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Guidelines for Baseline Change Requests

What These guidelines serve as reference information for use in developing a resource loaded project
schedule.

Why Using these guidelines during the process of schedule development can improve the ease of use with
EVMS.

1 Glossary of Terms and Acronyms
BCR — Baseline Change Request
BL - Baseline
CA — Control Account
CAM - Control Account Manager
CD - Critical Decision
CTC - Chargeable Task Code
DOE - U.S. Department of Energy
DTI — Desk Top Instruction
EV — Earned Value
EVMS - Earned Value Management System
FPD — Federal Project Director
MR — Management Reserve
MS - Milestone
PCS — Project Controls Specialist
PM — Project Manager
PMB — Performance Measurement Baseline
PMT — Performance Measurement Technique
TPC — Total Project Cost
UB — Undistributed Budget
WAD — Work Authorization Document
WBS — Work Breakdown Structure
WP — Work Package

Control Account (CA) - A key management control point located at the natural intersection point of the WBS and
the OBS, where functional responsibility for work is assigned. It represents the point at which budgets (resource
plans) and actual costs are accumulated and compared to earned value for management control purposes.

Control Account Manager (CAM) — The member of the project team responsible for the performance defined in a
Control Account and for managing the resources authorized to accomplish the tasks.

Work Breakdown Structure (WBS) - A product-oriented grouping of project elements that organizes and defines
the total scope of the project. The WBS is a multilevel framework that organizes and graphically displays elements
representing work to be accomplished in logical relationships. Each descending level represents an increasingly
detailed definition of a project component. Project components may be products or services. It is the structure and
code that integrates and relates all project work (technical, schedule, and cost) and is used throughout the life
cycle of a project to identify and track specific work scopes.

Work Package (WP) —Commonly defined as “a task or set of tasks performed within a control account”. However, this
term is often confusing due to its use in various tools. For example, in Cobra, a WP, and its ID refers to a P6 Task and
its “Activity ID”. This usage is acceptable in Cobra because in EVMS terms a WP is any level of activity below the
Control Account. However, in P6, a WP is sometimes referred to as an element of the Work Breakdown Structure
(WBS). Throughout this document, WP, Task, and Activity are interchangeable, synonymous terms and do not refer to
a particular level of the WBS.
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2

3

3.1

Intent of Desk Top Instruction (DTI)

The intent of this DT is to provide further clarification of intent and direction found in Fermi Research
Alliance Earned Value Management System (EVMS) procedures. It is expected that all Project personnel are
first familiar and compliant with the EVMS procedures, and then seek clarification from the DTI.
Compliance with the procedures is expected; therefore, if there are conflicts between procedures and the
DTI, the EVMS procedures are to be followed. Some Baseline Change considerations may not be identified
or clarified in the DTI because they are adequately addressed in the procedures.

BCR Requirements:

The baseline can be impacted in various elements by a Baseline Change Request (BCR) each with unique

impacts. Each element must be tracked and reconciled with the baseline. The elements which can be impacted

by BCRs include budgeted cost, contingency, Management Reserve (MR), Undistributed Budget (UB), Total

Project Cost (TPC), scope, and schedule. Project scope and schedule impacts are mainly addressed in other

project documents including BCR Forms, WBS Dictionaries, Schedules, and Work Authorization Documents.

A) Although anyone on the project can initiate a change request, the Control Account Manager (CAM) is
responsible for any changes within his/her Control Account (CA). Therefore, with the exception of
directed changes, they must review and ensure appropriate documentation is prepared to substantiate the
change, including documenting proposed alterations to the currently approved project baseline scope,
schedule, and/or budget. If the initiator is other than the CAM, the initiator must inform CAM and seek
approval as part of the approval process.

B) The CAM or initiator works with Project Controls to prepare an accurate and complete BCR package.
The package contains the documentation necessary to support proposed scope, budget and/or schedule
change(s). Each BCR must:

o Show the affected WBS element, the level and complexity of the change.

o Be reviewed for consistency, completeness, correctness, and appropriate routing by Project
Controls before submittal for approval and after implementation.

o Show Budget Impact (Before & After)

o Show Contingency and Management Reserve Impact

o Update Appropriate Documents (All documents reflect BCR number which affected/initiated
document)

C) BCRs are important to the maintenance and accuracy of the TPC and reporting requirements therefore
BCRs should be implemented in a timely manner.

D) Work does not proceed without approval (BCR approval or WAD) see 12.PM-003 Work Authorization.

