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1.0 Change Control

1.1 Key Process Area Purpose
A. This guideline applies to the following knowledge areas:

	Knowledge Area
	Applicable?

	Integration Management
	

	Scope Management
	Y

	Time Management
	

	Cost Management
	Y

	Quality Management
	Y

	Human Resources Management
	

	Communications Management
	

	Risk Management
	Y

	Procurement Management
	Y


B. The purpose of scope management is to ensure the work performed in a project is necessary to the successful completion.  It includes initiation, scope planning, scope definition, scope verification, and scope change control.

C. The purpose of cost management is to ensure a project completes within its approved budget.  It includes resource planning, cost estimating, cost budgeting, and cost control.

D. The purpose of quality management is to ensure the products and services produced by a project satisfy the needs for which the project was undertaken.  Quality – the satisfaction of project needs – is a measure of adherence to stated requirements combined with fitness for use.  The Quality Management Knowledge Area includes quality planning, quality assurance, and quality control.

E. The purpose of risk management is to ensure the identification, analysis, and appropriate response to the risks encountered by a project.  It includes risk management planning, risk identification, qualitative risk analysis, quantitative risk analysis, risk response planning, and risk monitoring and control.

F. The purpose of procurement management is to ensure effective acquisition of products and services from sources external to the project’s organization.  It includes procurement planning, solicitation planning, solicitation, source selection, contract administration, and contract closeout.


	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	







1.2 Guideline Purpose

The purpose of this guideline is to define the process for submitting, evaluating and approving Project Change Requests made during the course of a project.

1.3 Definitions

	Term
	Definition

	Baseline
	(1) The complete set of related project assets in the version that was current for each asset at the specific point in time when the set was placed under configuration management control.  Formal baselines are established each time project stakeholders give approval and signoff to plans, products, and services.  Informal baselines are established to provide a controlled environment for auditing or testing products or services.

(2) The act of creating a controlled set of related project assets.

	Change Control Board (CCB)
	An organizational function responsible for deciding the disposition of proposed modifications to a project’s specifications, designs, products, or services when implementation of those modifications would cause expansion of the project scope, budget, or schedule beyond variances within the discretionary authority of the Project Manager.

	Project Change Request (PCR)
	A general-purpose online form for submitting suggestions for change. (GTA-PMO-FOR-053).

	Configuration Control
	An element of configuration management consisting of the evaluation, coordination, approval or disapproval, and implementation of changes to configuration items after formal establishment of their configuration identification.  

	Georgia Technology Authority (GTA)
	The State’s Authority for coordinating a comprehensive statewide Information Technology (IT) vision.  The GTA will provide agencies with technical assistance in strategic planning, program management, and human resources development.

	Process Improvement/  Lessons Learned (PILL)
	The mechanism for reviewing and improving principles, guidelines, forms, and templates contained in the GTA PMO Methodology.

	Program Management Consultant (PMC)
	The GTA PMO staff member assigned to provide consultation and mentoring in integrating the discipline of Project Management into all projects.

	Program Management Office (PMO)
	Program Management Office. (1) An organizational entity responsible for management and oversight of the organization’s projects. (2) As a specific reference in this document, the PMO for the Georgia Technology Authority.

Alternatively, the acronym may stand for Project Management Office, with the same meaning as definition (1), above.  An organization may use both forms, with the Program Management Office generally having responsibility for multiple Project Management Offices.

	Project
	A unique endeavor undertaken to create a unique product or service, which has a definite beginning and definite end.  Projects differ from operations in that operations are ongoing (no ending) and repetitive.

	Project Administrator (PA)
	The member of the project team with responsibility for the technical aspects of project management, control, and reporting.

	Project Charter (PC)
	A document that formally authorizes a project.  It should include all the information necessary for senior management to make this decision including the business need, product description with business, technical and quality objectives, high level budget and time estimates along with known constraints, assumptions, dependencies and risks.  The Project Charter contains the first agreed upon scope of the project.



