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What we will learn?

 Overview of Core APC Implementation Tools

 Work Environment Assessment Rating Tool

 Project Controls Readiness Checklist Tool

 Technology Practices Maturity Rating Tool



Overview of Core APC 
Implementation Tools
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Overview of Core APC Implementation Tools

 CII members have expressed that

1. the current implementation of earned value-based methods and

2. associated key performance indicators (KPIs)

cannot effectively control and reliably predict project performance.

Metrics and KPIs typically lag and 

do not offer the opportunity to anticipate or proactively address problems. 

What has been done to address these problems?
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Overview of Core APC Implementation Tools

 In response, CII chartered RT-402,

Advanced Project Controls, to

1. investigate this important element of project management and

2. find ways to streamline the execution of project control processes

and

3. do so in real-time.
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Overview of Core APC Implementation Tools

 Some tools realized in 14 case studies:

 Reality capture

 Continuous field data collection

 AI anomaly detection

 Automated progress measurement
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Overview of Core APC Implementation Tools

 RT-402 began its study by defining APC as:

“a project controls function with continuous and/or timely data collection,

on-demand information analysis with expert and intelligent reasoning

methods, and dynamic and on-demand reporting.”
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Overview of Core APC Implementation Tools

 This Implementation Resource

complements the team’s final report with

three synergistic tools that offer step-by-step guidance on how to

advance project controls capabilities.
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Overview of Core APC Implementation Tools

 When used together, the three tools provide comprehensive guidance on

the three core facets of an APC function: work environment, project controls,

and advanced technologies. See Figure 1.
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Overview of Core APC Implementation Tools

 In recognition of the three distinct facets inherent to APC—work environment,

project controls, and advanced technologies—RT-402 developed three tools.

These tools are the Work Environment Assessment Rating Tool, the Project

Controls Readiness Checklist Tool, and the Technology Practices Maturity

Rating Tool. See Figure 2.
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Overview of Core APC Implementation Tools

 The Work Environment Assessment Rating Tool evaluates

the level of commitment and support of

1. stakeholder organizations and

2. the project team

toward

 project controls and

 its advanced implementation.
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Overview of Core APC Implementation Tools

 The Project Controls Readiness Checklist Tool

1. defines the fundamentals for an effective controls function and

2. assesses the goodness of its principles, processes and procedures, and

implementation.
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Overview of Core APC Implementation Tools

The ratings for tools were normalized on a scale from 0 to 1,000, 

with higher scores indicating better performance. 

These tools are implemented in spreadsheet format, 

with unrated (blank) forms also available for manual assessments. 
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Overview of Core APC Implementation Tools

 The Technology Practices Maturity Rating Tool,

which complements these two tools,

captures the advanced technology aspects of APC and

ensures a comprehensive evaluation

when all three tools are used together.
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Overview of Core APC Implementation Tools

 In complex projects, it is statistically proven that

the work environment becomes the root cause of gaps and issues in

project controls systems, such as Earned Value Management (EVM).

 In other words, the work environment—

its culture, processes, people, and resources—

becomes the independent variable influencing the

goodness of project controls, which becomes the

dependent variable.

What does this mean?
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Overview of Core APC Implementation Tools

 This emphasizes

the necessity for assessing

1. the work setting and

2. the project controls function,

as these become the foundation upon which advanced

technologies can be successfully adopted and integrated.
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Overview of Core APC Implementation Tools

 Project teams planning

to implement APC

should first assess the level of support through

1. work environment and

2. project controls readiness

tools before deciding to implement advanced technologies.

A low level of support indicates that advanced technologies

cannot be successfully adopted or sustained. 

 If the level of support is satisfactory, then the adoption of advanced

technologies can be pursued.
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Overview of Core APC Implementation Tools

 Whether an organization or project team is

1. new to APC or

2. on the journey of advancing its project control capabilities,

simultaneously advancing the three core facets of APC is

anticipated to yield the most benefits.
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Overview of Core APC Implementation Tools

 Figure 3 illustrates an example of combined evaluation with the three tools

provided in this Implementation Resource, with the purple triangle

exemplifying the competency assessment of an APC function.
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Overview of Core APC Implementation Tools

 To holistically guide CII member companies in their APC journey,

RT-402 generated additional resources, such as the prioritization of

1. real-time metrics and information items or

2. high-value AI applications in project controls.

These additional resources are included in the team’s final report. 
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Overview of Core APC Implementation Tools

 Table 1 lists all RT-402 resources with corresponding publications to assist

the reader.

 The combined use of such a set of tools and resources delineates a path of

increasing sophistication, eventually culminating in an APC function that

empowers decision-makers with sound and timely decisions.
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Overview of Core APC Implementation Tools

 Chapter 3 details the Work Environment Assessment Rating Tool,

 Chapter 4 the Project Controls Readiness Checklist Tool, and

 Chapter 5 the Technology Practices Maturity Rating Tool.
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Overview of Core APC Implementation Tools

 For the environmental tool:

1. Appendix I outlines the factors for the work environment tool,

2. Appendix II provides factor weights and rating criteria, and

3. Appendix III includes unrated forms for manual assessments.
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Overview of Core APC Implementation Tools

 For the readiness tool,

1. Appendix IV defines project controls readiness, and

2. Appendix V provides unrated forms.
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Overview of Core APC Implementation Tools

 For the technology practices tool,

1. Appendix VI defines the practices and rating criteria,

2. Appendix VII quantifies maturity ratings, and

3. Appendix VIII includes unrated forms.
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Overview of Core APC Implementation Tools



Work Environment Assessment 
Rating Tool 
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Work environment assessment rating tool

 The Work Environment Assessment Rating Tool is based in MS Excel™.