BCR Log(s)

BCR log(s) are intended to tack financial impacts including budgeted cost, MR, Contingency, and Total
Project Cost (TPC). A detailed change log is maintained to record all changes to authorized work and to reconcile
original budgets and schedules with all changes for the Control Account

The following are examples of BCR logs necessary to meet the intent of EVMS guidance. These examples
are created by the posted BCR standard excel template. However, it should be noted that due to projects
special needs and funding requirements the examples reflect a minimal data requirement.
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3.2

Schedules for BCR Documentation

There are three required schedules which should be included in each BCR
1. BCR Impacted Milestone Tier Schedule
2. BCR Impacted Activities

3. BCR Critical (or Near Critical) Path

Guidelines for Baseline Change Request v0.0

30f 10




LS - Office of Project
e Fermllab‘ Support Services Doc #: 12.PM-007.DT-05

3.21 General guidelines
e To maintain consistency and due to most schedules defaulting to black milestones bars with Baseline
(BL) yellow bars, use yellow bars for activity BL.
o Other Requirements to be Shown
o Change Type Legend
o Printed Date/Time
o Gantt Chart Legend (Timescale is Project Option)
o Page Number
o Filters Used
e Filters and Required Columns are specific to each report and will be addressed separately with each
schedule
e If the BCR impacts cost only, for example rate changes, then the BCR form should clearly identify
“No schedule impacts and no Schedules will be attached to the BCR reports.”
o Global layouts for the P6 standard reports are available
o BCR Critical (or Near Critical) Path
o BCR Impacted Activities
o BCR Milestone Tier Schedule
o In addition to consistency, automation and standard reports will improve efficiency
e Date format: Because of the international nature of our work we should use DD-Mon-YYYY
e P6 Timescale (Gantt chart is optional but recommended)
o Consider using quarters or Months for the lower row
o Consider using BCR approval date -2M for the start, just to avoid giving up a lot of real estate to
the historical period, in which there should be no changes.
Grouping and sorting - hide if empty
Consider using whole integers for data i.e. no decimal
Consider removing Gantt Chart Summary Bars
Change Type Guidelines — The “Change Type” code field in P6 is used to identify the type of change.
The characters to be used are A — for Added activity, C — Changed coding, D — Deleted activity, H —
Historical Activity, L — Logic change, W — WBS change, X — Resultant from exterior changes, M —
Modified Activity.

e Added/new activities (A):
o Code the activity with the change number and change type
e Changed coding only (C):

o If the only change you are making to an activity is an assigned activity code or adding an
activity code to an activity

e Deleted / historical activities (D or H):

o ldentify the change number and change type in addition with whether you removed logic
and/or changed dates/durations/constraints

= Example: “BCR001 H” — If an activity was planned to start and did not and no
BCWP has been taken, BCWS will be set equal to 0. The remaining work will
be planned as a new/added activity.
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=  Example: “BCR001 H”— If an activity has BCWP, then BCWS will be set
equal to BCWP. The remaining work will be planned as a new/added activity.

o For deleted activities you can put that you removed all logic and the activities you
removed logic from you should have the change # and type

= “BCRO01 D” NOTE: removed pred/succ “XYZ”

e Logic changes (when just a logic change was made) (L):
o “BCRO01 L” — Use this for FS relationships and when no logic is removed.
o “BCRO01 L: Removed pred. ID 475.01.0100 and changed pred. 475.01.0111 to SS Lag
10; added succ’s”
o All changes to logic between projects need to be listed because you cannot import inter-
project logic.

o \WABS changes (when just the WBS was changed) (W):

o Example: “BCR001 W: Changed WBS from 475.02.02.02.15 to 475.02.02.03.15;
changed CTC from 475.339 to 475.500”

¢ Resultant from external changes (X) or affected by upstream changes

o This is used when a duration or logic change to an upstream activity caused this activity
to move left or right

¢ Modified Activities (M)
o Added or deleted logic/logic type/lag
o Resource/budget changes
o WBS changed from....to....
o CTC changed from....to....
o Description changes: Just mention that the description changed so the implementer
knows to replace the existing description in the baseline
Duration changes from....to....
Add/Remove/change of constraints
o Example: “BCR0O01 M: Deleted pred. 475.02.02.0200; changed duration from 100 to 75;
changed budget on resources”

O O
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3.2.2 BCR Milestone Tier Schedule
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e Required Columns (Can be redefined to make easier to understand or fit better)
Activity ID

Activity Name

BL Start

BL Finish

Start

Finish

BL Total Float

Total Float

Variance -BL Start (BL Start Variance)
Variance -BL Finish (BL Finish Variance)
BCR#

Change Type

O OO0 OO O0OO0OO0OO0OO0OO0oOOo

o Filter

o Milestones

o Activities with Variance Per BCR (Start, Finish)

o May filter for only DOE and Project Reportable Tiers
e Group and Sort

o Group By Milestone Tier

o Sort by Early Start
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3.2.3 BCR Impacted Activities
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e Required Columns (Can be redefined to make easier to understand or fit better)
Activity ID

