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PMS – Process Description
Change Management

Definitions 

A Change is:

A formal acknowledgment that the scope of the project has to be altered in some way.   This could be a schedule change, a budget change, additional or less work activities, a change to some of the previously approved deliverables, etc.   A change could be negative (e.g. additional funding), positive (e.g. a reduction in the number/size of some deliverables) or even neutral in some cases (i.e. a ‘reshuffling’ of priorities).

A Change is not:

· A modification/update to a deliverable while that deliverable is still in draft mode.

· An ‘adjustment’ (i.e. a small change that can be handled within the project manager’s authority level)
· Anything that should legitimately be handled through the allocation of the project’s contingency or reserve funding.

· An Issue (i.e. where there is not yet an accepted and/or preferred solution).

· An ‘ad hoc’ or undefined change request designed purely to cover-up a cost overrun or delay

A Change Request is:

A formal request to have a particular change acknowledged, analyzed and either accepted or rejected.

Change Management is: 

A process for the:

· Identification and capture of each change request including all the impact details (to scope schedule and/or quality).
· The control and tracking of those requests throughout the project.

· The formal review and acceptance (or rejection) of each request in a timely manner.
· The communication of all change request decisions and the timely updating of schedules, budgets and other deliverables/objectives as appropriate.

Objectives

The objectives of the change management process are:
· To control each request for change to ensure that the scope of the project is always kept under control.
· To allow the impact of all changes to be understood and managed

· To ensure each request for change is properly assessed by key project players

· To allow each change to be accepted (or rejected or deferred) with the appropriate authority

· To enable the orderly implementation of each accepted change

Outline of Procedure

1. All requests for change should be processed in accordance with the formal procedure.
2. Once accepted as a valid change request, change requests are circulated for analysis and assessment

3. When the analysis and assessments are complete, a decision whether to accept, reject or defer the change is made

4. Accepted changes are incorporated into plans in a timely manner
5. All change requests are logged to provide visibility and status information on an ongoing basis
Change Management Procedure 

The Change Management process is detailed below:
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Scope
Any request for a change to any project deliverable (including plans and management information) must be processed by the change management procedure.

Small changes and/or internal changes which will have no other effect on the project (i.e. changes to documents which are in draft status or still being worked upon) can bypass this procedure.  However, if in doubt, follow the procedure
Authorities
	Activity
	Authority  

	Raising changes
	Project Manager or Technical Lead(s)

	Accepting change as valid
	Project Manager and Technical Lead(s) as required 

	Designating a Change Action Manager 
	Project Manager

	Accepting or rejecting a change
	Project Manager and Project Sponsor / Steering Committee as required from a project perspective.

Technical Lead(s) ensures all technical requirements (e.g. technical review, site instruction, site inspection, contract change order, etc.) are also completed as appropriate in accordance with current sector/Directorate/Regulatory standards
NOTE:  The responsibilities and authorities for acceptance or rejection of various sized or types of changes should be highlighted in the project management organization, roles and responsibilities


To manage an individual change request
	Responsibility
	Action

	Any project member or stakeholder
	Recognizes the need for a change and describes the required change in the first field in the “Part A  -  Background/Analysis” section on a “Change Request’ Form.   . 

	Note: An agreed approach should be established before the change request is raised.   A possibility is to first raise an Issue for the underlying reason that the Change Request is designed to address and then any analysis can be conducted as one of the options of that issue resolution (see Issue Management Process).

	Project Manager
	Agrees the background; determines the Change Severity and assigns a Change Action Manager and a Target date for formalizing a recommendation.

	Change Action Manager
	Completes “Part B – Analysis” to describes all of the possible “options” that could be followed along with the scope/Quality, and/or Budget and/or Schedule impacts on those options. 

	Project Manager
	Works with the team and/or other technical experts as appropriate to reach agreement on which Option is the most suitable and/or whether to implement, reject or defer the Request.

Escalates the change request to the Project Sponsor and Steering Committee for decision as required

	Project Manager
	When an option has been identified as the preferred option and team agreement has been obtained to proceed with that option, accepts the change as valid by completing the “Part C  -  Recommendation” of the CR Form.  

Signs and also obtains Sponsor, Steering Committee and/or other approvals as appropriate.

