
" 

PLANNING AND CONTROL 
All work (including programs, projects, and cost center accounts) should be planned and controlled in accordance with the following minimum requirements: 

·  Planning must clearly relate cost and schedule to the         scope of work.

· Planning must identify desired performance and technology levels.

· Planning must be based on the current best estimates of the eventual cost, schedule, and scope of work. 

· Scope, schedule, and cost estimates must be defined  and documented. The basis for planning (estimates) must be documented and available for review by a knowledgeable group of peers. 
· Planning should cover the entire duration of an activity or to some reasonable planning horizon for programs and other cost center work that have no fixed end point. 

· Plan preparation must involve performing organizations to a degree sufficient to permit meaningful resource planning by all organizations. 

· Plans must be used as a basis for control. Control must include comparison of actual performance against planned performance, analysis of variances, and any necessary action or adjustment required to minimize variance. 

· Plans must contain performance measurement criteria (allowable variance), including progress measurement and reporting requirements. 

· Plans must be kept current, reflecting approved changes in scope, schedule, budgets, or other important factors.
All managers are responsible for planning and controlling their work as needed to ensure that company standards are met. 

All personnel assigned management or work package management positions are responsible for obtaining and maintaining the skills and training necessary to satisfy the Planning and Control Policies and Standards.
STANDARD METHOD FOR MANAGEMENT PLANS 

Management plans must be prepared for all work. Each management plan shall include the following elements: 

1. Work Scope 

2. Work Breakdown Structure (WBS) 

3. Organizations, Responsibilities, and Authority 

4. Schedules 

5. Budgets and Cost Estimate Basis 

6. Resource Allocation Plan 

7. Quality Program Plan (QPP) 

8. Safety Plan 

9. Security Plan 

10. Management, Planning, Risk Assessment and Control Plan 

11. Reporting Requirements 

12. Configuration Management Plan (CMP) 

13.  Change Control Plan 

14.  Appendix. 

All elements must be addressed, even though for smaller activities elements may be simplified (e.g., one page, two-level, WBS, etc.). If any of the elements is not applicable, the heading shall be included with the statement, "This section not applicable." 

In general, the body of a management plan contains summary information, with detailed or referenced material included in the Appendix. A management plan is intended to provide a formally documented cost, schedule, scope of work and risk assessment. It establishes the requirements for technical performance, as well as for the management, planning, and controlling of that work. 

A properly completed management plan will provide for better understanding, will reduce risk and uncertainty, will improve efficiency, and will provide a basis for monitoring and controlling the work to be performed. 

ELEMENTS OF MANAGEMENT PLANS: DESCRIPTIVE INFORMATION 

1. Work Scope 

The scope of work should be clearly and completely defined and documented. The statement of work scope should contain enough information to allow for development of the work breakdown structure (WBS), schedules, and cost estimates, as well as assignment of responsibilities. 

The work scope is a narrative description of the work and should clearly identify the products or services to be provided to a customer. The work scope section of a management plan should address each of the following: 

·     Purpose and Background 

·     Objectives 

·     Scope (Work Definition) 

·     Deliverables/End Products 

·     Key Milestones 

·     Requirements (The project plan provides a high level view (via the scope statements) of the requirements.  It should also describe how requirements will be controlled. Requirements should be located located in a separate document and controlled with tools that strictly monitors requirement status, assignment, etc.)  
· Technical requirements 
· Facilities requirements 
· Functional operational requirements

· Data requirements
· Special instructions 
·     Constraints 
· Technical constraints 

· Schedule constraints 

· Financial constraints 
·  Key Assumptions 
· Specifically Excluded Scope. 

Summary scope statements, requirements, and other descriptive information may be included, with detailed information provided in the Appendix or by reference. Scope material should be prepared by the activity manager, program manager, or project management office, and should be updated as more definitive information becomes available. 

2. Work Breakdown Structure 

The WBS is a product-oriented hierarchy of the scope of work, and is embodied in a numbering structure that provides a system for organizing the scope in a logical manner. The WBS should be prepared in conjunction with the scope of work, should include the entire scope of work, and should be developed to the level of detail where responsibility for work performance is assigned. Responsibility for each element of a WBS should be established. 

