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1.0 Project Control Guideline
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
	


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

A. The purpose of this guideline is to define the procedures involved in project control, that establishes mechanisms for assessing potential changes to project scope

B. To ensure value is added and resources applied to ensure project success and minimize risk

C. To define approaches to ensure efficient and effective tracking of project documents and work products throughout the life cycle of the project

1.3 Definitions

	Term
	Definition

	Change Control Board  (CCB)
	A group of people tasked with responsibility to control the requests for changes within a project. Always outlined in the Project Management Plan, the CCB controls the scope changes that are prevalent in so many projects.

	Configuration Management (CM)
	(1) The disciplines that create and maintain a controlled environment that protects intellectual assets by identifying the assets being protected, allowing re-creation of the assets in any version, tracking and controlling changes over time, informing affected groups and individuals of the status and content of the assets, and supporting planning for the activities within those disciplines. (2) The group responsible for implementing those disciplines.

	Configuration Manager
	The person with Configuration Management responsibility within a project or organization.

	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.

	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.

	Project Manager  (PM)
	(1) The individual who directs, controls, administers, and regulates a project.  The project manager is the individual ultimately responsible to the customer. (2) The individual responsible for managing a project.

	Program Management Office (PMO)
	(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 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 the Business Owner to apply dollars and/or resources to create a deliverable that has benefit and value to the organization. 

	 Project Status Report
	Project Status Report.  A report that summarizes the project. It should contain enough information to give the reader a good view of the health of the project. See template GTA-PMO-TEM-003. 

	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.

	Quality Assurance Plan (QAP)
	A plan outlining the expectation of a project regarding quality of deliverables, quality expectations of the project team, and the quality expectations of resources used to support the project. An essential part of the Project management Plan.

	Risk Management Plan  (RMP)
	(1) At minimum, a documented statement of the intended actions a project organization will take to deal with potential hazards to the project, its products, or the project team.  (2) A comprehensive statement of all key factors guiding a management team in planning for, analyzing, mitigating, monitoring, and controlling risk factors.  (3) The specific document prepared as a project deliverable detailing plans for risk management.

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

1.5 General Logic   

A. Project control consists of tracking actual accomplishments, comparing them to planned accomplishments, and taking corrective action when cost, size or schedule progress deviates from the plan.  Corrective action typically consists of increasing development resources, reducing the project scope, or re-planning and re-negotiating the schedule.  

B. Assessing project accomplishments is performed by integrating data provided from a combination of reporting processes.  

C. Regular reviews at each successive level of project management provide a forum where milestone status, impediments to progress, and newly perceived risks are raised and appropriate control is initiated.  Commitment is established for corrective actions that involve significant changes to project scope and schedule.

1.6 References

1.6.1 Principles
	Principle
	Product Code

	Project Planning 
	GTA-PMO-POL-001

	Project Tracking and Oversight
	GTA-PMO-POL-002


1.6.2 Guidelines

	Guideline
	Product Code

	Program Review 
	GTA-PMO-GLI-200

	Issue Management 
	GTA-PMO-GLI-201

	Risk Management 
	GTA-PMO-GLI-202

	Project Startup 
	GTA-PMO-GLI-104

	PMP Development 
	GTA-PMO-GLI-103


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
	Number

	Project Management Plan
	GTA-PMO-TEM-030

	Project Status Reports
	GTA-PMO-TEM-003


1.6.5 Guidebooks

	Guidebooks
	Number

	Project Management Metrics Guidebook
	GTA-PMO-GUI-002

	Formal Program Review Guidebook
	GTA-PMO-GUI-016


1.7 Procedural Overview

A. Project control is a critical component of both the project management discipline and well-executed project management processes.  Procedures are delineated and it is up to the Project Manager to have the managerial discipline to execute those procedures.  Projects do not self-correct; therefore Project Managers need to be proactive in addressing problems.  Complex projects and simple project alike can spiral out of control when proper control measures are not defined and followed.  

B. The Project Control Guidelines, using periodic reviews and corrective actions, allows early exposure of possible problem areas within a project. This pro-active approach allows a project slipping out of control, to recover, or to be stopped altogether. 

C. This guideline is linked to the Portfolio Management Guideline (GTA-PMO-GLI-700), Metrics Guidebook (GTA-PMO-GUI-002) and Formal Program Review Guidebook                          (GTA-PMO-GUI-016).