	Project Support 
	Logs the change request into the change management system and gives it the next change number.
The original form and attachments are filed in the Project Control Book. Copies of the change request are sent to each sub-project leader and/or the Change Request Action Manager.

	Note: If further work is necessary at this stage to understand or evaluate the change, the project manager should be alerted and an Issue raised (see Issue Management Process)

	Project Support 
	Files the decision and implementation details in the Project Control Book and communicates them to all sub-projects and the change requester. 

Project manager incorporate the change into project deliverables and project plans/schedules/budgets following the implementation details.

Send information to Engineer Consultant/Contractor who will produce the Variation Order and send copy to Project Manager and Change request originator.


To Run the Change Management System

Project Manager's responsibilities

	Frequency
	Action

	At project meetings
	Review all outstanding change requests with sub-project leaders

	Monthly
	Report to the project sponsor and the PMO, the total impact of all accepted changes and all outstanding changes to the overall project plans and time scales


Project Support responsibilities

	Frequency 
	Action

	Continually
	Maintain the file of all changes and up-to-date Change log 

	Weekly
	Check all outstanding requests (those being assessed) to ensure evaluations are taking place and assessments being returned to the project office

	For project meetings
	Prepare report with status of each outstanding change request

	As required 
	1. Circulate new change requests for assessment  

2. Collect assessments from sub-project leaders
3. Assemble all assessments for project manager to decide on the change

4. Circulate accepted/rejected/deferred changes to sub-project leaders


Change Management Templates

The following are the templates that must be used to manage Change Requests within the Ministry.


	
	Change Request Form
	CHG#
	

	
	
	ProjID
	

	
	Project:
	


	General Information

	Project Description
	
	Proj Class
	

	Sponsor:
	
	Consultant:
	

	Proj. Mngr:
	
	Contractor:
	

	Prep. by:
	
	Date Prep:
	


	Part A  -  Background

	Background: (i.e. Reason for Change)
	
	Change arises from:  (Risk or Issue # if applicable)
	

	Priority: (L=1, M=3, H=5)
	
	Impact: (L=1, M=3, H=5)
	
	Severity Index: (Pri. x Imp.)
	

	Change Action Manager
	
	Target Recommendation Date
	


	Part B  -  Analysis

	Option 1:

	

	Budget Impact:
	
	Schedule Impact:
	

	Scope/Quality impact:
	

	Option 2:

	

	Budget Impact:
	
	Schedule Impact:
	

	Scope/Quality impact:
	

	Option 3:

	

	Budget Impact:
	
	Schedule Impact:
	

	Scope/Quality impact:
	


	Part C  -  Recommendation

	


	Approvals

	Name:
	
	Signature:

	Title:
	Project Sponsor
	

	Date:
	
	

	Name:
	
	Signature:

	Title:
	Project Manager
	

	Date:
	
	

	Name:
	
	Signature:

	Title:
	
	

	Date:
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Please Refer to the respective Change Request Form for the Details of any Change Logged

Project Name:

Project Manager:

Assigned to  Due Date

CHG-0001

Date Complete
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Change Evaluation
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Evaluation, 

Accepted, 
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Change Management Process�

Project Manager�

Change Request Action  Manager�

Project Admin
(or PM for smaller projects)�

Requestor


Identify Change Requirement,   raise Change Request Form (Part A)


Acknowledge Request (approve Part A) and assign ownership


Analyze Request Review, estimate & Document (Part B)


Log Issue


Make Recommendation to best resolve issue (Part C)


Monitor Request progress, update Change Request Log


Acknowledge Results 


Monitor Request progress, update Change Request Log


Prepare/Issue Change Request Update Reports (part of Status Report)


Make decision and obtain all necessary signatures and approvals


Update Schedule, Budget, etc. as appropriate


Update Logs and notify all concerned of decision
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										CHANGE LOG										Project ID:

										Please Refer to the respective Change Request Form for the Details of any Change Logged

								Project Name:

								Project Manager:

		Change Request  #		Submission Date		Originator		Change Request Title		Type   (1 to 4)		Category (1 to 9)		Priority (1 to 5)		Status  (Open, Evaluation, Accepted, Rejected, Deferred)		Status Date		Change Evaluation				Date Complete

																				Assigned to		Due Date

		CHG-0001



&LDepartment Name, Project Name
CHGLOG_200711&CChange Log&R&P of &N
Version 1.1
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