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1 SUMMARY OF CHANGES 

The following table summarizes the changes in content from the document’s previous published 

revision. 

Revision Description Author Release Date 

3.0 

Revises Integrated Change Control 

Plan (ICCP) to align with revised 

Project Charter governance structure, 

processes and authorities. 

Incorporates former   Charter, which 

is removed from use. Updates ICCP to 

incorporate the use of SharePoint as 

supporting tool. 

Chris Fellows 26/02/2016 

3.1 

Incorporated minor typographical 

changes. Added process summary 

diagram. Added swim-lane process 

diagrams to Appendix A. 

Chris Fellows 03/03/2016 

3.2 MOA edits John Marcinko 03/23/2016 

3.3 MOA edits John Marcinko 03/28/2016 

3.4 MOA edits John Marcinko 03/28/2016 

3.5 SAP and MOA edits Matt Johnsen 04/08/2016 

 

2 PURPOSE 

The purpose of the Integrated Change Control (ICC) Plan is to describe the structures and 

processes that will be used by the Municipality of Anchorage (MOA) SAP Project   (“the Project  ”) 

to log requests for changes to the Project, to manage their review and approval or other handling, 

and to incorporate approved changes into the work products of the Project.  
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3 CHANGE CONTROL PRINCIPLES 

All major projects   experience changes to the scope, schedule, resources, budget or other aspects 

of those endeavors. Such changes cannot be avoided, but they must be managed and controlled 

to avoid: 

 Misaligned stakeholder expectations. 

 Unplanned impacts to project  cost or schedule 

 Degradation in the quality or benefits of the solution. 

 The need for rework. 

The Project will adopt a number of principles related to the control of change: 

 The Executive Steering Committee (ESC) has sole authority to approve changes to the 

Project’s Integrated Change Control Plan.  

 The Functional Steering Committee (FSC) will be consulted and give input on alternative 

options regarding the impact of project change requests. 

 The Program Sponsor as designated by the Executive Steering Committee has the threshold 

authority to approve submitted requests with a not to exceed dollar amount of $10,000 and 

to provide a detailed update to the ESC at it next scheduled meeting. 

 The SAP Project Sponsor   is accountable to the ESC for the definition and operation of the 

Project’s ICC procedures and supporting tools/templates. 

 No changes will be implemented to any aspect of the Project without being subject to a 

formal Project Change Request (PCR) and prior approval according to the procedures set 

out in this document. 

 All PCRs will be approved at a level within the Program Sponsors management and 

governance structure that is consistent with the nature, magnitude and impact of the 

change. To facilitate this, the ESC will delegate the authority to approve certain changes to 

the SAP Project   Sponsor and the SAP Project   Management Office (PMO) as set out below. 

 All PCRs will be subject to a multi-level review and approval. PCR Impact and Priority 

categorizations will be used to define the number of approvals and the decision-making 

body that can give final approval to proceed to implementation and execution, and define 

the period of time within which the PCR must be approved and implemented to avoid 

negative implications to the Project and/or MOA business. 

 Unplanned, unapproved work on the examination and review of PCRs is itself a change to 

the scope of the Project, and requires approval prior to proceeding beyond initial discussion. 

Any work on analyzing a single proposed change, or group of related changes, which 

consumes more than eight hours of total effort requires approval in accordance with the 

procedures in this ICC Plan. 

 All PCRs will be recorded using documentation templates that will facilitate the collection 

of sufficient information to review and consider the proposed change, and communication 

of the change to other stakeholders. 
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4 DEFINITIONS 

4.1 SCOPE OF THE PROJECT 

The scope of the Project comprises: 

 The business functional requirements of the Project as documented in the Requirements 

Traceability Matrix, and the related SAP functional/technical design as set out in the SAP 

Project Business Blueprint and supporting documents, including the WRICEF Master List. 

 The work breakdown structure of the Project as described in the Work Breakdown Structure 

Dictionary. 

 The Master Schedule of the Project, including baseline and planned dates for delivery of 

work products or completion of supporting activities and tasks. 

 Completed documentary products of the Project. 

 Configured and developed SAP functionality delivered in support of approved business 

requirements and the approved SAP functional/technical design. 

 The Project’s Human Resource Plan and Project Budget. 

4.2 CHANGE 

A change is any amendment of any size to the scope of the Project. This includes, but is not limited 

to, the following: 

 Revisions to the business requirements or SAP functional/technical scope of the Project. 

