
Abstract

• Many organisations have strategies to acquire tools and software systems to increase the 
efficiency of their project professionals and the effectiveness of their Project Management 
procedures. The Market is full of solutions that promise benefits and cost saving through the 
application of cloud hosted, fully integrated, globally deployed, enterprise wide software. 
But, how do you persuade the Senior Executives in your organisation to invest in these 
solutions?

• QinetiQ has been making investments in Global Project Management Systems (GPMS) and 
has learnt valuable lessons. These lessons have been identified throughout the project 
lifecycle. The case study is tool agnostic, and will help you to avoid the same pitfalls, while 
potentially accelerating your Project Controls tool maturity.

• This paper will explore this complex decision space through the journey of developing a 
Project Control tools strategy, capabilities, engagement with stakeholders, Business Case 
generation, Governance and Assurance, market surveys, benefits quantification and finally 
the cost associated with the acquisition and support of Project Control systems.

• Although the case study is from QinetiQ experience, the techniques and business case 
approach will be applicable to domains beyond the Defence and Security industry.
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Mission: to deliver world-class Project Management; 
to match our world-class science and technology. 



COMMERCIAL IN CONFIDENCE

£1,278m

FY2021 revenue
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• Many organisations have strategies to 
acquire tools and software systems to 
increase the efficiency of their project 
professionals and the effectiveness of 
their Project Management procedures. 

• The Market is full of solutions that 
promise benefits and cost saving 
through the application of cloud 
hosted, fully integrated, globally 
deployed, enterprise wide software. 

• But, how do you persuade the Senior 
Executives in your organisation to 
invest in these solutions?
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The Challenge



2. Project Controls Tools Strategy
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• The aim of the strategy is to initiate, justify and support 
the acquisition of systems necessary to deliver the 
Project Controls.

• The strategy identified the stakeholder and establish 
the current and future threats to business delivery. 

• Following the identification of tool agnostic 
capabilities, based upon industry best practice, identify 
threats that align with the appropriate capabilities.

• The strategy examines
• the current systems (As-Is) used to satisfy the capabilities, 

together with their support lifecycle and obsolescence 
schedule. 

• This leads to the potential systems architecture (To-Be) that 
will need to be planned, acquired and migrated. 

• Finally, this strategy document is not a business case 
for any capabilities or systems, but should be the 
catalyst for the development of a unified, planned 
Project Controls System.
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Project Controls Strategy

Vision

Mission

Objectives

Strategy

Actions



• A strategy should not be confused with 
a plan or schedule. 

• A clearly articulated strategy makes 
planning and prioritisation of initiative 
quicker and easier. 

• Classically, a strategy is the result of 
asking one integrated set of questions, 
what is our vision; where will we 
operate; how will we succeed; what 
capabilities need to be in place and 
what management systems must be 
instituted?
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Example Vision:

• ‘To deliver world-class Project Controls; 
to match our world-class science and 
technology’.

Example single statement of user need: 

• ‘All Businesses and Functions are able 
to access, utilise, deploy and 
interrogate identically configured 
supporting Project Controls systems 
and reports for their areas of business 
delivery and responsibility.’

What is a Strategy?



3. Capabilities

1
0
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Capabilities

ID Capability Capability statement
1. Integrate P3M reporting 

capability
the provision of a P3M toolset and project reporting capability, roll up of project data for 
programme and business unit levels to ensure that all projects reports to have a 
consistent look and feel. In addition the ‘drill down’ into the data for lower trace and 
analysis. 

2. Decision Point capability a web enabled visualisation of the Governance Decision Process flow process with 
guidance for staff to the requisite procedures, instructions, guides, templates and 
certificates.

3. Cost Estimating capability a cost generation and aggregation capability that can be calibrated against historical 
productivity, provides basis of estimate (BOE) and is compliant with validation & 
verification industry best practice. 

4. Risk Management 
capability

a risk log with integrated Monte-Carlo analysis capability. Deploy a risk management 
capability to provide consistent, timely data to Programme and Project Management 
staff making decisions 

5. Resourced Scheduling 
capability

a server based system that provides schedule capability with profiled resource plans 
utilising a standard rate card

6. Lesson learnt repository 
capability

a central repository for technical and delivery artefacts to provide a corporate 
knowledgebase of lessons learnt

7. Schedule assurance 
capability

a schedule quality assessment system with the ability to check the DCMA 14 points 
maturity assessment 

8. Earned Value 
Management capability

an earned value systems that is compatible with EIA-748 
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The capabilities are 
tool agnostic, they 
may result in single 
source acquisition, 
but the starting 
point should have 
no solution.



