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To	  Baseline	  or	  Not	  to	  Baseline	  
What	  should	  be	  the	  basis?	  

	  
	  

Speaker:	  David	  Birch	  

Project	  Controls	  Expo	  –	  13th	  Nov	  2013	  
Twickenham	  Stadium,	  London	  	  
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David	  Birch	  Profile	  

§  38	  years	  experience	  in	  the	  delivery	  of	  high-‐profile	  UK	  and	  internaAonal	  
project	  porColios	  for	  world	  leading	  engineering	  contractors	  

§  28	  years	  of	  Project	  Controls	  and	  OperaAonal	  Management	  experience	  
§  Currently	  Head	  of	  Project	  Controls	  at	  NaAonal	  Grid	  in	  the	  UK	  
§  CLM	  Programme	  Controls	  Manager	  -‐	  London	  2012	  Olympic	  Games	  

ConstrucAon	  for	  the	  Olympic	  Delivery	  Authority	  (ODA)	  
§  In	  addiAon,	  delivered	  projects	  in	  other	  industry	  sectors	  including:	  

ü  UK	  &	  InternaAonal	  projects	  in	  Oil	  and	  Gas	  
ü  Nuclear	  decommissioning	  and	  clean-‐up	  
ü  ConvenAonal	  and	  Nuclear	  Energy	  
ü  UAliAes	  (including	  Eletricity,	  Gas,	  Water,	  Telecoms)	  
ü  Infrastructure,	  SporAng	  Venues	  and	  Industrial	  
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What	  is	  a	  Baseline?	  

APM	  DefiniAon:	  The	  reference	  levels	  against	  which	  a	  project,	  
programme	  or	  porColio	  is	  monitored	  and	  controlled.	  
A	  Baseline	  should	  capture	  and	  reflect:	  
	  

	  
AssumpA
ons	  and	  
Exclusion

s	  
	  

 
 

ExecuAon	  Strategies	  
(inc	  procurement	  	  

&	  contracAng	  plans)	  	  

Budget	  	  
(inc	  ConAngency	  	  
based	  on	  QRA)	  

Risk	  Register	  	  
and	  Analysis	  (QRA)	  

	  

Schedule	  	  
with	  	  

Milestones	  
Scope	  
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To	  Baseline	  or	  Not	  to	  Baseline?	  

To	  Baseline	  
§  Drives	  good	  scope	  definiAon	  and	  assumpAons	  
§  Allows	  performance	  to	  be	  measured	  
§  Enables	  change	  to	  be	  defined	  and	  controlled	  
§  Facilitates	  early	  warnings	  on	  compromised	  	  

project	  outcomes	  (when	  used	  with	  forecasAng)	  
	  

Not	  to	  Baseline	  –	  the	  common	  complaints	  
§  The	  scope	  isn’t	  well	  defined	  yet	  
§  There’ll	  be	  a	  lot	  of	  change	  -‐	  it’ll	  be	  out	  of	  date	  	  

as	  soon	  as	  it’s	  set	  
§  You	  can’t	  change	  a	  Baseline,	  we	  need	  a	  flexible	  plan	  here	  
§  It	  takes	  far	  too	  much	  effort	  to	  run	  a	  Baseline	  with	  full	  	  change	  control	  
§  This	  project	  isn’t	  big	  enough	  to	  need	  it	  

Baselining is great 
of  course, but it’s 
not quite right for 

my project 
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The	  fit	  within	  Project	  Controls	  -‐	  1	  

Baseline

Co
rr

ec
t

Analyse

M
easure

Project 
Controls Cycle
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A.1	  OrganisaAon	  (1-‐5)	  
A.2	  Planning,	  Scheduling	  and	  BudgeAng	  (6-‐15)	  	  -‐	  THE	  BASELINE	  
A.3	  Actual	  Costs	  (16-‐21)	  
A.4	  Analysis	  and	  ReporAng	  (22-‐27)	  
A.5	  Change	  Management	  (28-‐32)	  

The	  fit	  within	  Project	  Controls	  -‐	  2	  	  
EVM	  System	  (32	  Criteria)	  	  