 Revisions to the planned approach to delivering the business, functional or technical scope of 

the Project, including changes to the work breakdown structure of the Project or 

organizational ownership of work breakdown structure elements or work products. 

 The timetable for delivery of the business/functional/technical scope. 

 Unplanned work not included in the Project’s schedule. 

Changes may be: 

 Additive, resulting in the risk of increased Project effort and cost and extensions in the 

Project’s timeline. 

 Reductive, resulting in reduced effort and cost and potentially reduction in Project timeline 

and/or resulting in reduced business benefits. 

All changes will be managed using the same ICC process, whether additive or reductive.    

4.3 PROJECT CHANGE AND CONTRACT CHANGES 

All PCRs will be managed according to the procedures set out in this document. Some of these 

changes may also require changes to contracts between the Municipality and its service providers. 

The possible impact of Project changes on contractual matters will be considered as part of each 

proposed Project change. This document considers the requirement to make contractual changes 

as part of the implementation of Project changes, but the detailed procedures for making contract 

changes are described in the relevant contract, and are not included in this ICC Plan. 
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No Project change involving a required contract change may be implemented prior to completion 

of contract discussions and amendment of the related contract(s).   

4.4 PRODUCTION CHANGE CONTROL 

Post go-live changes to the implemented SAP Project solution will be subject to governance using 

the processes and structures that are set out in the SAP Project Sustaining Organization Strategy 

and Sustaining Organization Process Design, according to the procedures for (amongst others) 

Change Request Management. These changes are not governed by, and are hence not included 

within the scope of, this ICC Plan. 

 

5 INTEGRATED CHANGE CONTROL PROCESS  

5.1 PROCESS SUMMARY 

The ICC process includes seven principal activities: 

1. Communicate the scope of the Project and details of the ICC process. 

2. Log all proposed changes using a PCR to provide a basis for management and review of the 

proposed change. 

3. Analyze the proposed change to provide the information that is required to make an informed 

decision about whether or not to proceed with the change. 

4. Review the proposed change and confirm the acceptability, in whole or in part, of the 

proposed change. 

5. Communicate the disposition of unapproved changes to relevant stakeholders. 

6. Implement approved changes. 

7. Confirm the implementation of approved changes. 

 

 

Figure 1: Overview of Integrated Change Control Process 

 

Details of each of these principal activities are given below. Swim-lane process flow diagrams for 

the ICC process are located in Appendix A. 
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5.2 COMMUNICATE THE SCOPE OF THE PROJECT AND THE INTEGRATED CHANGE CONTROL PLAN 

The Project team will work proactively to limit the number of scope change discussions that arise 

within the work of the Project team by: 

 Clearly documenting the scope of the Project (as defined in Section 3.1). 

 Making these documents widely available to Project team members and other Project 

stakeholders having a legitimate interest in them. The form of this communication will be 

defined in the Project’s Communication Strategy and Plan, but might include stakeholder 

access to SharePoint, provision of documents via the Project’s approved electronic 

communication or publishing methods, or availability of wall-charts, posters or hard-copy 

documents as appropriate. 

 Making this ICC Plan widely available to all Project team members and other Project 

stakeholders, using the same approaches as for the controlled documentation of Project 

scope. 

 Actively communicating the content and locations of these documents, and the fact they are 

all under change control, to Project team members and other Project stakeholders: 

o When this ICC Plan is first approved and implemented. 

o During onboarding of new team members or stakeholders. 

o As part of major kick-off events, such as phase kick-off meetings. 

5.3 LOG PROPOSED CHANGES USING A PROJECT CHANGE REQUEST 

In the course of carrying out the work of the Project, Project team members will frequently 

encounter circumstances in which a change is proposed to the scope of the Project. Most such 

proposals will be identified by members of the functional, technical, data and change 

management implementation teams, but other groups may also identify proposed changes, for 

example,   PMO or ESC. Project team members, Team Leads or Project Managers may also identify 

potential changes through regular status reporting of the reasons for unplanned work. 

All proposed changes to Project scope that are found to have sufficient merit to warrant further 

examination will be recorded in a PCR at the time when the proposal is first made or discussed 

within the Project. All PCRs will be logged by the relevant Team Lead or Project Manager, or the 

SAP Project Sponsor or SAP Program Manager.  

As PCRs will be logged in SharePoint. A unique PCR number will be allocated to each PCR and 

recorded in a PCR Control Record, which will then be updated with certain details from the PCR 

to facilitate management and oversight of the ICC process. 