1.8 Key Process Area Goals

A. Ensure actual results and performance are tracked against the project plans

B. Ensure corrective actions are taken and managed to closure when actual results and performance deviate significantly from the project plans

C. Ensure changes to project commitments are agreed to by the Change Control Board (CCB) as defined in the PMP

D. Provide a forum for the Georgia Technology Authority Program Management Office (GTA PMO) oversight for projects that meet criteria that is set by the GTA

E. Increase vertical communication and visibility throughout GTA and executive management

F. Increase horizontal communication and visibility throughout the GTA project teams

G. Review technical, cost, staffing, and schedule performance against the PMP

H. Resolve conflicts and issues not resolvable at lower level

I. Address project risks and find effective ways to reduce those risks

J. Review & assign corrective action items and track them to resolution

K. Provide a forum for Quality Assurance, Program Management Office, and Configuration Management to report the results of their reviews and audits of project activities and products

1.8.1 Guideline Goals

A. Monitor all changes to projects commitments concerning schedule, requirements, and inter-group dependency deliveries

B. Conduct timely GTA PMO reviews on a regular basis 

C. Hold project initiation, and in some cases, phase kick-off meetings

D. Put project plans into action

E. Identify and resolve problems at the lowest level possible through Risk Management Reports (RMR) and Project Status Report

F. Escalate problems not solvable at lower levels to higher levels of management

G. Initiate re-planning activities when appropriate

H. Track critical dependencies, risk areas, development resources, target resources, and staffing

1.9 Standards

A. Status reporting will be accomplished using the Project Status Report Template (GTA-PMO-TEM-003).

B. Program Reviews will be conducted in accordance with the Program Review Guideline (GTA-PMO-GLI-200).

C. Project metrics will provide objective analysis and graphical representation of project performance in accordance with the Project Management Metrics Guidebook (GTA-PMO-GUI-002).

1.10 Responsibilities

1.10.1 Program Manager

A. Attends formal reviews

B. As a means of escalation, takes corrective action on those items brought to them by Project Managers as unresolved at a lower level

1.10.2 Project Manager

A. Conducts project reviews and other status reviews as defined in this procedure and other supporting procedures
B. Raises issues to program reviews when they cannot be resolved at lower levels

C. Recommends corrective actions when needed

D. Works with the PMO and the PMC to champion the controlling processes

E. Ensures team members and stakeholders are notified of significant changes to project plans

F. Ensures the implementation of accurate, timely, and complete project tracking metrics and performance

G. Coordinates document management and the maintenance of project libraries

1.10.3 Program Management Office 

A. Provides Program Management Consultant (PMC) services for project oversight and mentoring

B. Maintains the Project Management Plan development process and project control procedure
C. Reviews Project Management Plans and schedules

D. Provides for the evaluation, support, and acquisition of tools and training for project planning, such as GTA standard project management tools

E. Provides an escalation process for projects and project issues beyond the GTA and agencies when needed

1.10.4 Program Management Consultant

A. Reviews the Project Charter, PMP, and other project planning documents

B. Provides guidance and mentoring on the development of the project WBS, schedule, budget, and risk management

C. Serves as liaison between the project and the PMO, especially with coordination of lessons learned and process improvement initiatives

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

1.11 Activities

1.11.1 General

A.  The basis for all project control activities is the Project Management Plan, and all detailed schedules referenced by the PMP Development Guideline—GTA-PMO-GLI-103.  The PMP is maintained under project document control and is agreed to by all affected groups.  The PMP is reflective of all commitments and project schedules.

1.11.2 Change Control

A.  Any long term highly technical project will inevitably require some changes in the PMP.  The business and government environments move too quickly to remain stagnant in existing requirements over the long term. In every Project Management Plan, there should be a process for change control with strict guidelines for acceptance or rejections of change requests. Lack of a change control process is a primary cause of loss of control in many projects.

B.  The change control process within the PMP should outline Change Control Board (CCB) membership. This group of individuals is assigned and responsible for reviewing change requests (GTA-PMO-FOR-063) with the authority to accept or reject those requests.  

[image: image1.jpg]C.  An acceptance of change may carry increased costs, delay in schedule, or a trade off with another deliverable or all of the preceding. It is imperative that all aspects of impact be considered and evaluated.  Figure 1 is a suggested process flow for change requests.

Figure1: Nine-Step Change Control Process

D.  It is the Project and Program Managers responsibilities to negotiate the accepted or rejected    decision with the end user, explaining schedule, cost and or resource impact. 