A properly prepared WBS should facilitate the following:

·    Ensure better understanding of work
·    Planning of all work
·    Identifying end products and deliverables
·    Defining work in successively greater detail
·    Relating end items to objectives
·    Assigning responsibility for all work
·    Estimating cost and schedules
·    Planning and allocating company resources
·    Integration of scope, schedule and cost
·    Monitoring cost, schedule and technical performance
·    Summarizing information for management and reporting
·    Providing traceability to lower levels of detail
·    Controlling changes
The WBS provides a common framework for planning and controlling the work to be performed. It provides a common, ordered framework for summarizing information, and for quantitative and narrative reporting to customers and management. 

3. Organization, Responsibilities, and Authority 

Management plans shall identify the management organization structure and the positions or people responsible for the work. Interface requirements should also be defined. The authority of each position should be defined consistent with the responsibility of that position. 

Interorganizational 

The authority and responsibility levels must be stated for functions. Organization charts are helpful but not sufficient. These responsibilities and authorities are to be based upon the degree of risk assumed and centralization desired by the manager. A matrix may be used to display these relationships. 

Intraorganizational 

Similar statements of authority and responsibility must be established between interface organizations, including customers. These agreements shall be mutually approved. 

Temporary Organizations 

Organizational authority and responsibilities established for projects, tasks or other short-term activities should be clearly defined. Responsibility should be assigned for all work identified on the WBS. 

4. Schedules 

All work should be scheduled. 

A management summary schedule that encompasses major customer and management requirements should be developed. The management summary schedule should correspond to the upper levels of the WBS, and should identify major and key milestones. 

Additional levels of schedules shall be developed as required, and shall all be compatible with each other, the management summary schedule, and the WBS. Schedules should provide enough information to permit cost estimates for the work. Schedules should not be finalized until resource requirements (estimates) have been identified and resource allocation plans prepared. 

A "baseline" schedule should be established and used as a basis for measuring schedule performance and physical accomplishment of work. Baseline schedules should always correspond to time-phased budgets prepared for the work. 

Milestone schedules, networks, bar charts and activity listings are frequently required, and should be included as necessary. Detailed schedules may be provided in the Appendix, and maintained to reflect current working plans. 

All schedules should be based on critical path planning and analysis. Whenever possible, schedules should identify critical activities. 

5. Budgets and Cost Estimate Basis 

Budgets should be established for each element of the WBS. All budgets should be time-phased, corresponding with the planned allocation of resources, in accordance with approved schedules. 

Budgets should be based on detailed estimates developed with performing organizations. Detailed cost estimates should identify individual company resources required (i.e., labor by discipline or craft, hot shop, computer, materials, etc.) in order to facilitate resource planning. 

Detailed work package planning should be used so that detailed work scope and the basis for cost and schedule estimates are documented. Commitments from performing functional organizations should be obtained before budgets are finalized. 

Management reserves, undistributed budgets, and contingencies should be identified, as appropriate. All cost estimates and budgets should be summarized and reconciled to fiscal year funding, both current and -projected, at appropriate levels. 

Funding sources for all work must be identified. Funding categories (i.e., operating, capital equipment, construction, work-for-others, etc.) must also be identified for all work. Budget authority must be received and the work identified in the DOE Approved Funding Program (AFP) before expenditure of funds can be initiated. 

All budgets must be input into the Cost and Planning System (CAPS) for company financial reporting purposes. 

6. Resource Allocation Plan 

All company resources required to accomplish the work described in the work scope must be clearly identified and scheduled. Detailed resource requirements, and availability of those resources, must be identified before schedules and budgets are finalized, and commitments are made'. 

Examples of resources include the following: 

· Labor (by discipline, skill, or organization number) 

· Equipment (by type) 

· Computer (including any special software) 

· Materials and supplies 

· Physical facilities 

· Support services (i.e., recruiting, training, administrative) 

· Other (i.e., cost elements identified by accounting). 

Resource planning should be based on detailed cost estimates, coordinated with performing organizations. Resource planning provides the basis for establishing final schedules and budgets for program/project managers, as well as functional organization managers. 

Resource requirements must be input into CAPS to facilitate companywide resource planning. 

Individual resource plans should be documented and communicated to company organization (resource) managers so that total company resource requirements can be planned more effectively. 

7. Quality Program Plan 

All work conducted by EG&G Idaho shall be subject to quality considerations. 