The details to be recorded in the PCR and PCR Control Record when proposed changes are first 

logged, and as they are later analyzed and reviewed, are described below in Section 6 (“Project 

Change Request Documentation Requirements”). 
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5.4 ANALYZING PROPOSED CHANGES 

5.4.1 INITIAL ESTIMATION AND APPROVAL FOR FURTHER ANALYSIS 

The PMO will carry out initial analysis for all PCRs. New PCRs for which a PCR Control Record was 

created in the week prior to the weekly PMO meeting will be reviewed in the PMO meeting as 

part of a standing agenda item. For each item, the PMO will consider (or make) an initial estimate 

of the effort and cost required to completely implement and execute the requested change. 

If the estimated work effort to implement and execute the change is less than 40 hours/$10,000 

in total, then the Program Sponsor may approve the PCR to proceed for analysis and review and 

further report to the ESC at its next scheduled meeting 

If the estimated work effort to implement and execute the change is more than 40 hours/$10,000 

total, then: 

 If the estimated work effort to analyze the change is less than 40 hours/$10,000 total, 

then the PMO submits the PCR for approval by the Project Sponsor as part of the standing 

weekly PMO-Sponsor meeting. If approved the Project Sponsor will report the change to 

the ESC at it next schedule meeting. 

 If the estimated work effort to analyze the change is more than 40 hours/$10,000 total, 

then the PMO submits the PCR for approval to the Project Sponsor for review and 

approval by the ESC at the next available meeting. 

If the PCR is approved for further analysis by the PMO, Project Sponsor or ESC, then the SAP 

Program Manager records the date of the approval in the PCR Control Record, and assigns and 

notifies a PCR owner, after which PCR analysis can begin. Note that approval for analysis by the 

PMO or Project Sponsor or ESC does not approve the implementation of the proposed change, 

only the analysis of the proposed change. 

If the PCR is not approved for further analysis by the PMO, Project Sponsor or ESC, then the SAP 

Program Manager records the reason for the rejection in the PCR and the date of the rejection in 

the PCR Control Record, and then notifies the PCR Requester.   

The details to be recorded in the PCR and PCR Control Record during initial estimation and analysis 

are described below in Section 6 (“Project Change Request Documentation Requirements”). 

5.4.2 FURTHER ANALYSIS  

Once approved for analysis as described above, the assigned PCR Owner will consider the 

activities that need to be carried out to investigate and analyze the PCR, the Project team and 

MOA business resources that will be required to support the activities, and the schedule for 

completion of the analysis. To avoid resource contention and unplanned schedule impacts, 

discussion and agreement between PCR Owners, relevant Project Team Leads/Project Managers 

and the PMO is encouraged. The SAP Program Manager is the final arbiter for disagreements or 

uncertainties affecting the relationship of ongoing Project activities with PCR analysis efforts. 

The nature and extent of required PCR analysis will vary according to the nature of the requested 

change, but PCR analysis will generally require contributions from members of: 
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 The Project’s functional, technical or organizational change management teams. 

 The Business Advisory Group or other MOA business resources or MOA’s external service 

providers. The Functional Steering Committee for input on alternative options for the 

impact of project change requests. Within 48 hours of request. 

The details to be recorded in the PCR during PCR analysis are described below in Section 6 

(“Project Change Request Documentation Requirements”). 

At any time during analysis activities, the PCR Owner may withdraw the PCR if analysis determines 

that it has no merit, and is without proponents who will support it during PCR review. In this case, 

the PCR Owner notifies the PMO that the PCR is withdrawn, and the PMPO updates the PCR 

Control Record with this status and the date of withdrawal.  

5.5 REVIEW PROPOSED CHANGES 

As noted in Section 3 (“Change Control Principles”), all PCRs will be subject to a multi-level process 

of review and approval. The PCR Impact and Priority categorizations: 

 Define the number of approvals and the review body that can give final approval to 

proceed to implementation and execution. 

 Define the period of time within which the PCR must be approved and implemented to 

avoid negative implications to the Project and/or MOA business. 

PCR Impact and Priority categorizations are defined in Section 4.5.1 (“Project Change Request 

Categorization”). 

The delegated authority of various review bodies to approve PCRs is defined in Section 4.5.2 

(“Delegation of Authority for Change Approval”). 