Activity Name

BL Start

BL Finish

Start

Finish

Variance -BL Start (BL Start Variance)

Variance -BL Finish (BL Finish Variance)
Variance — BL Project Duration (BL Dur Variance)
Variance — BL Material Cost (BL Matl Cost Var)
Variance — BL Labor Units (BL Labor Units Var)
Variance — Nonlabor Units (BL NF Lbr Units Var)
BCR#

Change Type

O 0O O OO OO OoOO0OO0OO0OO0OO0OO0

o Filter
o Activities with Variance Per BCR (Start, Finish, Labor Units, Nonlabor Units, Material Cost,
Duration)
e Group and Sort
o Group By WBS, CAM, CA
o Sort by Early Start

& Prmavera Systems, ind|

7 of 10




- - Office of Project
e Fermllab‘ Support Services Doc #: 12.PM-007.DT-05

3.2.4 BCR Critical (or Near Critical) Path
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e Required Columns (Can be redefined to make easier to understand or fit better)
o Activity ID
o Activity Name
o BL Start
o BL Finish
o Start
o Finish
o BL Total Float
o Total Float
o Variance -BL Start (BL Start VVariance)
o Variance -BL Finish (BL Finish Variance)
o Variance — BL Project Duration (BL Dur Variance)
o BCR#
o Change Type
o Filter

o Not LOE activity type or PMT

o Not FY Start/Finish Milestones

o Activities Where BL Total Float is x (or less) or Activities Where Current File Total Float is x (or
less)

o The x value is project’s choice

Minimum Requirement is Critical (defined as 0 TF)

o Project can change report to show near Critical by changing TF value

o
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e Group and Sort
o No Group
o Sort by Early Start
e Other Requirements
o Same as other Schedules

3.3 BCRForm

3.3.1 Purpose of BCR Form

The purpose of the BCR form is to document the BCR process and Impacts. It is used by the stakeholders
e.g. Change Control Board (CCB), Project Manager (PM), DOE, etc. to understand the prudence of
accepting the change request. It should have enough detail to convince stakeholders of the need for and
impacts of the change. It is a managerial overview or brief which presents the case and backup data may
be referenced to answer more detailed queries.

The form starts the process and may only contain Rough Order of Magnitude (ROM) schedule and cost
impacts for presentation to stakeholders. Therefore, cost and schedule impacts may be expressed within
an acceptable range e.g. $90K to 110K for cost and 30 working days +- 6 working days. Provided the
detailed cost and schedule impacts are within the previously accepted impact range, the BCR form may
be retroactively updated with final implementation documentation, as an attachment or reference to
implementation documents. The process of moving from ROM to detailed data does not negate the
justification or acceptability of the change, therefore resigning or authorizing is not required when final
data is within previously accepted ranges. It should be noted that BCR logs and other implementation
documents will contain the true cost and schedule impact data.

3.3.2 Minimum requirements

o BCR Number which is referenced and used by all other BCR documentation

o Who requested the Change

e Status of Change (Submitted, Rejected, Approved, Implemented)

o Date Submitted

e Change Level (at what level the change needs authorized to be Implemented)

o Affected WBS and WBS Description — Should be brought to Highest common level i.e. if multiple
CA in same L2 then reflect L2

e Change type (Cost, Schedule, Administrative, etc.)

e  Supporting Documentation as applicable

o Affected subprojects, if applicable

e Change Control Board Disposition Date

o Trace to either Meeting minutes or emails showing date of meeting and disposition
o May link or keep record of meeting minutes or email describing meeting and disposition from
CCB on Distribution

e Signatures or electronic approvals (with dates), may be attachments
o Text
o Brief description of the Change
o Justification for change
= Why it is needed or reasons it must be implemented
= Consequences of not approving the change request
o Impact the change will cause to the project
= Impact of change
= Both cost and schedule impacts could be ROM express by range or +-
= Cost shown in dollars
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Schedule express by before and after dates

Schedule shown by number of working days

Identify Key affected milestones (e.g. KPP, DOE CDs, or PEP referenced)

cost, schedule, risk, technical or scope impacts

Effect of Change to Critical Path

Known impacts to other documentation should also be identified, for example if the
PEP needs to be updated due to a change in a key milestone

3.3.3 Optional or Suggested

Revision — During the life of the BCR cycle the BCR form may take several iterations. Tracking these
iterations is not required but desired.

4 Document Revision History

Date Version Author Description

1/17/2016 0.0 Rich Marcum Developed DTI
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