Each program and project shall prepare a Quality Program Plan (QPP) in accordance with the Fermilab Quality Manual. The QPP for a given program or project describes how the company's quality system will be applied to that particular program or project. 

QPPS are required for all programs and projects by DOE-ID Orders 5700.66 and 6400.A2, and are usually written by or for the cognizant manager to cover a specific program or project. They can, however, be written to encompass several programs or projects that must meet. Identical or very similar requirements. In general, a QPP: 

· Identifies quality-related codes, standards, and regulations applicable to the activity 

· Identifies organizational authorities, responsibilities, and interfaces of the participants 

· States which Quality Manual elements apply and the policy to be followed for each 

· Identifies the procedures that fulfill the requirements and implements the Quality Assurance program 

· Identifies the quality records to be generated and the controls on their retention. 

The QPP may modify specific requirements from the FERMILAB Quality Manual or additional requirements may be added, as appropriate. 

Other activities, including company functional organizations not directly related to programs or projects, will address an appropriate quality program for their area of endeavor by including it in a management plan. 
8. Safety Plan 

Environment, safety, and health protection requirements shall be planned for all work conducted by FERMILAB, in accordance with the Safety Manual. 

FERMILAB is committed to conducting all operations safely and establishing procedures and practices to prevent the inadvertent or uncontrolled release of pollutants to the environment. In addition, in conducting work activities under the terms of its DOE contract, the company must " ... take all reasonable precautions ... to protect the safety and health of the employees and of members of the public, and comply with all applicable safety and health regulations and requirements (including reporting requirements) of DOE." 

A safety plan should be an integral component of a management plan and should address each of the following: 

· Safety documentation requirements 

· Interface with safety organization 

· Safety evaluation of job scheduling 

· Hazard analysis 

· Preventive measures 

· Employee selection and training 

· Environmental impact 

· Ongoing safety evaluation and closeout procedures. 

Applicable sections of the FERMILAB Safety Manual should be understood and referenced. Any special safety, health, or environmental protection requirements should be clearly defined and methods for satisfying those requirements completely planned. 

9. Security Plan 

All work conducted by Fermilab shall meet security requirements. 

Each program or project that involves special nuclear material (SNM), classified information, or automated data processing (ADP) equipment that processes classified or sensitive information, shall prepare an appropriate security plan in accordance with the Safeguards and Security Manual. 

The security plan for a given program or project should describe the security measures implemented to protect that program or project. 

All other activities, including company functional organizations not directly related to classified or sensitive programs or projects, should have their security plans included in the body of their management plan. This inclusion should consist of a descriptive paragraph(s) that addresses work location, security education, access authorization levels, and any specific security procedures or practices for government and company property or information protection. 

10. Management, Planning, and Control Plan 

Each management plan should contain a description of the methods used to manage, plan~ and control cost, schedule, and technical performance. This section should address documentation (including procedures), levels of management responsibility, and any contact or customer requirements. Existing procedures, systems, or documentation to be used should be referenced as appropriate. 

Management 

The general approach and methods of managing the work should be described. For instance, if the work is to be managed as a project, and project management techniques are to be used, those techniques should be described. 

Methods to be used for management of the tasks rather than the organization structure should be described. Specific responsibilities such as preparing work packages, authorizing work, approving changes, and collecting data for progress evaluation should be identified. Management responsibilities relating to customer interfaces should also be described. Special boards, committees, or working group charters should be discussed along with their relationship to management. 

If an organization or project has procedures in place for management, these may be referenced or included as appropriate. 

Planning 

This section should address the following major elements: 

· Work packages 

· Baselines 

· Technical performance plans 

· Review of plans. 

At Fermilab work packages are used for detailed planning and budgeting of all work. Each management plan will include one or more work packages (as identified in the WBS). Work package planning responsibilities and procedures should be described or referenced in this section. 

Baselines should be established for performance measurement and reporting purposes and should be clearly defined or referenced in each management plan. Baselines should include scope, schedules, and budgets for designated WBS accounts. 

Technical performance plans should also be defined, if not already included in the QPP. Technical plans should include any technical or quality criteria or requirements for the work. 