Geing	  the	  system	  right	  leads	  to:	  	  
Informed,	  effec-ve	  management	  and	  decision	  making	  by	  knowing:	  
§  What	  has	  been	  achieved	  of	  the	  plan	  
§  What	  it	  has	  cost	  to	  achieve	  the	  planned	  work	  
§  If	  the	  work	  achieved	  is	  cosAng	  more	  or	  less	  than	  was	  planned	  
§  If	  the	  project	  is	  ahead	  of	  or	  behind	  the	  planned	  schedule	  



	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  Copyright	  @	  2011.	  All	  rights	  reserved	  

Establishing	  the	  Baseline	  

§  Original	  Baseline	  Budget	  (OBB)	  	  should	  be	  formally	  agreed	  

§  OBB	  includes	  distributed	  project	  budget	  and	  conAngency	  
§  Baseline	  should	  be	  a	  simplified	  high-‐level	  version	  of	  a	  detailed	  
model	  which	  becomes	  the	  forecast	  dataset	  

§  Level	  of	  detail	  determined	  by	  complexity	  of	  the	  project,	  planned	  
to	  the	  level	  where	  there	  is	  sufficient	  informaAon/knowledge	  to	  
manage	  

§  The	  BASELINE	  is	  the	  basis	  for	  performance	  measurement	  during	  
execuAon	  and	  should	  be	  formally	  approved	  and	  published	  
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What	  level	  of	  Detail	  &	  Control?	  

Complex	  Projects	  –	  Large	  And	  Small	  
§ Detail	  WBS	  (minimum	  Level	  4)	  
§ Milestones	  and	  fully	  cost	  loaded	  schedule	  
§  Project	  ExecuAon	  Plan	  
§  Full	  project	  controls	  system	  (including	  Earned	  Value)	  

Large	  Simple	  Projects	  
§ WBS	  to	  Level	  2	  or	  3	  
§ Milestones	  with	  cost	  loaded	  schedule	  
on	  high	  level	  acAviAes	  

§  Simple	  budget	  breakdown	  	  
§  Basic	  project	  controls	  (monitoring	  of	  
milestones	  &	  actual	  cost	  against	  plan)	  

Small	  Simple	  Projects	  
§ One	  line	  WBS	  
§ One	  line	  cost	  profile	  and	  milestones	  
§  Simple	  budget	  breakdown	  
§  Basic	  project	  controls	  (monitoring	  of	  
milestones	  &	  actual	  cost	  against	  plan)	  
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Elements	  that	  make	  up	  a	  Baseline	  

§  Work	  Breakdown	  Structure	  (WBS)	  derived	  from	  Scope	  definiAon	  

§  WBS	  DicAonary	  

§  Project	  Milestones	  and	  Schedule	  with	  costs	  loaded	  at	  WBS	  level	  

§  Project	  EsAmate	  broken	  down	  by	  WBS	  (Cost	  breakdown	  may	  be	  at	  
lower	  levels	  under	  each	  WBS	  element)	  

§  Project	  ExecuAon	  Plan	  (PEP)	  	  

§  Risk	  Register	  that	  underpins	  ConAngency	  value	  in	  EsAmate	  

§  Documented	  AssumpAons	  and	  Exclusions	  

§  Basis	  for	  establishing	  Earned	  Value	  by	  acAvity	  type	  	  (EV	  Technique)	  
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Baseline	  Output	  

100k	   100k	   50k	   50k	   50k	   50k	  

50k	   50k	   75k	   75k	  

50k	   50k	   50k	   50k	  

100k	   100k	   100k	   100k	  

50k	   50k	   75k	   75k	  

50k	   50k	   50k	   50k	  

AcAvity	  

AcAvity	  

850k	  

400k	  

250k	  

200k	  AcAvity	  

100k	   100k	   150k	   150k	   100k	   100k	   75k	   75k	  

AcAvity	  

AcAvity	  

AcAvity	  

100k	   100k	   100k	   100k	   125k	   125k	   50k	   50k	   50k	   50k	  WBS	  01.02.02	  

WBS	  01.02.01	  

200k	   200k	   200k	   200k	   225k	   225k	   125k	   125k	   50k	   50k	  WBS	  01.02	  
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Measuring	  Performance	  against	  the	  Baseline	  

§  The	  Performance	  Measurement	  Baseline	  is	  used	  to	  establish	  Earned	  
Value	  measurements	  	  

