
Change Control:  
A tour of RIG guidelines, an example of 

complex change control of a NSF fixed price 
award, and Q&A 
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• PMP #281175
• PMI-ACP #1581514
• 20+ years of NSF program management 

experience
• Program Manager Ice Drill Program at 

Dartmouth College
• Project Management Advisor for various 

universities, non-profits, and the NSF
• Past experience:

▪ Deputy Program Manager – Earthscope
▪ Adjunct facility – University of Denver
▪ Project-Business Manager – Ball Aerospace (satellite 
– space systems) 

▪ Senior technical Analyst 

• Education: BS/BA Northeastern, MS 
University of Colorado

Blaise Stephanus  
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Change Control manages changes to the Baseline Plan
Baseline (scope, budget, or schedule)
Contingency moves into or out of the Baseline
May involve a change control board (CBB)

Utilizes tools:
▪ Change log
▪ Change Management Plan including change management 

approval document (may be in PEP or referenced)
▪ Contingency draw down logs/charts

Used during implementation

Configuration Control Manages Changes to the Deliverables (Technical Control Board)

Overview
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Total Project Cost (TPC) = The Project 
Baseline (Performance Measurement 
Baseline PMB) + Contingency

A Change control system manages 
changes, to the PMB, to the TPC

Performance Management and Measurement (PMM) 
The Project Baseline
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Performance Management and Measurement (PMM) Execution
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Change Control is part of Performance Measurement and 
Management
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Performance Measurement and Management - Identify and 
Decide upon corrective actions as required

o Monitor/No Change
o Minor/Informal Adjustments (of current estimate, 

schedule – not the baseline)
o Re-Plan Project
o Re-Baseline Project

Change Control is part of Performance Measurement and 
Management
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Modifications to the PMB that are within the defined scope and do not 
change the total project duration or Total Project Cost (TPC). They often 
include:

• Adjustments or re-organization of the project plan
• Contingency being expended or replenished from PMB
• Minor changes in scope
• Minor de-scoping options (or to defer scope)
• Project enhancements

Replanning 
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Modifications to the PMB that Increases the total project cost (TPC), and/or an 
extension beyond the total project duration, and/or a major change in scope.

• Approval process involves NSF and may involve the NSB
• Changes in project end date follow NSF’s no cost extension (NCE) policies
• An increase in TPC exceeding 20 percent of the NSB-authorized TPC or $10 million 

(whichever is less) must be reviewed and authorized by the NSB following a 
recommendation by the Director.

Re-baselining 
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Research Infrastructure Guide (RIG) Change Control and related Guidance NSF 21-
107 (December 2021)

2.4.1 Construction Award Management and Oversight

4.2.5 Risk Planning for the Construction Stage (no-overrun, contingency)

4.6.5 Re-Baselining 

Change Control in the Research Infrastructure Guide (RIG) 
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• Very diverse project experience
▪ Iron Worker for 4 years
▪ Spent 14 years working for award winning contractor 

• Purchasing Manager for all company projects and facility.
• Project Controls and Scheduling on Navy Projects
• First Project Management assignment was to design/build 

moveable roof for the Boeing 777 assembly building.
• Sales and Estimating all projects for company for 2 years
• Project Manager on several Nuclear dry storage containers 

contracts working to ASME NQA1.
• Project Manager on contract to build first 3 prototype Ground 

Based Missile Defense Silos and Silo Closures.  
• Project Controls Manager on follow on GMD Silo, Closures 

production (started with 10, then 20, eventually the company 
did over 300)

• I was loaned out to Bechtel to create IMS for the entire world 
wide GMD Program for Boeing in Huntsville, Al

▪ Since 2004 have been assisting Project Management on 
Large Science projects for the NSF and DOE:
• NSF – ALMA, DUSEL (now SURF), and RCRV
• DOE - NSLS-II, WTP – Hanford, DUSEL (now SURF), NSLS-II 

Beamlines, ATF, Isotope, RHIC Upgrade

Richard Grubb

RCRV - Project Management Specialist
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Regional Class Research Vessel

3 Ships 199.5 ft Long

Award Value: $391.5M

Award Type: Cooperative Support Agreement (CSA)

Oregon State University, 

Project Manager: Demian Bailey

Number of Re-baselines (0)

Replan Drivers:  Vessel Lengthening, Supplier Failure in 
Design Phase, COVID-19, and Hurricane Ida

Project Example: RCRV



13

• “The Change Control Process should 
be initiated when the Total Project 
Cost target is established at the 
Preliminary Design Review and 
followed for the duration of the 
project.” 

