and work completed.
· Variances – Schedule and cost differences derived from earned value metrics by comparing the performance measurement baseline and the working schedule.
· Variances Beyond Acceptable Limits - Schedule Variance (SVt) exceeding two months of schedule slip/advancement (SVt > ± 2 months); Cost Performance Index (CPI) exceeds 15% of the Baseline Cost (CPI > 1.15 or < 0.85).
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The purpose of the PMBL Change Control process is to ensure that: 
· Proposed scope, schedule and resource changes to the PMBL are identified, evaluated, and the impacts of each change controlled.
· Individual project changes are evaluated to address potential impacts at the program level.
· Action on proposed changes occurs intentionally, without undue delay and without interfering unreasonably with project progress.
· All appropriate parties are informed of proposed changes and their dispositions.
· Each change is evaluated at the cross functional team level and endorsed by the Project Manager.
· Documentation is controlled and P6 updated as appropriate to reflect approved changes.

Process
Initiation – Starts when the project’s Earned Value performance measurement variances are beyond acceptable levels or when a trigger suggests that a preventative action is necessary.

All projects that have 1) variances beyond acceptable levels or 2) a baseline change is desired as a preventative action are discussed during the Program and Project Status (P&PS) meetings.  The Project Manager (PM) in conjunction with the Cross Functional Team (CFT) is expected to determine the cause of the variance, develop action alternatives, and a recommendation to bring Schedule and/or Cost variances within an acceptable range.  

In addition to variances there are several triggers (e.g., scope change or refinement, schedule change) that may initiate preventative actions in advance of a variance.  Once the impacts to the PMBL are understood and are expected to create a variance beyond acceptable levels the PMBL Change Control process should be triggered.  

Documentation – The Project Manager (PM) will develop the Baseline Change Control Form documenting the variance, action alternatives, and recommendation to bring Schedule and/or Cost variances within an acceptable range.  This will summarize the proposed changes for the Project Controls Analyst (PCA) and program/organizational impacts for the MB.  This form is then signed by the Project Manager and forwarded to the PCA for inclusion as an approved change to the PMBL.  A copy shall also be distributed to the CFT and MB.

P&PS Discussion – If there are changes to program year/program amount or resource utilization that will have impacts to other projects, the P&PS meeting is the forum for exchanging decision making information between all members of the Project Delivery Team and to come to an agreement on the actions to be taken. If required, the PM will lead a brief discussion on the recommendations to bring Schedule and/or Cost variances within an acceptable range and what the known impacts are.  The attending Branch Chiefs will evaluate those recommendations and provide direction on the next step in the process or action.

Implementation of Approved Change - Based on the Baseline Change Control Form, the  PCA applies the approved change to the PMBL. The PM is responsible for maintaining all documentation regarding the approved change including changes to the Scope of Work, Budget, and/or Project Agreement.

The PM and CFT will provide updates at subsequent P&PS meetings until the variances fall within acceptable limits.


Working Schedule Change Control

Purpose
The purpose of a Working Schedule Change Control is to establish guidance on the protocols for making changes to activity and milestone start/finish dates and remaining hours.  Initiation of a formal change control process isn’t necessary for changes made to the Working Schedule.

Process
Updating Start/Finish or Expected Finish Dates - Under the Primavera Progress Reporter” General Tab” are fields for Start, Finish, and Expected Finish dates.  Bi-weekly the primary resource will review the dates for each activity they are assigned a primary role and update them as appropriate.

Monthly during status updates cross-functional team members and Functional Mangers will review the dates for each project they are assigned and update them as appropriate.  The primary resource or Functional Manager should notify the Project Manager and Project Controls Analyst when date changes have the potential to affect the critical path, impact another functional discipline’s delivery schedule, or affect milestone delivery dates.  This notification can consist of an email or phone call.

Updating Remaining Units - Under the Primavera Progress Reporter “Resources Tab” is a complete listing of resources assigned to the project.  On the right side of the data screen is a summary of the resource allocation for each individual.  Each resource is to review their budgeted hours bi-weekly, determine if the remaining units are adequate to complete the activity, and update them as appropriate.

Monthly during status updates cross-functional team members and Functional Mangers will review resource hours for each project they are assigned and update them as appropriate.  

Scope Refinement – All changes to project activities, schedule, or resource hours caused by scope refinement will be as approved by the project manager.  Addition of new activities, critical path or milestone schedule changes, or an engineering budget change beyond established variances will require implementing the Baseline Change Control process.

Resource Assignment Changes - The Functional Manager will discuss with the Project Manager the reasons why there is a need for a lead resource change before the change is made.

Budget Changes as a Result of Working Schedule Modifications - The project manager will evaluate the need to submit revised project budgets outside of Budget Calls and follow the guidance for budget submittal.

Budget Calls - Changes made to schedules and resource hours during budget calls will be submitted to the project manager for review.

Oversight of Working Schedule Changes - Project Managers will on a bi-weekly and monthly basis review activity and budget reports to evaluate the impacts made to project delivery schedules and budgets as a result of changes made.  Though this is after the fact monitoring, the project manager should be able to monitor significant changes to schedule and budget.

Documentation – A “Working Schedule Change” report available through the Project Analysis and Reporting System (PARS) reflects variances between the baseline and pay period start/finish dates and budgeted/remaining hours.  This report can be generated bi-weekly on the Tuesday following the end of a pay period and provides Project and Functional Managers the ability to monitor schedule and cost adjustments made to activities.
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