No PCR approvals should be given based on incomplete analysis. If, after due consideration, a 

review body considering a PCR concludes that it does not have all of the information and analysis 

required to support a decision about it, it must ask the PCR Owner to carry out additional analysis 

and re-present the PCR.  
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5.5.1 PROJECT CHANGE REQUEST CATEGORIZATION 

5.5.1.1 PRIORITIZATION 

The following prioritization categories will be used for PCRs, based on the time from the Request 

Date by which a decision concerning the PCR is required to avoid material impact on the Project. 

Material impact is defined as more than 80 hours of unplanned effort. 

 

Change Priority Decision Required within 

Low 30 days of the Request Date 

Medium 20 days of the Request Date 

High 10 days of the Request Date 

Figure 2: SAP Project Change Request Prioritization Categories 

5.5.1.2 IMPACT 

The following impact categorization will be used for PCRs, based on the impact that PCR would 

have, if accepted, on the Project’s benefits/solution, schedule and budget. 

 

Impact Category Description 

Low 

No impact on Project go-live date, Project cost, anticipated benefits or 

business readiness. Examples include changes to work breakdown structure, 

changes to Project management processes, updates to previously-accepted 

Project deliverables not affecting scope, changes to Project milestone dates 

not affecting the overall Project go-live date, etc. 

Medium 
Less than one month impact on Project go-live date and <5% impact on Project 

budget, or moderate change in anticipated benefits or business readiness. 

High 
More than one month impact on Project go-live date or >5% impact on Project 

budget, or significant change in anticipated benefits or business readiness. 

Critical 

A Critical PCR is a High Impact PCR with a required decision date less than 10 

business days from the date on which the PCR is registered to avoid affecting 

the Project’s critical path (that is, the PCR is both High Impact and High 

Priority).  

Figure 3: SAP Project Change Request Categorization 

5.5.2 DELEGATION OF AUTHORITY FOR CHANGE APPROVAL 

The ESC is mandated to make all required decisions concerning changes to the Project. The ESC 

has final authority to approve or reject all PCRs, whether or not included in the Delegation of 

Authority defined below. 
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All PCRs will be approved at a level within the Project’s management and governance structure 

that is consistent with the nature, magnitude and impact of the change. To facilitate this, the 

Executive Steering Committee will delegate the authority to give final approval for certain changes 

as follows: 

 

Review Body Level of Authority 

Executive Sponsor 

Final arbiter of change in case of impasse at the Executive 

Steering Committee concerning a High Impact and/or Critical 

Project Change Request. 

Executive Steering Committee 

Approval of all High Impact and Critical PCRs is reserved to 

the Executive Steering Committee and may not be delegated. 

Approval authority for all Medium Impact PCRs. 

Approval of all PCRs for analysis where the initial estimated 

effort/cost for analysis exceeds 80 hours/$10,000.   

Functional Steering Committee 
Consultation and input on alternative options regarding the 

impact of project change requests 

Project Sponsor 

Approval of all Low Impact PCRs. 

Approval of all PCRs for analysis where the initial estimated 

effort/cost for analysis does not exceed 80 hours/$10,000. All 

approvals by the Project Sponsor at this level will be reported 

to the ESC at the next schedule meeting. 

Project Management Office 

Approval of all PCRs for analysis where the initial estimated 

total effort/cost for implementation and execution analysis 

does not exceed 80 hours/$10,000. 

Figure 4: SAP Project Change Approval Delegation of Authority 

5.5.3 QUALITY ASSURANCE REVIEW BY PROJECT MANAGEMENT OFFICE 

Once the PCR Owner considers all required PCR analysis work has been completed, the PCR 

Owner will notify the Project Manager to inform the PMO that they consider the PCR is ready for 

review and decision. This notification must be made at least 48 hours in advance of the next 

scheduled meeting of the PMO and Project Sponsor to allow time for: 

 Quality assurance review of the PCR by members of the PMO. This quality assurance 

review will be carried out by the Project Manager or by Project Team Leads or Project 

Managers at the request of the SAP Program Manager. 

 Submission to the Project Sponsor for consideration at the PMO-Sponsor meeting. 

Once notified that a PCR is ready for quality assurance review, the PMO will update the PCR 

Control Record for this status change and then commence the quality assurance review. The 

quality assurance review by the PMO will consider: 
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 Whether all required content has been included in the PCR, that the content is accurate, 

and that it gives sufficient information to allow decision-makers to assess the PCR and to 

make a decision on it. 

 Whether the Impact and Priority categorizations that were assigned initially are still 

correct based on the full analysis of the PCR. 

