Project Controls 3.0

Refocusing project controls towards building success!
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PC-3.0 - Phases of project controls

[l Projects have been planned, controlled, and delivered for millennia

[l There are three main phases of project controls (and a fourth emerging):
o Project Controls 1.0 — Static Tools: Steady enhancements over millennia

o Project Controls 2.0 — Dynamic: Computer assisted tools, development started in the 1960s
o Project Controls 3.0 — Adaptive: Development of PC-2.0 focused on driving project success
o Project Controls 4.0 — Integrated: Emerging Al based functions integrated with production systems

I Current project controls are mostly a mixture of 1.0 and 2.0

[0 Despite the technical advances in controls, ;
projects still have an unacceptable rate If you always do what you

of failure that is not improving always did you will always get
what you always got.



PC-3.0 - Problems with Controls 2.0

[l Alarge percentage of projects do not use Controls 2.0 effectively
o Most Agile projects lack effective forecasting

o A surprisingly large number of traditional projects do not have a maintained CPM schedule.
o A large number of smaller projects have reverted to using simple bar charts.
®

Large sections of industry are moving away from traditional project management, adopting concepts
such as progressive delivery using flow, Takt, Lean, etc.

o The No Estimates movement suggests just getting on with the work is the best way forward, no need
for plans.

1 Well over 50% (maybe 80%) of projects have simply given up using the Controls 2.0 tools
0 Why?

For more on Problems with Project Controls 2.0 see: & ?
4

https://mosaicprojects.wordpress.com/2024/06/28/problems-with-project-controls/
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PC-3.0 - Problems with Controls 2.0

[l A focuson history But you cannot change the past

without some hard to obtain help.............. W}'“" Nz
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[0 A focus on cost over performance e e

Cost is a symptom of performance, not a cause

[l A focus on esoteric detail
Detail is pointless unless you know:
- Who will do the work
- How good they are, and
- How they will approach the work




PC-3.0 - Problems with Controls 2.0

You cannot change the past.
It is too late to change much in the present.

The focus of management should be on improving future outcomes.

Project controls should be redesigned to support this focus.




PC-3.0 - Concept of Controls 3.0

The core elements of Controls 3.0 are:

1. PC-3.0 starts once the project delivery time-frame is set as a defined objective or contract
commitment - any planning process can be used to establish this duration

2. Within the preset time-frame establish an overall strategy for the project down to the Work
Unit level including budget, time, objectives, and contingencies

3. Plan the work of the current and next Work Unit in detail — these should be 4 to 6 months’
worth of work, assigned to a responsible manager

4. At each update use WPM to calculate the current status based on the work achieved, and to
predict the likely completion of the Work Unit

5. Based on this status and prediction, require the Work Unit manager to implement changes in
the way future work is planned to ensure the next Work Unit can start as planned

- moSalc



PC-3.0 - Implementation

[l PC-3.0 does not change PC-3.0 Project Project Charter
the fundamentals of Structure or Contract
project management l

Requirements,

Requirements Project Scope Functions,
‘—

Traceability Statement Specifications,

[l PC-3.0is focused on t l MVP, Etc.

driving performance to _

) ) Baseline
deliver projects o
successfully l
Product/ Management Traditional

[l The steps to implement Deliverable Work Unit Reports

PC-3.0, once the project's |

objectives have been set, (| Product |

are straightforward Work Units

PC-3.0 Control
Loop




PC-3.0 - Implementation

Organization Breakdown TR : :
Product Breakdown : _— structure (0BS) Each Work Unit will typically be:
Structure (PBS) ™™——, | Mibbedte Work Uhils e Several months in duration
| * Encompasses a complete area
—y — — — of work within the project.
A J B J C J J This may be
- - a discipline
Work Units - a phase or deliverable
A A - D - or the entire project
.’ B l * The responsibility of an
4 ~@ ¥ s "4 assigned manager leading an
I | . . .
| B l C . integrated project team, with
- ® = e authority to control and direct
Master Schedule Mapped to Work Units the work
=
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PC-3.0 - Measuring performance

Work Performance Management (WPM) is at the core of PC-3.0

The elements of WPM at the assessment date are:
1 Knowing what work was planned to be accomplished
[l Knowing how much work has been achieved

[l Applying Work Performance Management (WPM) to determine
the status and what the likely consequences of the current
production rate is on the projected completion

I Doing something to change an unacceptable projection

Work Performance Management (WPM) is described in detail at:
https://mosaicprojects.com.au/PC-3-10-WPM.php
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PC-3.0 - Measuring performance

Work Performance Management (WPM) has a flexible definition of work:

[l The units can be any factor used in the day-to-day performance of the work:
o Story points or function points for IT work

Activity days for WUs using bar charts or CPM networks (count the squares)

Physical measures such as meters of weld, volume of concrete, or other unit of production
Duration and the estimated duration required to complete (overall or to a milestone)

Any other factor that is robust and easy to assess

O O O O

[l To assess progress based on duration:

o Assess the number of weeks needed to complete the milestone, the weeks earned are:
(The original duration (weeks)) - (Weeks required to finish) = Weeks earned.

o Normal WPM calculations then apply.............

MOoSAIC




PC-3.0 - Measuring performance

Work Planned: Design Work Unit (WU)

Establish your Baseline for Worked Planned at the start of the project [this should not change). The values enterad are per Wesks
Between 1 and 14 line items can be enterad to establish the plan. Descriptions of the work can be included in the first column.
Variations to the planned baseline can be added in the Variation' section below.