§  DefiniAon:	  
	  Performance	  Measurement	  Baseline	  (PMB).	  The	  Ame-‐phased	  budget	  
plan	  against	  which	  contract	  performance	  is	  measured.	  It	  is	  formed	  by	  
the	  budgets	  assigned	  to	  scheduled	  cost	  accounts	  and	  the	  applicable	  
indirect	  budgets.	  For	  future	  effort,	  not	  planned	  to	  the	  cost	  account	  
level,	  the	  Performance	  Measurement	  Baseline	  also	  includes	  budgets	  
assigned	  to	  higher	  level	  CWBS	  elements,	  and	  undistributed	  budgets.	  It	  
equals	  the	  total	  allocated	  budget	  less	  management	  reserve	  or	  
conSngency.	  	  
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Performance	  Basis	  

Anticipated Final Cost (AFC)

(AFC = cost to date + estimate for remaining work)

AFC = Actual Costs + (Budget at Completion – Earned Value)
        CPI

Variances (favourable is positive, unfavourable is negative)

Cost Variance (CV) = Earned Value – Actual Costs

Schedule Variance (SV) = Earned – Planned Costs

Variance at Completion (VAC) =  Budget at Completion (BAC) – Anticipated 
Final Cost (AFC)

Performance Indices (favourable is >1.0, unfavourable is <1.0)

Cost Performance Index (CPI) = Earned Value / Actual Cost

Schedule Performance Index (SPI) = Earned Value / Planned Value (Baseline) 

% Scheduled / Complete / Spent

% scheduled = Baseline Value (planned costs)
                       BAC

% complete = Earned Value
          BAC

% spent = Actual Costs
         BAC

X 100

X 100

X 100
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and	  one	  of	  the	  
certainAes	  of	  project	  
life	  is	  that	  things	  will	  

…change	  

Once	  approved	  the	  Baseline	  
forms	  the	  basis	  for	  CHANGE	  
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Change	  Management	  Process	  
BASELINE- Change Control Process Flow

W
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W
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1

W
ee

k 
2

W
ee

k 
3

W
ee

k 
5

W
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k 
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 m
on

th
 e

nd Project Sponsor & Project 
Manager initial consultation 

determine categories of 
Change Baseline Scope   

Cost /Budget  Work 
Breakdown Structure  
Schedule & funding

CLM Programme Controls 
Change Manager 

establishes a Baseline 
Change Proposal number 
and logs item in Change 

Control Log 

Adequate 
documentation for 

formal change  

Project Team prepare 
draft Change Control 
Form and supporting 

documentation

Change Identified 
 Risk 
 Procurement
 Design
 Project
 Stakeholders
 Others (Early Warnings  Etc)

CLM executive approval 
to proceed to Internal 

Change Board

Project Team finalise Change 
Control Form and supporting 

documentation

Last date for 
issue of draft 
changes to 

Change Control

Internal Review Board 
Programme Controls review 

and comment for QA/QC and 
process compliance

CLM Project Manager
notifies ODA Project Sponsor 

and solicits support and 
feedback

Obtain Project Sponsors approval

Change Control review of 
changes with ODA SROs 

Change Control review 
agenda with ODA Director 

of Construction

Financial Review with ODA 
Financial Director, DCMS 

and Treasury

Programme Controls distribute to board members,Project 
Sponsors, Programme Assurance Office /Schedule  

Programme Change Control Board Meeting

Programme Change Control Board 
approves the Change &

determines approval authority

Approved 
within boards 

remit

Programme Controls implement 
Change 

OPRG / ODA Change Review 
Meeting

Funders Change Review Meeting

Final authorisation 
required

Change Control 
meet with 

Programme 
Assurance Office, 
LOCOG, LDA & 
Town Planning

For approval 
outside OPRG 

remit

For approval 
outside Change 
Control Board  

remit

Date for issue of complete 
change packs to Change 

Control

FeedbackFeedback Feedback

CLM-D0501-PRO-CC-v1.2

Feedback

Obtain signature from CLM Head 
of Programme Controls provide 

notification of Change and update 
the Programme Assurance Office 

Potential Change Notification

Reporting Process

  Proposed or Potential Changes

  Pending Change Summary

  Change summary 

Inform  Programme Assurance Office

Inform Project Sponsor & Manager 

ImperaAve	  to	  
establish	  a	  
Change	  
Management	  
process	  that	  is	  
part	  of	  the	  
monthly	  update	  
cycle	  
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Baseline	  Management	  Dynamics	  