Once the PMO has completed its quality assurance review: 

 If the PCR is found to be completely analyzed and accurately categorized, then the PCR is 

ready for submission to the Project Sponsor for review. The PMO will change the PCR 

status in the PCR Control Record to indicate readiness for Project Sponsor review. 

 If the PCR is found to be incomplete or inaccurately categorized, then the PMO will notify 

the PCR Owner of the deficiency and request additional analysis and/or updates. The PMO 

will reset the PCR status in the PCR Control Record to indicate that the PCR is approved 

for analysis until the PCR is resubmitted. 

5.5.4 REVIEW BY PROJECT SPONSOR 

The Project Sponsor is accountable for the successful delivery of the approved scope of the SAP 

Project   within the approved schedule and budget. Correspondingly, the Project Sponsor is 

responsible for reviewing and making decisions concerning the majority of PCRs, being 

responsible for: 

 Reviewing and approving all Low Impact change requests and reporting to the ESC at its next 

scheduled meeting 

 Approving PCRs to proceed to analysis where the initial estimated effort/cost for analysis does 

not exceed 80 hours/$10,000. 

 Reviewing and approving the escalation of Medium and High Impact and Critical PCRs to the 

ESC. 

The standing agenda for the weekly PMO-Project Sponsor meeting will include agenda items to: 

 Approve PCRs to proceed to analysis where the initial estimated effort/cost for analysis does 

not exceed 80 hours/$10,000. 

 Review and approve (or otherwise) Low Impact Project Change Requests and reporting to the 

ESC at its next scheduled meeting. 

 Review and approve the escalation of Medium and High Impact and Critical PCRs to the ESC. 

The PMO will submit details of the PCRs requiring approval for analysis and those requiring review 

and approval at least 24 hours in advance of each scheduled PMO-Project Sponsor meeting to 

allow time for the Project Sponsor to read and consider the PCRs before the meeting. 

5.5.5 REVIEW BY EXECUTIVE STEERING COMMITTEE 

The Executive Steering Committee is the ultimate decision-making body in the Project’s ICC 

process. The ESC is responsible for: 

 Reviewing and approving all High and Critical Impact change requests having a prerequisite 

approval by the ESC. 
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 In the inquoracy of a Executive Steering Committee meeting occurring in the same week, 

reviewing and approving Medium Impact change requests. 

 Providing assistance or advice to the Executive Steering Committee, Project Sponsor or PMO 

as requested for other changes.  

The standing agenda for the weekly Executive Steering Committee will include agenda items to: 

 Review and approve High Impact and Critical PCRs. 

 During the temporary inquoracy of the ESC, review and approve Medium Impact change 

requests. 

 Hear appeals brought to the Executive Steering Committee about PCR decisions made by the 

Executive Steering Committee  (as defined in Section 6 (“Complaints and Appeals”). 

The PMO will submit details of the PCRs requiring approval for analysis and those requiring review 

and approval at least 24 hours in advance of each scheduled ESC meeting to allow time for ESC 

Members to read and consider the PCRs before the   ESC meeting. 

The ESC’s normal rules of ESC quoracy and voting conduct will apply to consideration of PCRs by 

the ESC. In the case of impasse at the Executive Steering Committee concerning any PCR, the 

Executive Sponsor will act as the final arbiter.  

5.6 COMMUNICATE UNAPPROVED CHANGES 

PCRs that are not accepted for implementation may be either: 

 Rejected outright. 

 Deferred for reconsideration at a future date as part of post go-live sustainment of the 

implemented solution. Deferral indicates that the change will not be implemented as part of 

the Project. 

If a PCR is rejected outright or is deferred, the Project Sponsor or Chairman of the ESC (as 

appropriate for the review body): 

 Updates the PCR document to record the reason for the decision. 

 Notifies the PMO, PCR requester, and all reviewers of the decision. 

 Updates the PCR Control Record to note that the PCR has been either rejected or deferred. 

The details to be recorded in the PCR and PCR Control Record following the decision during PCR 

analysis are described below in Section 6 (“Project Change Request Documentation 

Requirements”). 

5.7 IMPLEMENT APPROVED CHANGES 

For PCRs that are approved, the Project Sponsor or Chairman of the ESC (as appropriate for the 

review body): 

 Updates the PCR Control Record to record the approval. No additional notes or commentary 

is required concerning the reason for approval, but commentary may be added to clarify or 

qualify the approval if required. 

