
Project Controls ïthe basis for a successful project
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Project Controls

1. Board focus

2. Early life controls 

3. Macro factors

4. Maturity assessment

5. Informed intervention

6. Case study

7. Benefits
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More CEOs are planning óa major changeô to risk management than 

any other elements of their strategy, organisation or operating model
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Engagement with your board of directors

Capital structure

Focus on corporate reputation and rebuilding trust

Organisational structure (including M&A)

Strategies for managing talent 

Investment decisions

Responding to changing consumer purchasing behaviours

Approach to managing risk

%

%&$Source: PricewaterhouseCoopers 13th annual CEO survey

Major changeSome change No change
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The controls environment should reflect the rapidly decreasing ability  to 

influence success as the project progresses



DynamicExternal environmentStableWhat is the political / regulatory environment context 

in which the project is being delivered?

PoorTrack recordGoodWhat is the organisation's track record of 

performance in capital projects?

HighBusiness criticalityLowIs the project critical to strategic business objectives 

and/or revenue?

Complex / novelTechnical complexitySimple / provenIn terms of the end state, how technically complex is 

the solution?

EmergentClarity of scopeDefinedHow well is the end solution defined at the outset?

MultipleGeographySingleHow many locations is the project being delivered 

in? Are the business and project teams co-located?

DecentralisedDelivery modelCentralisedHow is the project being delivered and how is control 

exerted over the resources?

Principles basedOrganisational styleRules basedWhat characterises the way the organisation gets 

things done?

ManyDependencies / interfacesFewHow many interfaces are there with other projects 

and programmes?

HighNumber of third partiesLowWhat is the complexity in the engagement of the 

supply chain?

One-offCapital project portfolioMultipleHow often does the organisation conduct capital 

projects as part of its business?

The Macro environment in project controls design



DynamicExternal environmentStable

PoorTrack recordGood

HighBusiness criticalityLow

Complex / novelTechnical complexitySimple / proven

EmergentClarity of scopeDefined

MultipleGeographySingle

DecentralisedDelivery modelCentralised

Principles basedOrganisational styleRules based

ManyDependencies / interfacesFew

HighNumber of third partiesLow

One-offCapital project portfolioMultiple

Diagnosing the control and governance challenge a project faces

A profile weighted to the 
left means:

ÅLess complexity with 

lower risk and fewer 

delivery challenges

ÅLess engineered 

governance is required, 

though with targeted 

independent reviews

ÅProject management and 

delivery competencies 

can be more generic but 

with key competency 

requirements identified 

and sourced

A profile weighted to the 
right means:

ÅMore complexity with 

higher risk and more 

delivery challenges

ÅMore thorough and 

explicit project 

governance should be 

applied

ÅGreater depth of 

experience across 

project management and 

delivery competencies is 

needed



Bespoke & Dynamic control environment

Org & 

Behaviour

ÅRoles & responsibilities

ÅProgramme governance structure

ÅStrategic and project

Å Top down & bottom up risks

ÅMinimum good practice project controls

ÅRegular self assessment
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Planning Design Implementation Testing Turn-Over O&M

Business & 

Regulatory 

Environment

Project Purpose 

Funding & Approval

Business Needs 

Assessment

Executive Oversight & Support and Regulatory 

Relations

Continuous Improvement and Reasonableness 

Reviews

Scope & Change 

Control

Definition of Project 

Elements and Benefits

Design Project 

Components
Change Control Process

User Acceptance 

Process

Operations Acceptance 

Process

Time 

Management 

(Schedule)

