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WEBINAR: 

EFFECTIVE CHANGE 
MANAGEMENT
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� Ett DiGiovanni 

� Ett DiGiovanni leads product management for ARES Project 
Management, developers of ARES PRISM integrated cost 
management software. Ett’s career started off as a scheduler during 
the ”BC” period (i.e. before computerized scheduling). Over the past 
30 years, Ett has also obtained practical knowledge and experience in 
estimating, cost engineering, earned value, contracts administration, 
purchasing, project accounting, materials management, document 
control and field management. 
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Earned Value Performance Data
Time-Phased Budgets
Basis of Estimate
Schedule Integration

Accounting Data
Commitments
Risk Data
Funding

Change Management
Analysis & Reporting

Top Down Estimating
Bottoms-Up Estimating
2D/GIS/BIM Estimating
Stored Unit Pricing
Quote Management
Application of OH’s / Rates / Escalation

Time-phased Engineering 
Deliverable Status & Tracking
Progress & Performance
Forecasting  & Unit Rates Analysis
Earned Value Performance

RFQ and PO Mgmt.
Procurement Scheduling
PO Progressing
Shipment Expediting
Supplier Evaluations
Manage Changes

RFP & Contract  Mgmt.
Contract Scheduling
Prime Contracts
Vendor Evaluations
Contract Progressing
Manage Contract Change

Rules of Credit
Time Phased Construction Deliverables
Track Progress & Performance
Installed Quantities
Forecasting  & Unit Rates Analysis

Best of Class DM
View over 400 formats
Integrates with Cad software
Transmittals
Workflows
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Change

Management

Cost

Management

Engineering

Management

Field

Management

Procurement

Management

Contracts

Management
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• A change normally results in rising Estimate At Completion

• Pressure exists to forecast accurately and quickly

• Keeping separate logs + paper trails slow down process

• Change is not only a project issue

• Involving other parties increases complexity & cost:

• More sites, more stakeholders… the more signatures 
required

• Many project changes are out of governance:

• Wrong approval or incomplete transactions

• Period-closing takes too long
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•Traditionally people asked:

•What’s our Budget / Remaining Budget?

•What are our Commitments/ Actuals/ Accruals/VOWD

•More Recently:

•What contracts have been let?

•What is our unawarded scope?

•What funding has been approved / is available this year?

•What is the contingency for each element of scope? Are we using it?

•What risks do we predict? What risks occurred? Who paid?

•What is our pain / gain prediction for each contract?

As the picture changes we are required to move money around, which requires 
approval

THIS MEANS VOLUME



8

• Where should it be managed?

• We recommend the cost management system

• What are we changing?

• Typically budgets, forecasts, risks, funding

• What types of change do we handle:

• Forecasts, transfers, changes in scope, funding awards

• Who would initiate change?

• We recommend anyone qualified

• Who should review change details?

• Subject Matter Experts (Estimator, Engineers, Planners)

• Account Owners

• Including those with insufficient monetary authority levels

• Who would approve these changes? 

• Those with sufficient monetary authority

• What process would we use for monetary change approval?

• Basic, intermediate or advanced
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� Basic Approaches

� Manually create Change Orders only

� Manually create Trends and Change Orders

� Intermediate Approaches

� Use Workflows on Trends

� Use Workflows on Change Orders

� Advanced Approaches

� Use Monetary Authority levels

� Use Change Requests

� Use Workflows, Change Requests and Monetary Authority levels

� Other Approaches

� Generate Change Order from External sources

� Linking Cost Change Orders to PO’s and Contracts

� User determines which options to use  
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Create a 
Change Order

Cost
Management

Engineering
Management

Field
Management

Allocate costs, hours 
and quantities to 

Accounts

Assign Status ID to 
Approve Change

Update Account 
Budgets, EAC or 

Funding
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Create a Trend 
(Potential Change)

Allocate costs, hours 
and quantities to 

Accounts

Create a
Change Order

Copy Trend Data to 
Change Order

Assign Status ID to 
Approve Change

Update Account 
Budgets, EAC or 

Funding

Cost
Management

Engineering
Management

Field
Management
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Cost
Management

Engineering
Management

Field
Management

Explain
Justification for Trend

Assign
Workflow Events

Updates Workflow 
Event

Assign User
Action Items 

To Events

Trend Electronically 
Approved Using 

Workflow

User Completes
Action Item

Raise
Change Order

Update Account EAC
(Optional)

Identify Trend
(Potential Change)
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Cost
Management