 Notifies the PMO, PCR requester and all reviewers of the decision. 



SAP Project   

 Integrated Change Control Plan 

Page 13 of 21  04/08/2016 

 

 If the review body is the final decision-making body for the PCR based on the delegation of 

authority: 

 Signs and dates the PCR.  

 Notifies the Project Manager that a PCR has been approved and requires implementation. 

 Updates the PCR Control Record to note that the PCR has received final approval. 

 If the PCR requires additional review by a superior body based on the delegation of authority: 

 Notifies the Project Manager that a PCR has been approved that requires additional 

approval by the additional body(ies). 

 Updates the PCR Control Record to note that the PCR has received interim approval. 

The details to be recorded in the PCR and PCR Control Record following the decision during PCR 

analysis are described below in Section 6 (“Project Change Request Documentation 

Requirements”). 

Once notified that a PCR requires implementation, the Project Manager will consider the 

implementation actions documented in the PCR, and will update the Project’s short-term activity 

and task plan with the actions required to integrate the change into the work of the Project. These 

short-term actions might include (but are not limited to) activities such as: 

 Updating the Project's work breakdown structure or scheduled dates. 

 Revising completed or in-progress work products, documentation, etc. 

 Onboarding additional resources. 

 Carrying out additional business stakeholder communications. 

 Updating risk or issue logs/registers. 

 Requesting contract changes. 

5.8 CONFIRM IMPLEMENTATION OF APPROVED CHANGES 

A PCR is considered implemented when the PMO has updated relevant Project artifacts such as 

the Project’s work breakdown structure and schedule to integrate the required implementation 

actions, and has assigned resources to these. Once this has been done, the PMO updates the PCR 

Control Record to confirm that the PCR has been implemented.  

Once these implementation actions have been completed, the PMO is then accountable for 

ensuring the timely execution of these planned tasks as part of its normal PMO functions. 

6 COMPLAINTS AND APPEALS 

The ICC process is intended to be: 

 Inclusive, involving contributions from all concerned Project team and MOA business 

stakeholders during PCR analysis, and enabling representation of supporting and 

dissenting opinions during PCR review. 

 Comprehensive, involving review and consideration of PCRs by a number of decision-

making forums depending on the nature of the PCR. 

Notwithstanding this intent, PCR Owners or affected stakeholders may have concerns about: 
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 The management of a PCR, including its categorization or initial analysis - in this case, 

the affected person or group should send an email to the Project Sponsor that sets out 

their concerns and any suggested remediation. The Project Sponsor will work with the 

PMO and members of the      ESC as required to discuss the concern and will reply within 

seven business days with either confirmation of the current handling or proposed action 

to address the concern. 

 A decision made by a reviewing body regarding a PCR to approve or not the PCR - in this 

case, the affected person or group should send an appeal by email to the review body 

superior to that which made the disputed decision, requesting that they re-examine the 

decision. Such appeals should be sent to: 

 For decisions made by the PMO concerning approvals for PCRs to proceed to 

analysis, to the Project Sponsor. 

 For decisions made by the Project Sponsor concerning approvals for PCRs to 

proceed to analysis, or decisions made following PCR review, to the Chairman of the  

ESC. 

 For decisions made by the ESC concerning approvals for PCRs to proceed to analysis, 

or decisions made following PCR review, to the Chairman of the Executive Steering 

Committee. 

 Appeal may not be made concerning decisions made by the Executive Steering 

Committee following PCR review, as the ESC is the ultimate decision-making body 

for the Project. 

The person to whom the appeal is made will work with the PMO, the Project Sponsor 

and members of the      ESC as required to discuss the concern and will reply within 

seven business days with either confirmation of the review decision or proposed 

approach to re-examine the previous decision. 

7 SUPPORTING TOOLS 

Microsoft SharePoint will be the single repository for holding details of all PCRs and making them 

available to stakeholders having a legitimate interest in the ICC process. All PCRs will be logged in 

SharePoint using a standard Microsoft Word PCR template. 

8 PROJECT CHANGE REQUEST DOCUMENTATION REQUIREMENTS 

8.1 INITIAL PCR LOGGING 

The following data elements will be recorded in a PCR document based on the Word template.  
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Data Item Details 

PCR Number 
PCR number assigned as the next available number from the PCR Control 

Record used to track and manage the PCR through the ICC process. 