Threats 
ID Threat Source
1.01 Currently limited ability to view multiple project plans in one programme schedule [2]
1.02 Existing limited ability to effectively manage interdependencies between projects in one programme schedule [2]
1.03 Existing PPM tool is a great project tool but, the dependencies and de-conflicting of the programme [2]

1.04 Limited opportunity to provide transparency and robustness of contract negotiations (including QDC) [2]
1.05 Lack of professional approach to risk management that our customer expects (LTPA, RGNS) [2]
2.01 Not being able to resolve problems with Major Projects early [3]
2.02 Not having the ability to ensure other Major Projects perform [3]
2.03 Not having an integrated nternational business unit across Australia, Canada  Germany [3]
2.04 Competitors delivering pioneering mission-led innovation through iconic customer-led project before QinetiQ [3]

2.05 Actively manage company portfolio to drive higher margin business; products  services [3]
3.01 Reporting: nconsistent approach across the programmes in regard to project delivery, data capture and performance reporting [4]

3.02 Dependency log: Dependencies are not consistently identified, recorded and tracked through the lifecycle of the project [4]

3.03 Resource Management: Resource availability was a key concern across all programmes raised by programme leads and project 

managers

[4]

3.04 Schedule capability and focus: There is not a schedule focus across the Capability Recovery Plan (CRP) with a consistent appr oach 

to WBS/CBS/SRA and rules of credit

[4]

3.05 Risk and opportunity management: There needs to be clarity and consistency in regard to how risk is identified and reported both at 

project and programme levels

[4]

3.06 Budget and Cost Control: Currently project costs are updated at gateways This does not provide a periodic EAC of the portfolio 

performance against the baseline budget or drawdown against portfolio risks

[4]

3.07 Reporting: recognition by the QinetiQ CRP leads of what was required especially in regard to the Project Controls and reporting [4]

4.01 The DP process is hard to follow and there are no overarching principles about when to use it [5]
4.02 The PMs spend a great deal of time transferring data between systems [5]
4.03 There is need for fit for purpose tools across project management [5]
4.04 There are no dashboards or simple ways of understanding status [5]
5.01 There does not appear to be an overall project dashboard [6]
5.02 Finance leads project controls [6]
5.03 GBS (and other development initiatives eg COMAEA) are a dependency to PPM improvements [6] 
5.04 Project controls are essentially through the finance function [6]
5.05 there was no single version of to consolidate projects (and other initiatives) data into a single picture [6]
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The threat 
statements should 
be sourced from 
robust references 
and should be 
independent from 
the Project Controls 
team. Hence there 
is no bias towards 
the requirement or 
potential solution.



Threat capability analysis
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1.01 X X X
1.02 X
1.03 X X
1.04 X X X
1.05 X
2.01 X X X X X X X X
2.02 X X X X X X X X
2.03 X X X X X X X X
2.04 X X X X
2.05 X X X
3.01 X X X

3.02 X

3.03 X X

3.04 X X X

3.05 X X

3.06 X X X

3.07 X

4.01 X
4.02 X X
4.03 X X X X X X X X
4.04 X X
5.01 X X X X X
5.02 X X X X
5.03 X
5.04 X X X X
5.05 X X X

Lessons learnt for Project Management tool selection and acquisition 
| ©QinetiQ 2022 | QinetiQ Proprietary

13

The threat capability 
analysis considers which 
threats are countered by 
which of the capabilities?



