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"Establishing Control Boards"

Risk management is one of the hot topics of the day, and it can be confusing, if you don’t really think about what risk management really is.  Risk management is configuration control; risk management is establishing a way, a process, where you maintain requirements control; you maintain manifest authority; you maintain budget control; you maintain the safety and rigor in your program.  And the way you do this, typically, is you identify and establish critical control boards where you maintain and control all your requirements, and your schedules, where you maintain your costs, but certainly, most important, you maintain your configuration throughout the system.  It’s important that you don’t have too many control boards—that you establish the roles and responsibilities appropriately, so that those that are chairing that board understand clearly what they’re responsible for, what they can do, as far as approval and disapproval, and what they can’t do.  Typically, there’s a hierarchy in boards.  There should be a single prime board, where all other boards are subservient.  And you need to work those out carefully so that these roles and responsibilities that I’ve talked about are clearly identified.  We spend many hours making sure that our documentation is up to date, so that our people understand the rules of engagement as far as control boards are concerned—what authority has been delegated, what authority has not been delegated, what boards you can appeal to, and what boards have certain authority.  It’s extremely important that you set up this configuration at the very beginning of your project.  We had an example here recently where we started a major project; we were formulating the project at the same time we were staffing up our work force.  What we did not put in place appropriately was the configuration control, or project management aspects of the project.  We did not establish the proper control board.  And as a result, we found out that decisions were being made at different levels.  They weren’t being managed from a configuration management point of view very rigorously.  And we got ourselves out of synch between the left hand and the right hand, and our contractor and supplier was out of synch with our prime contractor.  And what this has caused us to do is to reevaluate our entire schedule.  Because one simple thing did not happen, and that is we did not establish the proper project control board at the very beginning of our establishment, of our staffing and our work force and the beginning of our project.