	Project Management Plan (PMP)
	(1) At minimum, a documented statement of the intended actions an organization will take in pursuit of a project’s goals and objectives.  (2) A comprehensive statement of all key factors guiding a management team in their pursuit of project goals and objectives, the strategy and tactics the team will execute, and other information necessary to understand the project, its products and services, its organizational structures, and its intended actions.  (3) The specific document prepared as a project deliverable using the Project Management Plan template (GTA-PMO-TEM-030) as a model, the object of the methodology in this document.

	Project Request (PR) 


	A formal request by a Business Owner to apply dollars and/or resources to create a deliverable that has benefit and value to the organization.

	Quality Assurance (QA)
	(1) The function that ensures a project operates in a controlled environment that ensures the products and activities of the team comply with the following principles: Objective verification ensures products and activities adhere to applicable standards, guidelines, and requirements; affected groups and individuals are informed of project Quality Assurance activities and results; management addresses noncompliance issues that cannot be resolved within the project; and Quality Assurance activities are planned. (2) The disciplines employed by that group. (3) When quality initiatives are segmented into quality control, quality planning, and quality assurance, the specific disciplines concerned with ensuring management visibility into a project. 

	Risk Management Report (RMR)
	A report to measure actual risk management against the Risk Management Plan (RMP). Usually contains three areas of concern: (1) The status of known risks, (2) Mitigation Strategies against those risks, and (3) Trigger points for escalation.


1.4 Process Owner

The Georgia Technology Authority Program Management Office (GTA PMO) is responsible for the maintenance of this process.

1.5 General Logic
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Figure 1: General Logic

A. Many projects suffer from “scope creep”, “growing requirements,” and changes in plans that ultimately cause unnoticed slippage in the budget and schedule and loss of the control needed to deliver the intended work products according to specifications. As illustrated in Figure 1, a straightforward building can turn into a castle.
B. The primary cause is lack of proper management oversight.  It is generally unwise to rest all authority for approving changes to contract conditions, requirements, budgets, and schedules at the Project Management (PM) level.  A better approach is to specify limits to PM authority and refer other changes to an upper management Change Control Board (CCB).
C. The limits must be specified in the contract, Statement of Work (SOW) or Project Management Plan (PMP) and expressed in terms of the project baselines:



1.  A baseline is a collection of approved work products that provides proof of agreements reached during the project life cycle, a means for limiting the amount of rework needed when changes are backed out, and a means for measuring and planning further work.

2.  Configuration control practices include guidelines for capturing baselines throughout the project life cycle.  Thus, the Project Management team always has a baseline budget and schedule.  By applying the predicted effect of changes to the current budget and schedule and comparing the results to the baselines, the team and the Change Control Board (CCB) can more accurately estimate whether proposed changes fit within the approved cost and time.

3.  The limits on Project Management change authority are therefore expressed as thresholds that variances from the baselines cannot exceed without CCB approval.  The budget threshold is the percentage of total baseline budget the planned budget cannot exceed.  The schedule threshold is the number of scheduled days or weeks the critical path of the planned schedule cannot extend past the end of the baseline schedule.

4.  If the project contract or contract SOW or PMP does not specify thresholds, the PMP must set threshold specifications.  Policy may set the default budget threshold at a predetermined total of the baseline budget and the slippage in schedule.

5.  The project team and/or project manager can generally accept changes whose impact does not exceed the limits established in the PMP.

D. Configuration Management practices ensure the integrity of the baselines and the mechanics of submitting and tracking proposed changes. 
1.6 References

1.6.1 Guidelines

	Guideline Name
	Product Code

	Project Management Plan Development 
	GTA-PMO-GLI-103

	Project Control 
	GTA-PMO-GLI-208

	Risk Management 
	GTA-PMO-GLI-202

	Issues Management 
	GTA-PMO-GLI-201

	Process Improvement 
	GTA-PMO-GLI-011


1.6.2 Guidebooks

	Guideline Name
	Product Code

	Formal Review Guidebook
	GTA-PMO-GUI-016

	Project Management Metrics Guidebook
	GTA-PMO-GUI-002

	Process Improvement Guidebook
	GTA-PMO-GUI-012


1.6.3 Third Party

Project Planning, Scheduling & Control, James P. Lewis, 1991

Mastering Project Management, James P. Lewis, 1998

Project Management, A Systems Approach to Planning Scheduling and Controlling, Harold Kerzner, 1998