Project Schedule 

Requirements

Baseline Project 

Schedule
Detailed Schedule Management

Schedule Completion 

Check List

Ongoing Maintenance 

Schedule

Quality & 

Inspection

Project Concept & 

Performance 

Requirements

Design Review & 

Approval

Quality Assurance 

Process

Conduct Inspections & 

Quality Review
Close Out Check List

Quality Assurance 

Process

Cost 

Management

Capital Budgeting and 

Ratemaking Approach

Cost & Schedule 

Forecast
Cost Control

Final Payment / 

Retention Release
O&M Budget Process

HR Management Project Management Plan and Staffing
Staff Reductions / 

Transfers

Operations Staff 

Planning

Ongoing Requirements / 

Skills Review

Communication 

& Reporting

Project Reporting 

Requirements

Project Status and 

Regulatory Filings

Project Cost, Schedule 

& Budget Variance

Project Quality 

Performance

Project Close-out 

Performance
Financial Reporting

Procurement & 

Contracts

External Contracting 

Options

Vendor Qualification / 

RFP Process

Vendor Selection / 

Contracting

Contract Compliance 

Review

Trouble-shoot & Punch 

List

Vendor Qualification / 

Selection

Risk and Issue 

Management

Project Risk 

Management Planning
Risk and Issue Tracking & Resolution

Confirm Issue 

Resolution

Ongoing Issue Mgt 

Process

A matrix of key process controls across the life cycle is the basis for a 

maturity and control gap assessment

Lifecycle

C
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Criteria to Assess Achievement of Performance Control Objectives

The maturity of control processes is the basis for assessing whether control objectives are 

met, in line with their criticality. Processes which are assessed óNot Achievedô require agreed 

improvement plans  

0. Nothing in place

1. Informal, not documented

2. Working practice, but not fully documented 

or tested / monitored

3. Documented and in place, but not 

tested / monitored 

4. Documented and tested / monitored 

and reported

5. Optimised, gone through an improvement 

process to gain value ïe.g. automated checks

Not Achieved

Needs 

Improvement

Achieved

Maturity and control gap assessment criteria
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Informed strategic project decisions and interventions

BP Texas City Safety Scorecard Month of:

Monthly Performance Commentary Key Performance Indicators

Actual Target 3 Mo. Trend

Actual Target 3 Mo. Trend

Month Target Actual YTD Prior YTD Current Trend

0 0 0 0 DOWN

0 0 0 0 DOWN

0 0 0 0 DOWN

0 0 0 0 DOWN

0 0 0 0 DOWN

0 0 0 0 DOWN

Personal and Process Safety

Overdues

Prior Current Target Prior Current Target

Overdue Inspections 0 0 0 Overdue Relief Valves 0 0 0

Prior Current Target Prior Current Target

Inspection Saves 0 0 0 Temporary Repairs 0 0 0

Prior Current Target Total Open Complete

Leaks 0 0 0 Incident Investigations 0 0 0

Environmental

Prior Current Target Prior Current Target

Environmental Reportables 0 0 0 PRIDE Title V Compliance 0 0 0

Spiils 0 0 0 PRIDE Waste Compliance 0 0 0

GHG Emissions 0 0 0

Commentary on Significant Environmental Incidents

Risk Management & Compliance

Prior Current Target

ASA Audits Performed 0 0 0

Prior Current Target

Pulse Safety Observations 0 0 0

Prior Current Target

Job Hazard/Job Safety 0 0 0

Near Miss to Recordable Ratio Great Days

Fires

10 11 DOWN

10 9 DOWN

Insert performance commentary.  

Should include information regarding 

performance, as well as significant actions or 

initiatives to improve.

DATA IS FOR 

ILLUSTRATIVE 

PURPOSES ONLY

Metric

Near Misses

First Aid Incidents
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Spills > 1bbl
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BP Texas City Availability Scorecard Month of:

Monthly Performance Commentary Key Performance Indicators

Month Target Actual YTD Prior YTD Current Trend Source Report

430 464 425 421 UP 0

6 3 12 16 UP 0

84.5 81.6 85 82 DOWN 0

3 5 6 10 DOWN 0

94.5 98.5 92 98 DOWN 0

Availability, Reliability, & Utilization

Top 5 Reliability Gaps Top 5 Availability Gaps Top 5 Utilization Gaps

Turnarounds

FEL Indicators

Budget

Actual 

(to date) Plan Actual Execution Growth / Domino Shutdown Start-up Percent Achieved

0 0 0 0 0 0 0 0 0

0 0 0 0 0 0 0 0 0

0 0 0 0 0 0 0 0 0

0 0 0 0 0 0 0 0 0

Significant Upcoming Events (start-ups, shutdowns, etc.