Requestor 

Name of the person requesting the change. This may be different to the name 

of the person who creates the PCR (for example, if a Project Manager creates 

a PCR based on a discussion with a Business Process Owner (BPO), the 

Requestor will be the BPO.   

Request Date 

The date the PCR was first created. This date is a key date for assessing and 

managing the effectiveness of the ICC process by measuring the period from 

the date of first identification to implementation and subsequent execution. 

Functional/Technical 

Area 

Details of the Project work-stream in which the request originated and to 

which it relates.   

Summary 

A short summary of the requested change in one sentence. This summary is 

then recorded in the PCR Control Sheet against the PCR number allocated the 

PCR.  

Request Priority 
An initial assessment of the urgency with which the PCR needs to be analyzed 

and reviewed. 

Description (detail) 

A description of the requested change, which should include the background 

to the change, the need for the change and the nature of the requested 

change to the extent that this is known at the time of initial logging of the PCR. 

Details of any of the data items to be completed during analysis (see Section 

6.2 (“PCR Analysis”) below) may be added at the time of initial logging, but is 

not required. 

Figure 5: Data Added to PCR during Initial Logging 
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8.2 INITIAL PMO ESTIMATION AND ANALYSIS 

The following data elements will be recorded in an existing PCR document at the time when the 

PMO carries out its initial analysis of the PCR.  

 

Data Item Details 

Estimated Work Effort 

and Cost for Analysis   

An initial estimate of the work effort and associated cost that will be required 

to carry out a full analysis of the PCR including: 

 Evaluation of available options. 

 Required implementation activities. 

 Estimation of total work effort to implement the PCR if approved. 

Reason for Rejection 
Note the decision-making body (PMO, Project Sponsor or  ESC ), the reason for 

rejection and the date rejected. 

PCR Owner 

The name of the person who will: 

 Be accountable for the completion of PCR analysis. 

 Represent the PCR during review of the PCR.  

Figure 6: Data Added to PCR Following Initial PMO Estimation and Analysis 

8.3 PCR ANALYSIS 

The following data elements will be recorded in an existing PCR document once analysis activities 

have been completed, in preparation for subsequent review.  

 

Data Item Details 

Business Justification 

Summary of the justification for the change. This might relate to:  

 Improvement of the Project’s business solution, or correction of a defect 

or omission concerning some element of the solution, in which case the 

positive business benefits of the change (or avoidance of the negative 

consequences of inaction) should be described clearly. 

 Improvement/correction of some aspect of the Project delivery, in which 

case the positive benefits of the change (or avoidance of the negative 

consequences of inaction) for the Project should be described clearly. 

Project Impact – Scope 

Description of the impact to the Project’s scope (as defined in Section 3.1 

(“Scope of the SAP Project Project”), including impact to both the business 

and functional/technical solution, and to the conduct of the Project, as 

appropriate. This description should describe all of the work products that will 

need to be amended, and how.   

Project Impact –Schedule 

Description of the impact to the Project’s current baseline schedule. If 

appropriate, any changes in the Project’s approved work breakdown 

structure and work products should be described, along with estimated 

changes to the dates of completion of existing work products, phases and/or 

the go-live date.  
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Project Impact – 

Resources and Budget 

Description of the impact to the Project’s resources and budget, taking into 

account: 

 The effort and cost of implementing and executing the required change, 

including direct resourcing labor time and expense costs, hardware costs, 

software licensing costs, etc. plus applicable overhead. 

 The impact of the change on the effort and cost of work not directly 

associated with the change, including the need to delay unrelated work (for 

example, so that both the original scope and scope related to the change 

can pass through a Project gate together). 

Alternatives 

All PCRs should describe one or more alternatives to the proposed change, 

including a summary description and evaluation of the advantages and 

disadvantages of the alternatives compared to the impact of the proposed 

change. One option that should nearly always appear is to do nothing (the 

consequences of which should be described as above). Identify those 

stakeholders or stakeholder groups that favor any of the proposed 

alternatives. 

Recommendation 

Based on the foregoing, provide a clear recommendation to proceed with the 

proposed change, together with details of the stakeholders or stakeholder 

groups that are proponents/supporters of the recommended solution.   

Required Implementation 

Activities 

For the recommended change, detail the tasks that will be required to 

implement the change (as defined in Section 4.7 (“Implement Approved 

Changes”). 

Required Implementation 

Date 

State the date by which the change should be implemented (as defined in 

Section 4.7 (“Implement Approved Changes”) based on the Request Priority 

(as defined in Section 4.5.1.1 (“Prioritization”). 