Project Management Body of Knowledge, Project Management Institute (PMI(), 1996.
1.6.4 Forms

	Form Name
	Product Code

	Project Change Request Form
	GTA-PMO-FOR-063

	Action Item Tracking Form
	GTA-PMO-FOR-031

	Process Improvement Lessons Learned (PILL Form)
	GTA-PMO-FOR-023

	Issues Tracking Form
	GTA-PMO-FOR-054


1.7 Procedural Overview

A. Customer and developer project team members initiate the change control process through a Project Change Request (PCR) (GTA-PMO-FOR-063) or through project-specific change facilities.

B. A Project Change Request (PCR) is an all purpose form with underlying control.  A PCR can report the following types of change-related information:

1. PILLs

2. Project risks

3. Project issues

4. PCR to be reviewed by PM and/or CCB for decision

5. Project Problems

6. Process Improvement Changes

7. Action Items

C. Project-specific change facilities may be entirely manual, or may combine manual forms with use of Project Management tools that track control documents.

D. Regardless of medium, all suggestions initially go to the Project Management (PM) team.  The PM team begins by gathering sufficient information to make an informed decision.

E. The Process Improvement Lessons Learned (PILL) is submitted to the CCB.  Refer to the Process Improvement guideline (GTA-PMO-GLI-011) for details. 

F. Issues are investigated until resolved.  The resolution may close the issue, recognize the issue as a risk, or generate a PCR or Problem Report.  Refer to the Issue Management guideline (GTA-PMO-GLI-201) for details. 

G. Risks are reported in program reviews.  Refer to the Risk Management guideline (GTA-PMO-GLI-202) for details.

H. The change control guideline continues for PCR and Problem Reports.

I. The PM team assesses the impact making the change would have on the project.  

J. If the proposed change falls within the project scope and the PM team approves the change and the change falls within the allowable range, the Project Manager makes the decision.

K. If the proposed PCR would expand project scope, the PM team refers the matter to the CCB for consideration.  

L. If the CCB decides to enact the change, the project baselines are updated, and the change is implemented.



1. 
2. 
3. 
4. 
5. 
6. 
7. 










1.8 Key Process Area Goals

A. Configuration activities are planned.

B. Selected project work products are identified, controlled, and available.

C. Changes to identified project products are controlled.

D. Affected groups and individuals are informed of the status and content of project baselines.





1.9 Standards

A. Each Project Change Request will contain sufficient information to allow informed decision-making.  The following fields appear:
a. Requester name, phone, address, and email

b. General Description of change

c. Change type - changes will be one of the following categories:
i. Scope Change

ii. Clarification to Deliverable

iii. Correction

iv. Test Criteria

v. Schedule impact

vi. Budget Impact

vii. Process Change

d. Anticipated Risks

e. Estimated Hours for Impact Assessment

f. Required Implementation Date (or increment)

g. Anticipated Value

B. Each change will be evaluated for possible impact on deliverables.

C. Each change will be evaluated for possible impact on baselines.


















1.10 Responsibilities

1.10.1 Program Manager

A. Participates as an active member for the project CCB

1.10.2 Change Control Board

A. Conducts periodic CCB meetings

B. Reviews all proposed changes submitted to the CCB by the PM team

C. Approves changes that are objectively beneficial to the overall success of the project

D. Reviews change request activity on a per-deliverable basis to determine the overall quality and stability of the completed, baseline deliverables

1.10.3 Project Manager

A. Conducts regular reviews of requested changes

B. Accepts or rejects changes according to the guidelines in this document

C. Ensures the impact of proposed changes are thoroughly understood and accurately estimated

D. Approves changes that are objectively beneficial to the overall success of the project, when the predicted impact of the changes does not exceed budget and schedule variance thresholds as established in the PMP

