Integrated Change Control Plan

Introduction

Integrated change control is concerned with a) influencing the factors that cause change to make sure that such changes are agreed upon by <Vendor> and AGENCY, b) identifying changes as they occur, and c) managing changes as they occur.  The original Statement of Work and Work Plan must be maintained by continuously managing changes, either by rejecting new changes or by approving changes and incorporating them into a revised Statement of Work and Work Plan.

Integrated change control requires:

· Maintaining the integrity of the Statement of Work and Work Plan

· Ensuring that the change control process is initiated

· Ensuring that changes in the scope of the work product are reflected in the Statement of Work and Work Plan

· Coordinating change across knowledge areas, which include scope, schedule, and quality
Change Control Process

Submission of Change Requests

All Change Requests to the Statement of Work or Work Plan must be validated by the Core Team and then brought to the attention of the Project Management Organization (PMO).  

The required method to initiate a Change Request is through submitting a Change Control Form (available in the project document repository), filling out name, agency, date submitted, email address, business case, and a description of the Change Request.   Once complete, the form is to be emailed to and validated by a Core Team member.  

Once validated or determined to be a valid Change Request, the Core Team then emails the completed Change Control Form to the PMO.  Once the PMO receives the form, the Core Team submitter will receive an email acknowledgement of receipt.  All project team members may also find a consolidated, summarized status of all Change Requests in the Change Control Log (available in the project document repository), which is maintained and updated by the PMO.  The completed Change Control Forms (also available in the project document repository) document the detailed resolution of the Change Requests and get updated throughout the Change Request lifecycle by the PMO.

It is important that the project team embraces the Change Control Process.  To ensure this, the Core Team member that submits the Change Request will receive timely email feedback from the PMO each time one of the following events occurs:

· Receipt of Change Request is acknowledged, and a due date is assigned

· Change Request is approved and closed

· Change Request is denied and closed

Definition of Priority Levels

High – the Change Request is a ‘must-have’, meaning that the change is critically needed to counteract adverse effects upon current or future business activities.  

Medium – the Change Request is a ‘should-have’, meaning there is little risk of serious adverse effects on current or future business activities, and may also mean there are workarounds to counteract any adverse effects.   The change will make a substantial difference if implemented.

Low – the Change Request is a ‘nice-to-have’, meaning that the change may be cosmetic in nature or will make certain business activities slightly easier. The change will make a minor or negligible difference if implemented.

Change Request Lifecycle

The first step in the Change Request lifecycle is the creation of the Change Control Form and the entry into the Change Control Log.  Both documents are continually updated on the project website.  Once the impact upon resources, timeline, and business case of the Change Request are assessed, it may be approved by the PMO unless there is a negative impact upon cost, resources, and timeline or a change in project scope.  In such cases, the Change Request must be approved by the Steering Committee.

It is important to understand that impact upon resources and timeline may be positive or negative.  A positive impact would represent a reduction in resource requirements and timeline, while a negative impact would represent an increase in either of these areas.

Figure 1 and the description to follow describe the Change Request Lifecycle.
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Figure1 – Change Control Lifecycle

Identify Change Request

Change Requests may originate with any team member through the submission of a Change Control Form to a Core Team member.  

Validate Change Request

The Core Team member reviews the Change Control Form to determine the validity of the Change Request.  If the Core Team member validates the Change Request, he/she emails the Change Control Form, with any necessary modifications to the Project Coordinator.  The PMO ensures that Change Requests are correctly documented in a Change Control Form and are also added to the Change Control Log, with its status including due date.  

Determine if Impact will be Assessed

If the cost (relating to timeline and resources) to investigate the impact of the change is not warranted, the PMO, with the approval of the originating Core Team member, may close the Change Request without assessing impact.  One reason why the PMO may close the Change Request at this stage is that the Change Request does not match the direction of the project and there is not a sufficient business case to deviate from the project direction.

Assess Impact of Change

The impact assessment, which is completed by PMO and Core Team, accounts for resource, cost and timeline ramifications as well as the business case (i.e., severely decreased user acceptance, etc.).  
After impact assessment, the decision to implement the change may be made by the PMO under one of three conditions:  

1. When in response to an emergency situation that was not planned for or anticipated by the PMO, Core Team, or Steering Committee and when the lack of action would generate greater costs than the incremental cost of implementing the change.

2. When the impact of the change is negligible, while the implementation of the change is deemed appropriate and necessary by the PMO.  The PMO will inform the Steering Committee of the change in the weekly Status Report.

3. When the impact of the change is positive (meaning that there are decreases in costs, resource requirements, and timeline) and there is no reduction in project scope.  Such changes represent productivity gains that do not need Steering Committee or higher management approval.

Determine Whether to Present to Steering Committee

Based on the impact, the PMO and Core Team decide whether to pursue the Change Request as a potential project change.  If, based on the cost prohibitive nature of implementing the change (or other factors), the Core Team and the PMO unanimously decide not to pursue further, the Change Request is closed as ‘deferred’ and the corresponding Change Control Log entry is updated.  If necessary, the Steering Committee is notified in the next written Status Report.

Present Issue & Impact to Steering Committee

In the event the PMO and the Core Team members decide the impact and business case findings are relevant to the Steering Committee, they need to provide the same at least two days prior to the next semiweekly Status Meeting.  At the Status Meeting, the PMO and Core Team members will present the Change Request impact and business case to the Steering Committee, which may request more information and/or make a decision on whether or not to implement the change.  If no decision is made at the meeting, follow up actions are planned accordingly to resolve the matter expediently.

Determine if Change will be made

Based on the impact and business case of the Change Request, the Steering Committee determines whether or not to implement the change.

Close Issue as Deferred

If the Steering Committee decides that the Change Request will not be implemented, the PMO closes the issue as ‘deferred’ and updates the corresponding Change Control Log entry and Change Control Form.

Implement Change

If the Steering Committee decides that the Change Request will be implemented, the following steps take place:

1. PMO updates the corresponding Change Control Log entry as ‘Closed – Approved’.

2. If necessary, the PMO and Steering Committee arrange for additional cost and/or resource requirements.

3. PMO updates the Statement of Work via a SOW addendum and the Steering Committee approves the addendum.

4. PMO updates project Work Plan.

5. PMO assigns tasks to appropriate team members.

Outputs from Integrated Change Control

There are three principal outputs from the Integrated Change Control Process:

· Work Plan Updates

· Corrective Action

· Lessons Learned

The causes of variances, the reasoning behind the corrective action chosen, and other types of lessons learned should be documented so that they become part of the historical record for both this and future projects.
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