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1.0 PURPOSE 

This procedure establishes the work authorization to ensure that a Control Account (CA) is 

sufficiently defined, organized, planned, and budgeted before its work scope is authorized and started.  

 

2.0 SCOPE 

This procedure describes the steps to prepare a Work Authorization document for control accounts 

on projects.  All project activity is performed consistent with the project Work Breakdown Structure 

(WBS) and within project specific control accounts. 

 

3.0 RESPONSIBILITIES 

 

3.1 Project Manager (PM) is responsible for 

 establishing control accounts at intersections of Organizational Breakdown Structure and 

Work Breakdown Structure 

 identifying CAMs 

 developing CA guidance for and reviewing guidance with CAMs 

 signing Work Authorization documents 

  

3.2 Control Account Manager (CAM) is responsible for 

 developing CA details 

 signing Work Authorization document 

 managing to parameters contained in the Work Authorization document 

 

3.3 Project Controls is responsible for 

 assisting Project Manager in developing CA guidance 

 preparing Work Authorization document 

 opening CA chargeable task codes after Work Authorization document is signed 

 advising CAMs and PM of FRA EVMS requirements to ensure the project is compliant 

 

3.4 Directorate/Budget Office is responsible for 

 agreeing to initial project budget with the customer 

 issuing work authorization to PM in the form of budget authority on the project 

 

 

4.0 PROCEDURE 

The work authorization process and the project documents provide reasonable assurance that the work 

that is included in the project baseline, and only that work, is initiated as provided for in the project 

baseline.  A work authorization process flowchart is shown in Appendix E.  The work authorization 

process consists of: 
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4.1 Development and Assignment 
 Through the use of the Responsibility Assignment Matrix, the Project Manager identifies key 

control points at the intersections of the Work Breakdown Structure (WBS) and 

Organizational Breakdown Structure (OBS).  Control accounts are then established at these 

key control points.  The project manager identifies CAMs who can be assigned to one or more 

of these control accounts and receives concurrence from line management.  A single CAM is 

assigned to each Control Account.  The Project Manager, supported by Project Controls, 

develops planning guidance for each control account, which may include key scope, schedule 

and resource parameters.  The Project Manager reviews the planning guidance with the CAM. 

 

4.2 Work Authorization 
The first step occurs when the customer authorizes FRA/Fermilab to initiate the project.  For 

DOE projects, this would be in the form of a Critical Decision CD-0 approval and an 

agreement on a specific budget for the project initiation. The Director or Budget Office then 

issues budget authority to the Project Manager (PM).  

 

Upon direction of the PM, the control account manager (CAM) develops the detailed scope, 

schedules, and resource/cost estimates for the assigned work packages. The CAMs forward 

these plans to Project Controls for validation and inclusion in the Work Authorization 

document for each control account.  (See Control Accounts, Work Packages, Planning 

Packages, EVMS Procedure 12.PM-002).  Project Controls prepares the Work Authorization 

document. 

 

The Work Authorization document for each Control Account includes, as attachments if 

necessary, the following components (see an example of a completed Work Authorization 

document in Appendix C): 

 Control Account title and identifier 

 the WBS number and scope of work 

 Period of performance 

 the signatures of parties responsible for the accomplishment of the work (for example, 

CAM’s, PM) 

 a schedule that details when the work is to be started and completed, including milestones, 

interim deliverables, and the final product or deliverable 

 a time-phased budget by month, by work package, that portrays expenses by labor and 

materials and services (M&S).  This includes a budget in hours for uncosted labor, if 

applicable. 

 

Completed and signed Work Authorization documents shall be in place before beginning 

work on any work packages. Work authorization must be in place before starting work after 

the PMB is established. 

 

 

4.3 Changes to Work Authorizations 
The approved Work Authorization can only be changed with appropriate change control (see 

Change Control, EVMS Procedure 12.PM-007).  Work Authorization documents (WAD) 

shall be updated to reflect approved changes (Budget Change Request--BCR) that affect the 
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control account.  However, pending issuance of the updated WAD, work is authorized to 

proceed upon approval of the BCR. 

 

5.0 REFERENCES 

DOE Order 413.3B, Program and Project Management for the Acquisition of Capital Assets 

Fermi Research Alliance (FRA)  Earned Value Management System Description 

EVMS Procedure 12.PM-001 Project WBS, OBS and RAM 

EVMS Procedure 12.PM-002 Control Accounts, Work Packages & Planning Packages 

EVMS Procedure 12.PM-007 Change Control 

 

 

6.0 APPENDIX 

12.PM-003A: Appendix A: Signature Page and Revision History 

12.PM-003B: Appendix B: Acronyms and Glossary  

12.PM-003C: Appendix C: Work Authorization document example 

12.PM-003D: Appendix D: Control Account, Planning, and Work Authorization Flowchart 
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Appendix A 

SIGNATURE PAGE AND REVISION HISTORY 
 

 

This procedure approved by: __________________________________________     _________________ 

Marc Kaducak          DATE 

Head, Office of Project Support Services      

Fermi National Accelerator Laboratory 
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Author(s) Description Revision Date 

 Initial Version 0 10/17/08 

E. McCluskey Removed references to funding.  In 
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Account and added definition for Control 

Account Manager. 