E. Provides formal recommendation to the CCB to accept or reject suggested changes

F. Insures timely, accurate and complete project tracking metrics and performance

G. Coordinates document management and maintenance of project libraries

H. Performs tasks of Project Administrator if one is not assigned









1.10.4 Project Administrator

A. Maintains work product baselines to incorporate implemented changes

B. Maintains baseline versions of the budget and schedule

C. Maintains the Project Management database and /or manual facilities for change control logging and tracking

D. Provides reports for CCB members

E. Produces and distributes minutes of CCB meetings                                                                                                                                                                                         

F. Reviews suggested changes prior to PM team change meetings to ensure the intent of the suggestions are clear and to identify potential duplicate suggestions

G. Provides reports on suggested changes and change activity for the PM team

H. Produces and distributes minutes of PM team change reviews









1.10.5 Program Management Consultant 

A. Provides oversight for the activities for Change Control

B. Provides guidance and mentoring on the development of change control implementation

C. Serves as liaison between project management and the PMO, especially with coordination of Lesson Learned and Process Improvement.

D. Completes a project health assessment as necessary and facilitates and or advises on corrective actions





1.11 Activities
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1.11.1 Plan and Prepare
A. During the PMP development stage:

1. Plan the hours required for baseline control.

2. Plan the hours for change management tasks, including evaluations, impact assessments, CCB tasks, and change management training for the team.

B. During project planning, plan for change management:

1. Review the contract SOW or PMP to confirm the conditions under which the PM team and the CCB have authority for accepting and rejecting PCR and Problem Reports.  Take special note of the variance thresholds.

2. During development of the PMP, document who will serve as the CCB for the project, and specify budget and schedule variance thresholds if the SOW or PMP does not include threshold specifications.  Specifications on the handling of changes should clearly state whether signed acceptance of Project Management team or CCB minutes is sufficient, or whether each proposed PCR and Problem Report needs individual approval.

3. Develop the Issues Management Plan for the project, and include specific plans for the following:

a. Definition of the tools that will be used for issues management, PILL submissions, risk management, and tracking of PCR and Problem Reports

b. The methods and tools the project will use for issues management, and the methods for using those tools to achieve change control

c. The storage locations and organization for the libraries and folders that will contain working and archived copies of the documentation

d. The personnel who will be responsible for receiving and administering suggestions for change

e. The authority granted those personnel for adding, changing, and deleting suggestions for change

4. Develop the initial Risk Management Report (RMR) for the project.

C. If the contract agreements did not specify variance thresholds, obtain signed agreement for the PMP specifications on suggested changes.  This is covered by the acceptance of the project planning documents.

D. Install the tools, libraries, and folders.
















1.11.2 Submit Suggestion for Change

A. Any member of the project team can submit suggestions for change, including notification of issues that need management attention.  The submission can be through the Project Change Request maintained for tracking issues, risks, Action Items, PILLs, Project Charter Changes and Problem Reports; route all submissions to a point of contact, normally the Project Manager or Project Administrator.

B. Record every submission in a manual log or through automated means that will assign unique identifying numbers to each submission and allow detailed tracking and reporting of the submissions and their dispositions.

C. Perform point-of-contact review on the submissions before the PM team meets to consider changes.  The purpose of this pre-review is to clarify the intent of the submission, and to identify whether the submission duplicates earlier items.




1.11.3 Review and Route

A. Review all submissions in PM team meetings (usually within the daily or weekly status meetings).  

B. Investigate the submission to gather enough information for an informed decision.  Items may be tabled pending investigation.

C. The team will normally table submissions that represent issues, assigning an action item to the person who will gather information on the issue.  Issues may be tabled as needed but should be cited (as a minimum) in every meeting until a decision can be made on the issue.    The appropriate decisions for issues are:




1. Close the issue as a duplicate

2. Close the issue as not applicable to the project

3. Close the issue, but create a risk report, PCR, or Problem Report based on the information in the issue

D. Assign an action item for every submission identified as a risk, including risk reports created during the discussion of other submissions.  Follow the Risk Management guideline to resolve each potential risk.