Plans should be thoroughly reviewed before they are finalized or transmitted to customers. The review process should be described. ' 
Control 

Management control addresses the monitoring and management of ongoing work, after planning has been performed. In general, management control means authorizing, directing, and measuring work performance, comparing that performance to plans, identifying and analyzing variances, and taking corrective action as required. 

The Standard Method for Management Control provides the policy and framework for establishing the methods to be used for controlling work. 

The Standard Method for Management Control provides descriptive information, including methods and techniques, for accomplishing the following control activities: 

· Work authorization 

· Work direction 

· Performance measurement 

· Performance evaluation 

· Corrective action and change control 

· Performance reporting and documentation. 

The Management, Planning, and Control Plan should describe how the Standard Method for Management Control would be applied. That is, techniques, tools, and systems to be used for management control should be identified and described in the management plan. 
11. Reporting Requirements 

Reporting requirements for customers and Fermilab Management should be described in the management plan. Specific reports to be prepared should be identified. Weekly, monthly, and any special reporting requirements should be outlined. The plan should also specify the methods, tools, and techniques to be used in collecting and retaining project metrics.  It should specify the metrics to be collected, the frequency of collection, and the methods to be used in validating, analyzing, and reporting project metrics.
Management Reports 

Management reports may be prepared for external customers, or for management or customers internal to Fermilab. The detail and amount of data for internal reporting will, in most cases, be different from external requirements. 

External management reports should normally include summary level information that allows the customer to determine the status and progress of work being funded. In general, the WBS reporting level for external reports is higher than for internal reports. 

When reports, and their level of detail, have been established, a description should be prepared for the management plan, which communicates content and format of the management reports. Responsibilities for generating report data, preparation of the reports, and their publication should be identified. The frequency of report publication, along with dates of when data are needed must be included. Finally, approval requirements and distribution should be identified. 

Technical Reports 

The following categories of technical reports are defined at Fermilab: 

· Formal 

· Informal 

· Internal. 

Formal reports represent Fermilab to the scientific and technical community and are prepared to the highest standards for quality and professional appearance. Informal reports are prepared for a specific audience so their appearance and standards are normally less demanding. Internal reports are intended for a limited readership and the effort involved in their preparation should be appropriate for their intended use. 

When technical reports are required, the management plan should describe the subject matter, including any customer requirements. Responsibilities regarding preparation, review, and approval must be identified. Distribution lists and any controls on these lists should also be contained in the management plans. 

Informal Communications 
Informal communication may include trip reports, meeting minutes, or certain telecom records. If requirements exist for this type of documentation, the management plan should describe the format, content, distribution list, and any necessary approvals. 

12. Configuration Management Plan (CMP) 

Configuration management is the process of keeping hardware, software, or other products (including systems) and related documentation in agreement. Configuration management involves establishing defined baselines, controlling changes to those baselines, and reporting status to those needing the information. The application of configuration management at Fermilab is documented in the Configuration Management Manual (CMM). 

A configuration management plan (CMP) must be prepared for each major program or project in accordance with the Fermilab Configuration Management Manual. 

In general, each CMP should include the following elements: 

· Introduction 

· Requirements

· Configuration identification 

· Configuration control 

· Reporting and status accounting. 

Cost centers, research activities, service functions, and other non-hardware related activities may tailor a CMP to their needs, or may make a statement as to why it is not required for the activity being planned. 

13. Change Control Plan 

The methods to be used for controlling changes to the scope, schedule, and budget should be described. 

The following key aspects of change control should be addressed: 

· Documentation requirements 

· Procedures 

· Responsibilities and approval requirements 

· Reconciliation to baselines (baseline maintenance). 

Change control can be utilized for all elements of a management plan. 
14. Appendix 

The Appendix may include any of the following: 

· Referenced technical data (i.e., technical specifications, test requirements, etc.) 

· Support exhibits (i.e., detailed WBS) 

· Detailed schedules 

· Detailed cost estimate support data 

· Work package documentation 

· Procedures 

· Example reports 

· Change control board (CCB) charter 

· Current working plans. 

In general, the Appendix may include information supporting all other sections of the management plan. 

When management plans are expected to change frequently, the Appendix may include more information than otherwise. No more, however, should be included in the Appendix than necessary. 

I would strongly suggest the utilization of subordinate/companion plans (CMP, QAP, V&V Plan, etc.) as well as the companion baseline documents (Requirements, Design, etc.)