Baseline 
•  Fixed 
•  Controlled through Change Management 
•  Reflected current delivery strategies 
•  Aligned with contract s 
•  High Level – Project Milestones and 

summarised Cost Loaded activities 

Forecast 
•  Dynamic 
•  Reflects contractor current status & 

progress  
•  Includes mitigation strategies and trends 
•  Takes account of integration impacts 
•  Forecasts outturn 

Change Control 
Fed from Trending 

process 

Trending Process 
Fed from forecast 

data and enabler for 
Risk mitigation 

Compare Inform 

Change 

Drive 
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Rules	  
§  ImperaAve	  to	  measure	  against	  a	  plan	  which	  reflects	  reality	  (i.e.	  is	  current)	  

ü  Evolve	  toward	  a	  ‘bonom	  up’	  basis	  which	  reflects	  accepted	  contractor’s	  plans	  
ü  All	  changes	  require	  approved	  Change	  Control	  no	  maner	  how	  small	  or	  

insignificant	  	  (using	  delegated	  levels	  of	  Authority	  for	  lower	  value	  changes)	  
ü  Current	  Budget	  Baseline	  (CBB)	  =	  OBB	  +	  approved	  changes	  

Achieved	  through	  
§  Focused	  Re-‐planning	  

ü  Knowledge	  based	  updates	  as	  more	  informaAon	  is	  available	  to	  inform	  the	  plan	  
ü  Series	  of	  anAcipated	  changes	  aligned	  to	  design	  &	  build	  life-‐cycle	  
ü  By	  Project	  or	  Sub-‐Project	  Level	  

§  Rigorous	  Change	  Control	  

Managing	  the	  Baseline	  (using	  Change	  Control)	  



	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  Copyright	  @	  2011.	  All	  rights	  reserved	  

Tips	  for	  successful	  creaAon	  and	  use	  of	  a	  Baseline	  

§  Spend	  the	  Ame	  and	  resources	  to	  get	  your	  Baseline	  right	  (and	  minimise	  
heartache	  down	  the	  road)	  

§  Keep	  Baseline	  high	  level	  and	  ensure	  Forecast	  is	  dynamic	  and	  integrated	  

§  Everyone	  must	  work	  within	  the	  WBS	  structure	  

ü 	  Cost	  collecAon	  system	  fully	  keyed	  in	  by	  coding	  
ü 	  Contractors	  keyed	  in	  at	  lower	  levels	  

§  Provide	  right	  level	  of	  alignment,	  training	  and	  assurance	  to	  include:	  

ü 	  Customer’s	  and	  stakeholder’s	  organisaAons	  
ü 	  Early	  engagement	  with	  Contractors	  teams	  

§  Keep	  checking	  fitness-‐for-‐purpose	  -‐	  Does	  the	  Baseline	  reflect	  current	  
Delivery	  strategy	  and	  objecAves?	  
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Three	  principles	  to	  remember	  

1.  CreaAng	  a	  Baseline	  and	  keeping	  it	  current	  is	  essenAal	  for	  
effecAve	  management	  decision	  making	  

2.  Updates	  must	  be	  rigorously	  controlled	  through	  the	  Change	  
process	  

3.  Ensure	  a	  comprehensive	  Risk	  process	  is	  integrated	  with	  the	  
Controls	  processes	  that	  create	  the	  Baseline	  
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Wrapping	  Up	  

§  Likely	  outcomes	  with	  a	  Baseline	  
§  Encourages	  structured	  approach	  to	  managing	  a	  project	  
§  There	  is	  a	  controlled	  plan	  to	  measure	  performance	  against	  
§  Facilitates	  early	  idenAficaAon	  of	  issues	  	  
§  Early	  warnings	  enable	  miAgaAon	  strategies	  to	  be	  employed	  to	  minimise	  

impact	  of	  change	  
§  Successful	  project	  delivery	  (on	  or	  before	  -me	  &	  under	  budget)	  

§  Likely	  outcomes	  without	  a	  Baseline	  
§  Encourages	  unstructured	  &	  disjointed	  approach	  to	  managing	  a	  project	  
§  Plan	  keeps	  moving	  
§  Unsure	  of	  project	  issues	  and	  change	  idenAfied	  aqer	  occurance	  leaving	  no	  

chance	  to	  miAgate	  
§  Unsuccessful	  project	  delivery	  (late	  delivery	  &	  over	  budget)	  