E. Perform impact assessment for all remaining items (those that have not been closed or tabled or classified as PILLs or risks).   The assessment evaluates the effects of implementing the requested change in terms of project deliverables, additional resource time needed to effect the change, and the required data showing the impact on cost and schedule.  Note that a thorough impact assessment also considers the effects of not implementing the proposed change.

D. 
E. 
1.11.4 Decide Resolution

A. The PM team may unilaterally close any submission as “rejected” or “rejected as duplicate”, unless the submission is reporting non-compliance with baseline specifications.  In such cases, the PM team must open a Problem Report for the reported non-compliance.  (The Problem Report can then be formally rejected; see below.)
B. At this point in the process, all remaining items should be classified as PCR or Problem Report, and each should have a complete impact assessment.  A change that will alter specifications in the current baseline. 
C. The PM team may formally reject any PCR or Problem Report by following the guidelines established in the planning phase.  Signatures are required for all rejections, on individual PCR forms or on meeting minutes that list the individual items rejected.
D. The PM team must forward all remaining PCR and Problem Reports to the CCB when the projected impact of accepting the PCR or Problem Report will increase the current budget past the budget baseline by an amount equal to or greater then the specified budget variance threshold or when the projected impact will increase the critical path of the current schedule past the end of the baseline schedule by a period equal to or greater than the schedule variance threshold.
E. Exercise judgment when considering multiple PCR and Problem Reports whose cumulative effect will be to extend the budget or schedule past the limits.
1. Assign priorities to all PCR and Problem Reports being contemplated (and allow for possible future changes, as well).

2. Problem Reports always have higher priority than PCR, since a Problem Report represents a failure to develop to specifications and a PCR is a change to the accepted specifications.
F. On receiving PCR or Problem Reports from the PM team, the CCB will decide the resolution of the items, including:
1. Rejection of the item

2. Acceptance of the item within the current SOW or PMP

3. Acceptance of the item under an additional SOW or PMP

4. Publish and distribute minutes and supporting reports for all PM team change reviews and all CCB meetings

5. Notify the project team members who are responsible for implementing approved changes













1.11.5 Act on Resolution

A. Group all approved PCRs in a logical fashion for implementation in a constructive manner.

B. Update the planning budget and schedule to show the effect of implementing the change.

C. Update any documentation an approved change affects, by completing a “mini life cycle”:

1. Update any effected project planning documents

2. Update any effected deliverable in the project life cycle

3. Update any effected detailed program design documentation

4. If the approval for the change is from the CCB, save the updated documents, budget, and schedule as a new baseline

D. On completion of the documentation, set the status of the PCR or Problem Report to “closed.”









1.11.6 Monitor and Report

A. Log the progress of each change implementation.

B. Prepare lists of open, closed, and pending PCR and Problem Reports for all PM team status meetings, program reviews, and formal project reviews.

1.11.7 CCB Additional Considerations

A. The CCB not only decides whether to make changes, but also the conditions for releasing changes.  For example, a change may be of such critical nature the CCB will want to review final results prior to releasing the product.

1.12 Progress Tracking

A. Quality Assurance (QA) measures should be taken and an audit to this guideline periodically will ensure activities are conducted in accordance with the guideline.

B. Change Metrics Over Time

1. Changes Approved – formally approved by the CCB

2. Changes Rejected – formally rejected by the CCB

3. Changes Pending:

a) Changes pending analysis

b) Changes pending review

4. Changes submitted and approved over time cumulative









1.13 Verification

A. Program reviews should be held regularly with Senior Management. 

B. Program Managers, Project Managers, Program Management Consultant and the PMO, are responsible for preparing and presenting reports.  

C. Data on planned vs. actual cost, schedule and staffing is presented.  

D. Current and potential issues, risks, technical status, and intra-group conflicts are addressed.  

E. Action items from previous Program Reviews are reviewed and new action items assigned.  A summary status report is prepared by the PMO and distributed to all participants.
F. The activities and process will be reviewed by the PMO on a regular basis.  



















� This document is a reference from the Georgia Technology Authority (GTA) Program Management Office (PMO) created as part of the strategic continuous process improvement initiative. Questions or recommendations for improvement of this document may be forwarded to any GTA PMO member.
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