Metric

Throughput

L1 OE Exceedences

Energy Intensity Index

Unit

MTB Mech. Reliability Events

Reliability Commentary Availability Commentary

Cost Duration Days Delayed

Insert performance commentary.  

Should include information regarding 

performance, as well as significant actions 

or initiatives to improve.

DATA IS FOR 

ILLUSTRATIVE 

PURPOSES ONLY

Percent Time On-spec

Utilization Commentary

TBD 1
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Mechanical Reliability
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Mechanical Availability
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Project X Dashboard
Delivery Phase 1

Programme: X

Date: 31 March 2010

Business case

PID

Detailed design

Contract award

Planned

Substructure

MILESTONE PERFORMANCE

Superstructure

Weatherproof

Commissioning

Handover

Operational

Forecast Variance

EARNED VALUE ANALYSIS

C
o

s
t

Time

31 March 

2010

BCWP

ACWP

BCWS

PRT commissioning

MIST FM team handover

MEP commissioning

Civil Defence certification

Planned

INTERFACE MANAGEMENT

Forecast

PROJECT RISKS

General Contractor demobilises

Delay during commissioning

Further cost increase

PRT system not ready for 

opening day

Quality not acceptable

Failure to agree settlement with 

General Contractor

Civil defence certification not 

obtained

Likelihood Severity Index Cost Schedule Mitigation

Assessment Impact

Planned value (BCWS):

Actual value (ACWP):

Earned value (BCWP):

Cost Variance:

Schedule variance:

SPI:

CPI:

Project Manager

General Contractor

Architect

Detailed designer

Project Management Consultant

KEY DATA

Cost consultant

Contract form 

End user

Cost Reimbursable

COST PERFORMANCE

Budget

Trend

Variations

Actual Forecast

Certified
To 

completeCommitted
At 

completion

Variance

Against

budget

784m 1,400m549m 1,193m

All figures in AED

207m 616m1,193m

% Comp.

85%

Client representative

p w c

SAMPLE ï 
FOR IL

LUSTRATIV
E P
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Case study - $20bn programme

ÅInvestment 

approval process

ÅChange 

management

ÅProject reporting  

ÅProject initiation

Control deficiencies

ÅPoor project 

selection and IRR

ÅUncontrolled cost 

escalation

ÅIntervention 

opportunities 

missed

ÅNo management or 

measurement basis

Consequence

ÅRobust stage gates 

ñstart ïstop -

reviseò

ÅUnified change 

control process

ÅFundamental 

redesign ïuser 

lead

ÅFormalised project 

readiness reviews

Remediation

ÅIncreased 

commercial viability

ÅCost reduction 

saving multi $m

ÅTimely, strategic 

decision making

ÅOrganisational 

structure optimised  

supply chain 

savings

Business 
benefit



Case study ïManagement reporting example

Forecast cost to complete?

Committed costs?

Variations?

Liabilities?

Milestone

Baseline 

Completion 

Date

Forecast 

Completion 

Date

% 

Completion

Area 1 31-Aug-08 18Janô09 72%

Area 2 30-Sep-08 22 Janô09 71%

Area 3 30-Nov-08 16 Janô09 60%

Area 4 30-Sep-09 18 Janô10 80%

Definition of complete?

Progress measurement?

EOT?

Risk impact?



Projects 

deliver the 

expected 

return on 

investment

Minimised 

project delay 

and cost 

leakage or 

ñblow outsò 

Reliable and 

timely project 

status 

information -

critical project 

issues 

identified early, 

enabling 

managed 

intervention

Board and key 

stakeholders 

are informed, 

with realistic 

expectations, 

and able to 

intervene 

quickly if 

required

Compliance 

with regulatory 

and other 

stated 

requirements, 

with an audit 

trail

1 2 3 4 5

Benefits of robust project controls