Research Infrastructure Guide: NSF 21-
107 (December 2021) 6.2.11 
Contingency Management for Risk 
Mitigation Prepared by the Large 
Facilities Office in the Budget, Finance, 
and Award Management Office (BFA-
LFO) 

• The RIG is a Guide focused around MREFC funding.

• Formal Change Control should be considered for 
any type of funding where stakeholders may need 
to know decision points and the effect of the 
decision point.

▪ I have been involved on large complex projects early on 
and set up Formal Change Control for the PDR phase 
where 30%, 60% and 90% gates were formal project 
events . These events included In-House and External 
Independent for Comparison of BAC Estimate, Risk 
Assessment, and Contingency.

▪ During this time the Formal Change Control process is 
tailored and periodically cycled. 

▪ When the Construction Phase starts the process is working 
well.

Starting Change Control on a Project
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Every month CAMs answer the 
question: 

Is there a possible future draw 
on contingency on their radar?

• These Steps in the process 
have their own log/table

▪ Draft Lien

▪ Liens

▪ Vendor CO Logs

▪ PCR Log 

▪ Contingency Log ($ and Days)

Example RCRV Change Control
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• Contingency Use Request Log (CUR)

▪ Shows draft, disapproved, and approved 

▪ Shipyard CUR Log is separate and has 116 to date

▪ The rest of the project has had 20 as shown to the right

• CURs identify work that needs to be done but is not in BAC.

• CUR Status: 

▪ Draft

• Highlighted cells indicate draft TBD

• One draft is almost 2 years old.  Timing of implementing changes is 
important.  We are in Phase III of the project and we have draft CURs for 
Phase IV.

▪ Approved 

• Move Budget from Project Contingency to CAM Specific Lien Accounts. 

▪ PMB

• An approved Project Change Request (PCR) has been approved and the 
CUR has been implemented into PMB.  

• Budget is moved from the Lien accounts to budget work package accounts 
in BAC.

RCRV Liens
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• Project Monthly Financial Report to NSF includes:

▪ DRAFT Contingency Use Request (Liens) Log –

• Only shows CURs that have not been submitted

▪ Approved Contingency Use Request (Liens) Log

• Only shows Approved CURs that have not been processed with 
a PCR into BAC yet.

▪ Retired in the last 6 Months

Liens Monthly Report
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• CUR is a PDF form that routes in DocuSign:

• Created by CAMs

▪ Identifies the following:

• Drivers of Change

• Purpose of Change

• Cost Impact

• Schedule Impact

• Risk Realized or Retired

• Approval Level

• Signature 

• May include RCRV Scope and Decision Review Form

• Level 1 CURs include PM Endorsement Letter

CUR Form
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• Project Change Requests:

▪ 161 PCRs to date

• Level 1  12

• Level 2  69

• Level 3  58

• Level 4  17

• COVID   7

▪ 9 PCRs add Schedule days

▪ 87 PCRs did not change Project BAC

▪ 76 PCR Changed Project BAC

Project Change Requests (PCRs)
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• Contingency Summary

▪ Changes Implemented in PMB

• Implemented with Approved PCRs

• Part of BAC

• Risk Realized or Retired

▪ Approved and Drafted Liens

• In Lien Account

• In Risk Register (evaluated every 3 months)

Monthly Financial Report Summary Tables

• EVMS Status Summary Table
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• PCR Form Page 1

▪ Check Boxes for Categories and Actions

▪ Description is justification and actions for OSU Grants and 
Finance Offices. 

PCR Form Page 1
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• PCR Form Page 2

▪ Contingency Impact

▪ Approval Level Required

▪ Signatures Required

▪ Applicable Prior Approved CURs

PCR Form Page 2
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• PCR Form Cobra Before and After Budget Changes

▪ Page 1 of 5 List by WBS of all WP and Planning Packages on 
the Project.

▪ Compares to previous change or Month End and verifies 
intended change.

▪ Verifies unintended changes did not occur

▪ Baseline changes are integrated from P6 to Cobra to get 
these reports even on changes where budgets were not 
changed.

PCR Form Cobra Before and After Budget Changes
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• PCR Form Cobra Before and After 
Time Phasing
▪ Page 5 of 5 of the Form shows the annual 

shift of budget the change caused at level 3 
of the WBS.

▪ The excel file that generates the table for 
the form also has a sheet that shows the 
month by month change to budget by 
WP/PP.

• This sheet is where we verify Planned Value 
in the past is not changing. 

PCR Form Cobra Before and After Time Phasing
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• PCR Form P6 Schedule Before 
and After

▪ Shows delta in budget value, start 
and finish date moves, duration 
changes.

PCR Form P6 Schedule Before and After
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Questions /Comments

Change Control 
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