1 12/02/08 
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Control Account Plan definition; revised 

who prepares WAD. 

2 03/27/09 

E McCluskey Revised to include uncosted labor hours as 

part of WAD info; revised WAD form to 

include this, CAM name, and CR history 

3 09/17/09 
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4 08/18/13 
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Appendix B 

ACRONYMS AND GLOSSARY 
 

CA — Control Account 

CAM – Control Account Manager 

CD — Critical Decision  

OBS – Organizational Breakdown Structure 

RAM — Responsibility Assignment Matrix 

PM — Project Manager 

WAD — Work Authorization Document 

WBS — Work Breakdown Structure 

 

 

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.  

 

Control Account Plan (CAP) – Report from cost processor showing the tine phased budget for the control account by 

work package by month. 

 

Critical Decision (CD) – On DOE projects, a formal determination made by the Acquisition Executive and/or designated 

official at a specific point in a project life cycle that allows the project to proceed. Critical Decisions occur in the course of 

a project:  at determination of Mission Need (CD-0), at the completion of conceptual design (CD-1), at project baselining 

(CD-2), at the commencement of execution (CD-3), and at turnover (CD-4). 

 

Functional Manager – Line manager whose responsibility includes assigning staff for matrixing to projects 

 

Project Controls – Project support staff for planning, baseline development, management system plan preparation, 

as well as for monitoring, assessing, controlling, and reporting progress against the project baseline. 

 

Project Financial staff – Project support staff for preparing cost information for monthly reports, monitoring 

expenditures, tracking spending deviations from baseline plans, preparing the Project Accounting task structure, 

tracking requisitions, and developing interfaces for financial information from external entities such as other 

laboratories and universities.  

 

Responsibility Assignment Matrix (RAM) - A structure that relates the project organization structure to the work 

breakdown structure to help ensure that each element of the project’s scope of work is assigned to a responsible 

individual. 

 

Uncosted Labor – Labor accounted for in work package estimates, but at a $0 rate in the budget.  Such a rate may be 

used for scientific effort at the customer’s direction. 

 

Work Authorization Document (WAD) - A group of documentation consisting of the Work Authorization Form 

and supporting attachments (as outlined in Procedure 12.PM.003) that represents the agreement between the Project 

Manager and CAM for the work to be completed. 

 

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. 

 



ECM 

ca"c2.• 

L•tp"....• 

nt,N, 

7 

: 

." 

7 

: 

— 

==.• 

ECM 

ca"c2.• 

L•tp"....• 

nt,N, 

7 

: 

." 

7 

: 

— 

==.• 

PROCEDURES: WORK AUTHORIZATION 

NUMBER 12.PM-003 REVISION  6 EFFECTIVE: 12/18/15 PAGE 6 OF 7 

 

No copy printed from this site is official.  Before using a printed copy, verify that it is the most current version by checking the document revision on Office of 

Project Support Service’s Web Page:  http://www.fnal.gov/directorate/OPMO/PolProc/home.htm                                                  Print Date: 2/5/2016 

Appendix C    Work Authorization Document – Example 

 

Control Account Manager: Ray, Ron

Control Account: 475.01.02

Control Account Description: Project Office Conceptual Design (Post CD-0: OPC)

Work Scope:

Start: 11/25/2009 Finish: 1/30/2015

Budget Detail HOURS DIRECT BAC

Funding Type DOE.HEP.OPC 30,547.85 3,043,378.73 4,950,582.83
Labor 23,012.36 1,265,111.43 2,986,489.71
Material 0.00 876,364.94 892,248.73
Non-Fermi Labor 7,535.49 901,902.36 1,071,844.40

Total Budget: 30,547.85 3,043,378.73 4,950,582.83

CAM: Date:
Project Manager: Date:

Work Authorization Document

Period of Performance

Provide labor resources during the conceptual design phase for Project Management, Project Engineering, 

Project Controls, Finance, ES&H and simulations infrastructure. Most of the labor is in the form of Level-of-

Effort and is based on assigned personnel and estimated effort. Activities are divided up by funding type and 

fiscal year. Provide funds for support of guest scientists, for Project Office staff travel, training and equipment.

Authorization Signatures

WAD Attachments: Schedule & CAP 
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APPENDIX D   Control Account, Planning, and Work Authorization Flowchart 
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