E.  After negotiation, any change will be reflected in the Project Management Plan (PMP), and accepted with stakeholder consent of not only the change, but also the overall project impact.

1.11.3 Periodic Reviews

A. Periodic reviews of project results are held at every level of the project.  The content and frequency of reviews are documented in the PMP for each project and the principles and guidelines of the PMO and GTA.  

B. Project and program reviews are held at the PMO level through the Program Management Consultant to evaluate the health and status of projects meeting the criteria for oversight and project management by the GTA PMO.

C. Program reviews are held at the GTA and Agency level to assess program cost and schedule status, as well as review all commitments made to the project.  

D. Project-level management reviews may also be held between the Program Manager, the Project Manager and other groups to review actual accomplishments against the PMP and direct corrective actions when necessary.  

E. Periodic technical review meetings are held among the development groups at low levels to provide a forum for immediately identifying and resolving problems at the lowest level possible. 

1.11.3.1 Program Reviews


A. GTA PMO shall hold periodic reviews on all projects for which there are total responsibility and/or oversight.  Project performance data is presented and evaluated against project cost, quality and schedule objectives.  Major program risk items are also addressed in this review.  Materials and presentations at this review are the responsibility of the Program Manager and the Project Manager coordinated through the Program Management Consultant (PMC).  Action items from program reviews are captured, distributed, and tracked to completion.

B. Specific project progress indicators are also prepared and presented at the review.  The purpose of this data is to show project performance against agreed upon commitments.  Projection of completion dates are based upon task estimates derived from the Work Breakdown Structure (WBS). This data gives management the necessary visibility into the process to evaluate the status of overall project performance.  Deviation in cost, size, or schedule are reported and justified.
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Program reviews are important step in the control process. They provide early visibility into problems that require consideration. If escalation of an issue or risk is needed, a structured method is required to manage the risk to resolution and closure. Figure 3 illustrates the path from identification of an issue to the escalation to the Program Review Board.

Figure2: Issues Management

1.11.3.2 Project Status Reviews

A. Project Status Reports are distributed internally within the organization to quickly identify and create visibility into project activities.  The frequencies for these reports are established around the organizational hierarchy in place and for project effort in accordance with the PMP.  The project manager typically meets with key leaders (team leaders or group managers) on a frequent basis as defined in the PMP communication plan, to assess progress and problems. 

B. Typical problems surfaced at this level include deficient development environment, staffing problems, key dependencies and inter-group coordination problems.  When problems are within the Project Manager’s control, immediate action to resolve them should be taken.  More serious problems are recorded in the Project Status Report for escalation to a higher level of management.  Critical problems are surfaced immediately while less pressing issues are raised as risk items, variance causes, or open issues at regularly scheduled reviews.

C. On large projects, the Project Managers and group managers may also hold status/review meetings.  The formality and frequency of these review sessions are based upon the size and make-up of the teams and defined by the teams as communicated to the Program Management Office though the Program Management Consultant.  

D. Low-level technical reviews also provide a basis for evaluating and surfacing feedback on the project deliverables. Ineffective and cumbersome procedures can be identified and surfaced for subsequent evaluation.  When corrections are required, procedures to update the PMP should be initiated.

1.11.4 Corrective Actions

1.11.4.1 General

A. Corrective actions are indicated when the observed project performance falls outside pre-established thresholds for planned activities.  A wide variety of corrective actions can be applied to recover the plan.  Often out-of-plan performance is first visible as missed milestones and slipped schedules.  However, the best corrective action is to avoid problems through early risk identification and assessment.  If a risk is identified early and subsequently becomes a problem, contingency plans may already be in place.  When unforeseen problems arise, it may be necessary to take immediate measures to mitigate damages and develop new contingency plans.

B. Corrective actions alter schedules, staffing or resource allocation to try to recover from slipped milestones.  Problems of serious magnitude often require solutions that redefine the basis for the commitments.  

C. Except for the simplest problems, snap decisions made in the heat of review meetings should be avoided.  In the possibly emotionally charged atmosphere during realization of a serious problem, there is a tendency to seize control of the problems from those groups and individuals responsible for planning and executing the project.  Directed problem solutions are not usually supported by widespread commitment and can be perceived as punitive in nature.  To ensure widespread commitment, action teams with representation from all affected groups should be engaged to use accepted methods to identify, recommend and implement corrective actions.

1.11.4.2 Scope Change

A. Unchecked scope changes and scope escalation are key contributors to out-of-plan performance.  This can be due to either poorly understood initial requirements, or the addition of new requirements without first obtaining proper authorization.