 It is divided into four categories:

1. culture,

2. people,

3. processes, and

4. resources.

Appendix I contains the definition of each of the tool’s 27 factors

grouped by category.
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Work environment assessment rating tool

 The tool requires the evaluation of each factor based on a five-level rating

of increased work support:

1 – not acceptable,

2- needs improvement,

3 – meets some,

4 – meets most, and

5 – high performing.

 The work environment factors were considered universally relevant, so

each factor is expected to be rated for a meaningful assessment.

 Thus, a “not applicable” option is not available.



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)  CIIبر مبناي اسناد (کنترل پروژه پیشرفته و ارزیابی عملکرد در پروژه هاي پیچیده 
APCآشنایی با ابزارهاي کلیدي در استقرار : فصل دوم

30

Work environment assessment rating tool
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Work environment assessment rating tool

 Appendix II provides a detailed definition of the rating criteria, which is

common to all factors.

 In addition, Appendix II contains the ratings or weights of each factor.

 Based on such weights, the influence of the categories was determined as

follows:

 culture 33.1 percent,

 people 26.1 percent,

 processes 19.5 percent, and

 resources 21.3 percent.
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Work environment assessment rating tool

 To provide a straightforward scale for evaluation, the maximum rating was

set to 1,000,

which indicates an optimum support to project controls and its advanced

implementation,

while the minimum possible rating is 0, indicating no support to

project controls.
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Work environment assessment rating tool

 If not using the spreadsheet,

users can manually assess the work environment using

the weights provided in Appendix II

to fill out the unrated forms in Appendix III.
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Appendix

 Appendix I - Work Environment Factor Definitions ((Work Environment

Assessment Rating Tool)

 Appendix II - Work Factor Ratings & Assessment Criteria (Work Environment

Assessment Rating Tool)

 Appendix III - Unrated Work Factor Assessment Forms (Work Environment

Assessment Rating Tool)
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Work environment assessment rating tool

 The tool is divided into five tabs:

1) Introduction,

2) User Guide,

3) Input,

4) Output, and

5) Chart.
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Work environment assessment rating tool

The Introduction presents the purpose of the tool and provides an opportunity to

fill out specific project and evaluation information.

 The User Guide includes input and output information.

 In the Input tab, users are asked to assess the level of support to APC by

rating each of the 27 work factors based on the five-level rating scale.

 The Output tab illustrates the level of stakeholder organizations and project

team support towards project controls and its advanced implementation. The

Chart tab illustrates such support with a spider net chart.
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Input

 The user rates the level of support through each of the 27 factors as

follows:

1. The user rates each factor. See Figure 4.

 The rating system is straightforward, ranging from 1 (not acceptable) to 5

(high performing), ensuring clarity in the user’s assessments.
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Input

 The user rates the level of support through each of the 27 factors as follows:

2. By hovering over a cell, a window with the description of the corresponding

rating criteria will pop up. See Figure 5.

 Alternatively, Appendix II contains the definition of the rating criteria.
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Input

 The user rates the level of support through each of the 27 factors as follows:

3. To start over, the user should click the “Reset Form” button in the “Input” tab.

See Figure 4.
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Output

 The Output tab provides visuals of the work setting assessment.

 The category assessments reveal the organizational and project team support

regarding project controls and its advanced implementation.

 For each category, it defines the level of support with a percentage of its

total score. See Figure 6.
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Output

 Also, a visual assessment of the support regarding each factor within a given

category is provided. See Figure 7.



Project Controls Readiness 
Checklist Tool
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Project controls readiness checklist tool

 The Project Controls Readiness Checklist Tool defines the fundamentals for

an effective controls function and assesses the goodness of its principles,

processes and procedures, and implementation.

 This tool expanded during RT-402’s research from the observation that the

CII body of knowledge does not contain guidance on

how to establish an effective mechanism of project controls.

 The Checklist Tool contains 40 elements grouped by category into basis of

1. decision,

2. basis of design, and

3. execution approach.

See Table 5.

Appendix IV provides the definition of each element.
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Project controls readiness checklist tool
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Project controls readiness checklist tool
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Project controls readiness checklist tool
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Project controls readiness checklist tool

 Based on such definitions, the tool requires the evaluation of each element

based on three-levels of increased readiness:

1—major deficiencies;

2—some deficiencies; and

3—complete definition.

 Users can manually assess project controls readiness with the unrated

forms in Appendix V.

In addition, evaluation comments, such as actionable items,

should be noted for each element.

See Figure 8.
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Project controls readiness checklist tool
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Appendix

 Appendix IV – Project Controls Readiness Element Definitions (Project

Controls Readiness Checklist Tool)

 Appendix V – Unrated Project Controls Assessment Forms (Project Controls

Readiness Checklist Tool)
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