Engineering
Management

Field
Management

Copy Trend Data
To Change Order

Assign
Workflow Events

Updates Workflow 
Event

Raise
Change Order

Assign User
Action Items 

To Events

Change Order 
Electronically 

Approved Using 
Workflow

User Completes
Action Item

Update Account 
Budgets, EAC or 

Funding 
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Cost
Management

Engineering
Management

Field
Management

Assign Users to 
Accounts 
as Owners

Raise
Change Order

Change Orders 
Electronically 

Approved Using 
Authority Levels

Assign Monetary 
Authority Threshold 

Levels to Users

Allocate costs, hours 
and quantities to 

Accounts

Update Account
Budgets, EAC or 

Funding

Run “Generate 
Approvers”  Process



20

Project Manager 

P
ro

je
c

t 
M

g
rs

C
E
s 

/ 
S
M

E
s

Cost Engineers 

Delivery Director 

Programme 
Director

Finance Director

Technical Director

D
ir
e

c
to

rs

Programme 
Controls Director

Business 
Manager

Project 
Director

Business 
Manager

Project 
Director

Project 
Director

Business 
Manager

Business 
Manager

Project 
Director

Business 
Manager

Project 
Director

Business 
Manager

Project 
Director

Business 
Manager

Project 
Director

S
e

n
io

r 
M

a
n

a
g

e
m

e
n

t 

Project 
Director

Project 
Director

Business 
Manager

Board / Programme 
Director

B
o

a
rd

Changes Raised

A
P

P
R

O
V

A
L 

A
U

TH
O

R
IT

Y

A – Approved        R - Reviewed

A

Change 1

R

R
R

R

A

Change 2

R

R

R

R

R

A

Change 3

R

R

R
R

A

Change 4



21

Hierarchical Review / 
Approve Sequence

Reviewers

Approvers

Status
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Approver

• Any one reviewer and any one approver must 
electronically sign the Change Order to 
approve it

• Generate Approvers process identifies the 
change approvers for each control 
account affected

• Copies the approvers to the Change 
Order; lists them all as “reviewers” and 
contacts them all via email

• The reviewers with the sufficient authority 
level are identified as the Change Order 
approvers

• Although there may be many qualified 
reviewers, the ‘electronic signature’ of one 
reviewer and one approver is sufficient to 
approve the Change Order

Reviewer 
6

Reviewer 
2

Approver

Reviewer 
3

Reviewer 
4

Reviewer 
5

Reviewer 
1
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Reviewer 
1

Reviewer 
6

Reviewer 
2

Approver

Reviewer 
3

Reviewer 
4

Reviewer 
5

• Requires that all reviewers and one approver 
must electronically “sign” the Change Order, 
but in no particular order

• The Generate Approvers process  
identifies the change approvers for 
each control account affected

• Copies the approvers to the Change 
Order; lists them all as “reviewers” and 
contacts them all via email

• The Change Order Approver is 
identified as the first reviewer with 
proper monetary authority level.

• All reviewers and the approver must 
electronically “sign” the Change Order but in 
no particular order

• Once all electronic ‘signatures’ have been 
obtained the change order is electronically 
approved. 
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• Requires that all designated reviewers and one 
approver must electronically “sign” the Change Order, 
in order of Authority level

• The Generate Approvers process determines the 
approvers based on control accounts affected by the 
Change Order

• Approvers with no monetary authority are automatically 
selected as reviewers

• Approvers with monetary authority are selected as 
reviewers in sequence of authority   

• Change Order Approver is reviewer  with proper 
authority level.   Reviewer 6

• Reviewer 7 with authority level is not included

• Reviewers are contacted via emailed in sequence

Approved Budget  / 
EAC Change of 

$950,000

Reviewer 
1

Reviewer 
2

Reviewer 
3

Project personnel with monetary authority

Project personnel without any monetary authority

Authority Level

Reviewer
7

$25,000,000 

Reviewer 
6

$100,000
Reviewer 

4

Reviewer 
5

$1,000,000

$500,000
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$100,000

• One Change Order affecting multiple budgets

• Same approvers have different monetary authority 
levels for Budget and Funding changes

• For both budgets,  the change is reviewed in sequence 
prior to approval by 1st person with proper  Authority 
level. 

• Reviewer 7 is identified as the approver for the Budget 
Change

• Reviewer 6 is identified as the approver for the Funding 
Change

• Both changes must be approved for the transaction to 
be completed

Reviewer 
4

Reviewer 
5

Reviewer 
6

Reviewer
7

$25,000,000 

$1,000,000

$500,000

Reviewer 
1

Reviewer 
2

Reviewer 
3

Project personnel with authority 
threshold

Project personnel without no authority 
threshold

$250,000
Reviewer 

4

Reviewer 
5

Reviewer 
6

Reviewer 
7

Unlimited

$1,250,000

$750,000

Budget  Change Funding  Change

Different approvals 
required for budget 

and funding changes

$1,250,000
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$100,000

• In this example there are different  sets of control account 
approvers  to approve each side of the transaction

• Though the net impact is $0.00, the approval is treated as 
two transactions of $950K. The Minus and Plus values are 
treated the same. 