The work units for this project are: Weeks

The planned duration for this project (Dates) is: 26
WP Planned Completion (PC) = 26

Weeks No. 1 2 3 4 5 6 7 8 ) 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26
Include in PC Count 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1
Weeks Cumulative 1 2 4 6 8 2 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 28
Total Weeks per Weeks 1 1 2 2 2 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1
2 Total
Baseline Work Planned: RIS
Concept design 5 1 1 1 1 1
203% Design 6 1 1 1 1 1 1
80% Design 3 1 1 1 1 1 1 1 1
Full Design 8 1 1 1 1 1 1 1 1
Finalization 2
g Work Accomplished: Design Work Unit (WU)
Data Date = 25-Aug-24 Work Periods to TN = 13 Weeks

Use this page to record the work accomplished during each Weeks
Between 1 and 14 line items can be entered to record the work. Descriptions of the work can be included in the first column.
The work completed on variations may be recorded in the 'Variation' section below or simply included in the oveall work accomplished.

The work units for this project are: Weeks

The calculations are performed in a

Data Date from Master = 13 Weeks
M I d h t . Time Now (TN) from below= 13 Time Earned (TE)=  10.0000
simpie spreadsneet.
Weeks No. 1 2 3 4 5 6 7 8 9 10 11 12 13
Include in TN Count 1 1 1 1 1 1 1 1 1 1 1 1 1
Weeks Cumulative 1 2 3 4 6 8 9 10 10.5 11.5 12 12.5 13
Total Weeks per Weeks 1 1 1 1 2 2 1 1 0.5 1 0.5 0.5 0.5
Total
Baseline Work Accomplished: . .4
Concept design 5 I 1 0.5 0.5 1 1
20% Design development 6 0.5 0.5 1 1 1 1 0.5 0.5
80% Design development 2 0.5 0.5 0.5 0.5
Full Design 0
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PC-3.0 - Measuring performance

WPM is designed to highlight
issues that need management
attention quickly — not to
provide pedantic detail weeks
later.

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8

TN=8

TE=6.76 /

Week 9

Project Name

[Design Work unit (wu)

Duration Units IWeeks Note: Minor differences between the
data and date based calculations for PC
Work Days Per Week |5 | are to be expected. See 'Instructions’ Tab.
Project Start Date [27-May-24 | Pcipata)=26 weeks
Date Format used DD-MMM-YY
Project End Date |25-Nov-24 | PC (Dates) =26 Weeks
Work
AT T Units of Measure |Weeks I
Data Date [25-Aug-24 | Time Now = 13 Weeks
Results:
Planned Completion 26 Weeks
Time Now 13 Weeks Design Work Unit (WU)
35
Time Earned 10 Weeks

Work Performance Variance -3 Weeks
Work Performance Index 0.7692308
Expected Completion 33.8 Weeks
Variance At Completion -7.8 Weeks

Expected Completion Date 18-lan-25

( -15 Working Days )

30
( -54.6 Calendar Days )

Note: This date is an approximation, WPM does not include a detailed calendar.

For more on WPM calculations and a free sample spreadsheet see: https://mosaicprojects.com.au/PC-3-10-WPM.php
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PC-3.0 - Measuring performance

If management is engaged with the work, this is all that is needed to start taking management
action (plus the trend information from the last few updates)

PERFORMANCE

. 25
This Work Unit is currently: Telstra Pit Replacement
One week late Time Now = 02-Jun-23 s 20
. . . . o
An.d If r!o'thlng Improves: Planned Completion 14 Weeks :——r; 15
Will finish one month late Tiaaticw & Wesks E;:;
_ N Time E d 3.9048 Weeks —_— 10
You do not need finite details @;ance Variance 10952 Weeks > (-5.5 Working Days =
to kﬂOW there ISa PrOblem! Work Performance Index 0.7810 5
d d Expected Completion 17.9268 Weeks
BUt you O hee management Variance At Completion -3.9268 Weeks ( -27.5 Calendar Day
to start working on fixing the Expected Co ~ep23 0
prOblem Note: This date is an approximation, WPM does not include a detailed calendar. 1 3 5 7 9 11 13 .15
WPM Update Report Work per Time Unit




PC-3.0 - Conclusions

You cannot change history, but proactive management can change the future

[l Project Controls 3.0 is a paradigm shift in thinking about how project success is achieved
[l Currently far too many projects fail

O PC-3.0 offers a pragmatic solution to these problems

[l The technology is robust, easy to implement,

d simple t
and simple to use ‘If you always do what you

I Reframing management thinking will be . .
far more difficult always did you will always get
what you always got.’
We need a change!



PC-3.0 - Conclusions

[l The WPM component of PC-3.0 offers:
o A simple, robust, controls process that will work with any management approach

o Consistent calculations that are easy to understand (you do not need the spreadsheet)
o Areporting and action cycle measured in days, not weeks

[l The management focus of PC-3.0 when a delay is identified is:
o Asking the question ‘What are you going to do?’
o Expecting the answer within a few days of the end of the reporting cycle
o Followed by immediate action

[l The challenge is both empowering and requiring management to act on PC-3.0 information
this requires flexibility and adaptability

mE |
MOoSAIC




PC-3.0 - Conclusions

[l PC-3.0 can work alongside any other controls system (EVM, CPM, etc)

[l PC-3.0 can work alongside any other reporting requirements

[l The purpose of PC-3.0 is to help management fix problems quickly

PC-3.0 is a free public domain concept available to all to
adapt and implement. All publications by Mosaic are
available under a Creative Commons 3.0 license, we
encourage others to do the same.




Questions?

Contact the presenter at:

patw@mosaicprojects.com.au

Free Project Controls 3.0 resources:

https://mosaicprojects.com.au/PC-3-00-Overview.php
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