B. The Change Control process should always be outlined in the PMP. All changes come with costs associated with time, money or resources. See 1.11.2 Change Control and Figure 1: Nine-step Change Control Process. 

1.11.4.3 Personnel Allocation

A. The most commonly attempted corrective action is the addition of people in an attempt to maintain the completion schedule.  More often than not, this is a counterproductive reaction to deeper underlying problems.  Great care must be taken when adding people to a project.  The project itself must support additional decomposition into parallel sub-projects.  If the original plan was primarily schedule driven, then the originally planned staffing level is probably already optimized.  For this case, there is no reason to assume that more staff will improve conditions.  Increased management, communication, and integration complexity due to increased staff levels must be taken into account.

B. People added to a project must be well matched to the existing team. Added personnel must have necessary domain skills, language skills, tool familiarity, and knowledge of the project's specific process.  In a project that is already behind schedule, the effort required to bring new staff up to speed can easily nullify any potential contributions of the extra person.  The closer a project is to completion, the greater the impact of getting new personnel through the learning curve and into a productive mode.  These factors combine to make the most appealing candidates for additional personnel already working on the project but supporting other less critical projects.  Once this short-term pattern is adopted on a project, it is difficult to recover.  Larger and larger teams must continually reallocate people from project to project to recover each project from schedule slips due to earlier staffing shortages.

C. Decisions to add staff must be agreed to by the group receiving the additional staff. Project commitments based upon the new staffing level should be agreed to and documented in the PMP and detailed schedules. Deliverable commitments should also be renegotiated and documented in the PMP for groups giving up resources.

D. The allocation of additional resources may achieve greater productivity from the existing staff.  Limited availability of space, workstations, software licenses or other critical resources can all impede project progress.  Evidence of resource problems should be collected and presented at reviews and, if required, escalated to the management level having appropriate authority to make the necessary changes. In cases where a project is resource bound, the application of additional personnel to the problem is usually counter productive.

E. The addition of more resources typically adds additional time to the product process. There is always a learning curve to develop an understanding of the project, the product and the existing team. Also it must be noted that no matter how familiar or how skilled a resource may be, there is point when another staff member cannot add value to the endeavor. 

1.11.4.4 Re-planning

A. Situations can arise where simple corrective actions cannot realistically recover lost schedule.  In these cases, a re-plan of the project effort may be required.  Re-planning requires re-defining commitments with the end user and all affected groups.  Re-planning should result in a revised Project Management Plan, schedule and budget.  All data, measurements, assumptions, and new risks associated with the re-planned activities are carefully documented and archived.

B. All re-planning activities require re-negotiation of critical dates, deliverables, resource allocations between the approving authority and the primary stakeholders.

C. Through the re-planning process it may become evident that the project is not recoverable or that the situation that justified the project in the first place is not currently valid. In this example it may be more prudent to stop the project and re-assign resources to other endeavors. 

1.11.4.5 Process Changes

A. Through the course of a project certain indicators may uncover flaws in the processes. For example, should Quality Assurance (QA) uncover disturbing trends in the number and severity of defects found in testing, a corrective action could be to increase the rigor of the software inspections process during coding.

1.11.4.6 Other Risk Items

A.  There are a variety of other factors that may require corrective action. Hopefully the potential for out-of-plan performance has been previously captured and planned for as a risk item.  For example, a project may exist with a critical dependency upon a vendor to provide a new capability by a certain date.  If this discrepancy is identified as a risk item early on, appropriate contingency planning should be well under way should the vendor fail to deliver on schedule.

1.12 Progress Tracking/Measurement

A.  Progress tracking for project control activities can be assessed through the evaluation of key milestones:

1.
Division management reviews are held monthly.

2.
Regular reviews are conducted and identified problems are tracked to resolution.

3.
Corrective actions are taken that include:

a.
Scope changes

b.
Staffing changes 

c.
Development resource changes

4.
Re-planning is conducted when required and documented in the PMP.

1.13 Verification

A. The activities for the Program Management Consultant and PMO reporting processes are to be reviewed by the Program Management Office on a regular basis.  

B. A quality audit will examine the process and the product by use of the following QA questionnaire against the listed guidelines, forms and deliverables: 

1. Project Control Questionnaire, GTA-PMO-QUE-062

2. Change Request Form, GTA-PMO-FOR-053

3. Project Control Guideline, GTA-PMO-GLI-208















































































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