• Reviewer  6 is identified as the approver for  Control 
Account A

• Reviewer 10 is identified as the approver for Control 
Account B

• Both changes must be approved for the Change Order to 
be approved

Reviewer 
4

Reviewer 
5

Reviewer 
6

Reviewer 
7

$25,000,000 

$1,000,000

$500,000

Reviewer 
1

Reviewer 
2

Reviewer 
3

Project personnel with authority 
threshold

Project personnel without no authority 
threshold

Control Account A
+$950,000

Control Account B
-$950,000

Different approvals 
required where control 

account ownership 
differs

$100,000
Reviewer 

8

Reviewer 
9

Reviewer 
10

Reviewer 
11

$25,000,000 

$1,000,000

$500,000
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Cost
Management

Engineering
Management

Field
Management

Link Multiple Change 
Orders to a Change 

Request

Link Supporting 
Documents

Run “Generate 
Approvers” Monetary 

Process

Raise
Change Request

Schedule Change 
Board Meeting

Change Orders 
Electronically 

Approved Using 
Authority Levels 

Change Orders
Vindicated

Update Account
Budgets, EAC or 

Funding
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Cost
Management

Manually Update 
Account Budget and 

EAC

Update Account 
Budget and EAC using 

Staffing Plan Data
or

Update Account 
Budget and EAC using 

Resource loaded 
Schedule

or

Run “Generate 
Control Account” 

Allocations

Approve Change 
Order (manually or 
using workflows or 

authority levels)

Change
Management

Raise Change Order

Provides an audit trail for external source changes
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Assign Workflow Events

Updates Workflow 
Event

Assign User Action 
Items

Instructed Change
Electronically 

Approved Using 
Workflow 

User Completes 
Action Item

Raise  
Executed Change

Procurement
Management

Contracts
Management

Update
Contract/PO EAC

Cost
Management

Raise Instructed 
Change

In Procurement or 
Contracts Modules

Link Change Order to 
Instructed Change
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Link Instructed 
Change to Executed 

Change
Assign Workflow Events

Updates Workflow 
Event

Raise 
Executed Change

Assign User Action 
Items

Executed Change
Electronically 

Approved Using 
Workflows 

User Completes 
Action Item

Procurement
Management

Contracts
Management

Cost
Management

Update Contract/PO 
Approved Budget

Update
Account Committed 

Cost
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Current Change Data Checks

Check Description

01 Change or Detail Description not completed

02 Change Impact ID has not been selected

03 Change Variety ID has not been selected for a Trend Change

04 Change Status ID is not populated
05 Change Status Date is not populated
06 Request Date is not populated
07 Change Owner is not assigned
08 Control Account IDs not assigned
09 Cost Element IDs not assigned

10
PGCP Change Incorrect - This either doesn't net to 0 or has monies against target 
accounts for CCB or Fin Budget

11
Approved Budget has no values - Impact id not in TRND, FPER, FUND, P50R, 

AWRD, COMP and Budget = 0 

12 Trend Change that doesn't have AFC value

14 Funding Change that doesn't have an Fin Budget value

15 Cost or Schedule Impact has not been completed

16
Compensation change incorrect - Either doesn't net to 0 or has monies against 
ccb or fin budget on in correct account types (not TG, AL, CJ or CA)

17
Budget Transfer change incorrect - doesn't net to 0 or has monies against ccb on 
target accounts

18 Contract Contingency accounts being used

19 Change has been approved but status is not set to approved.

20 Incorrect Comp or Award. has no budget or fin budget

21 Incorrect Approval Method

22
Should be an PGCP (Indirects L&P) - Movement between Indirects and L&P to 
other areas on CCB and FinBudget

• Incomplete data

• Irregular Values

• Wrong Change Type

• Wrong Budget

• Wrong Approval 
Method
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� Who, when, how long, how often?
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Over 20 data validation checks
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Current state, Future state and the Potential state
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� Looks at the increase in forecast and helps determine the effect these 
movements will have on the program vs. the contractor’s cost.  



38

� Original, Current, Residual Contingency. 

� % Contingency Committed vs Physical % Complete.

� Risk Forecast.
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• Provide more accurate and quicker forecasts by: 

• Eliminating the need for ‘wet’ signatures, couriers, printers and 
meetings 

• Automating the update of Change status

• Eliminate the need for maintaining manually updated 
logs by:

• Providing a single live source for identifying and approving of 
changes

• Automatically informing other departments of the approval of 
Trends and Change Orders
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• Efficient handling of multiple budget owners and 
approvers by:

• Change reviewers and approvers automatically selected based 
on ownership and authority

• Email notifications and reports monitor progress

• The impact is immediate
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• Eliminates changes that are out of governance by:

• Making it impossible to break the rules. 

• Publish cost reports within 4-5 days of month end by:

• Treating changes in real-time and as an integral part of the cost 
management system. 
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www.aresprism.com