Required Completion 

Date  

State the date by which the Required Implementation Activities that are 

detailed above should be completed. 

Figure 7: Data Added to PCR Following PCR Analysis 

  



SAP Project   

 Integrated Change Control Plan 

Page 18 of 21  04/08/2016 

 

8.4 PCR REVIEW 

The following data elements will be recorded in an existing PCR document once review activities 

have completed, in preparation for subsequent communication and/or implementation. 

 

Data Item Details 

Signature 

The signature (and date) of the representative of the review body (the Project 

Sponsor,   or Chairman of the ESC (as appropriate for the impact and priority 

of the PCR) that provides final approval of the PCR. 

Reason for 

Rejection/Deferral 

If not approved at any review stage, details of the reason for rejection of 

deferral of the PCR. 

Figure 8: Data Added to PCR Following Review 

8.5 PCR CONTROL RECORD 

The following data elements will be recorded in the PCR Control Record to assist with managing 

and controlling PCR lifecycle activities, reporting the status of individual PCRs and PCRs 

collectively as part of ICC status reporting. 



SAP Project   

 Integrated Change Control Plan 

Page 19 of 21  04/08/2016 

 

Data Item Details 

PCR Number As defined in Figure 5. 

Request Date As defined in Figure 5. 

Functional/Technical Area As defined in Figure 5. 

Summary As defined in Figure 5. 

Request Priority As defined in Figure 5. 

PCR Owner As defined in Figure 6. 

Impact As defined in Section 5.5.1.2 (“Impact”) and detailed in Figure 7. 

Lifecycle Status 

The PCR Control Record will be updated to record one (and only one) status 

from each of the numbered groups below. For example, following review by 

the Project Sponsor, the PCR Control Record will be updated with one of 5. 

a), b), c), d), or e). 

If a PCR does not require: 

 ESC review, then there will be no entry from group 7. 

 ESC review, then there will be no entry from group 7 or 6. 

The status “Withdrawn” will only be applied if the PCR is withdrawn, which 

will occur on an occasional basis only.  

1. Created 

2. a) Approved for Analysis – PMO 

2. b) Approved for Analysis – Project Sponsor 

2. c) Not Approved for Analysis – Project Sponsor 

2. d) Approved for Analysis – ESC 

2. e) Not Approved for Analysis – ESC 

3. Ready for PMO QA Review 

4. Ready for Project Sponsor Review 

5. a) Approved – Project Sponsor  

5. b) Approved – Project Sponsor – Ready for ESC Review 

5. c) Rejected – Project Sponsor 

5. d) Deferred – Project Sponsor 

6. a) Approved – ESC- Final 

6. b) Approved –   – Ready for ESC Review 

7. a) Approved – ESC 

7. b) Rejected – ESC 

7. c) Deferred – ESC 

8. Implemented 

Withdrawn 

Date 

The date of each of the status changes noted above will be noted to allow: 

 Highlighting of ICC process exceptions that require corrective actions. 

 Determination of the performance of the ICC process.  

Figure 9: Data Recorded in the PCR Control Record 

9 INTEGRATED CHANGE CONTROL STATUS REPORTING 

The following status and key performance indicators of ICC-related activity will be reported in 

the PMO meeting, the PMO-Sponsor meeting,   and the ESC meeting each week: 
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 The number of new PCRs opened during the weekly reporting cycle, the number closed 

during the weekly reporting cycle, and the number of PCRs in progress as at the end of the 

weekly reporting cycle, split by priority and impact. 

 For PCRs closed in the week, the number of PCRs withdrawn, approved, rejected or 

deferred, split by priority and impact. 

 The total effort and related cost expended by all Project team members on PCR analysis 

tasks in the week. 

 The effort and related cost authorized by the PMO, Project Sponsor and ESC but not yet 

expended by Project team members as at the end of the weekly reporting cycle. 

The Project Sponsor will report the performance of the Project against the approved budget to 

the Executive Steering Committee on a monthly basis, including the reason for any budget 

variance compared to the approved baseline. The Project Sponsor will also report the periodic 

and cumulative cost impact of all approved Project Change Requests (including approved analysis 

activities). All costs related to duly approved Project Change Requests (including approved 

analysis activities) will be considered part of the approved baseline of the Project. 

10 APPENDIX A – SWIM-LANE PROCESS FLOW DIAGRAMS 

Integrated Change 

Control.pdf  