As-is Project Control Tools heat map
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Table key:
Red = No Project Management Capability
Amber = No Global Project Management capability

Green = Global Project Management Capability

ID Geographic site

Capability

United Kingdom USA (North) Australia France New Zealand Belgium Germany

1. Integrate P3M reporting capability

2. Decision Point capability

3. Cost Estimating capability

4. Risk Management capability

5. Resourced Scheduling capability

6. Lesson learnt repository 
capability

7. Schedule assurance capability

8. Earned value management 
capability

The heat map 
supports the 
identification of 
potential solutions. 
It also supports the 
prioritisation of the 
capability need



Cost 
Estimate

P3M toolset

EVM 
System

To-be data-driven Project Controls
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Pricing 
pack

Labour and 
facilities rates

Schedule 
Integrity

Data Warehouse

Schedule Server

Web based 
Dashboard

Profiled Cost

Price

Estimated 
Cost

Actual Cost

Risk Data

Proposed
Schedule

Resource demand

PS Link

Progress

Actual labour 
(hours)

Actual non-labour 
(costs)

Actual 
Cost

Performance 
data

Resource 
planning

Enterprise 
Resource 
Planning

Risk 
Register

ERP System



4. Engagement with Stakeholders
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Engagement with stakeholder is an opportunity for them to:

• Influence the strategy and delivery priorities

• Inform and influence the business case requirements for a System

• Capture thoughts and ideas regarding the solutions to the capabilities

• Test and validate solutions and determine success criteria

• Ensure current capability is not diminished

• Share experiences and feedback

• Review of solution Procedures, Guidance and Training material

• Disseminate knowledge and be Tool champions

• Avoid issues following delivery of the solution
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Why engage with stakeholders?



Stakeholder Working Group Responsibilities

CHAIR
• Sets the agenda and is clear on the meeting purpose 

and objectives

• Keeps the meeting to time and topic

• Encourages broad participation from working group 
and introduces third parties where advantageous

• Provides continuity with any parallel programmes of 
work

• Summarises and agrees actions

• Ensures the group maintains an appropriate cross 
section of members and continuity

• Presents the community of practice to the Steering 
Board

• IS KIND, RESPECTFUL and OPEN

MEMBERS
• Represent the interests of the organisation 

stakeholders

• Provide constructive input and feedback on 
processes, guides, reports, training etc.

• Communicate positively to others about the working 
group and the strategic objectives

• Provide a balanced view on the decisions and 
outcomes of the community; challenge!

• Support open discussion and debate and encourage 
fellow members to contribute

• Check that the project and programme function is 
aligned with the organisational strategy including 
policy and governance

• ARE GENUINE, INVOLVED and SUPPORTIVE
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5. Business Case Generation

1
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Example business case and contents
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1 Background 5
2 Business Case Scope 7
3 Understanding the Requirement 9
4 Analysis of Alternatives 31
4.1 Introduction 31
4.2 Do nothing 31
4.3 Make / Buy 32
4.4 Capability options 33
4.5 System options 34
4.6 Delivery options 34
4.7 Host options 35
4.8 Integration options 36
4.9 Scaling options 36
4.10 Support options 41
4.11 Migration options 41
4.12 Funding options 42
4.13 Options summary 42
5 Our solution 44
6 Risk management 50
7 Analysis of Benefits 51
8 Investment Appraisal  52
9 Reference 55
A Outcome of the QLF Pilot 56
B Outcome of the PoC 58

Source: APM BoK 7th Ed, Fig 1.3.7
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4.0 Analysis of Alternatives
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Section Option Outcome

4.2 Do nothing Is doing nothing an option?

4.3 Make / Buy Would you develop you own software? Integrate systems?

4.4 Capability 

options

What are the capabilities to be considered?

Which capabilities do you need now? Which can wait?

4.5 System options What are the solutions to your capability needs?

What does the market survey tell you?

4.6 Delivery options Are you going to manage the delivery yourself? Do you need a delivery partner?

4.7 Host options How are you going to host the system? on premise, cloud?

4.8 Integration 

options

What is the integration required between systems?

Existing systems and new systems? 

4.9 Scaling options How are you going to scale the project? Start on one site and grow site by site?

4.10 Support options Who is going to support the systems?

Training, documentation, help desk?

4.11 Migration 

options

What will happen to existing data?

Will existing system data be cleansed and transferred to new system?

4.12 Funding options What is the whole life cost? OPEX / CAPEX



On-Premises 
installation: System 

software on 
organisation operated 

servers

Software as a Service 
(SaaS): systems and 
servers operated by 

third party
Infrastructure as a 

Service (IaaS)

Organisation Maintenance cost

Systems maintained by 
Organisation 

Data control (security)

Third party Maintenance cost

Performance control

IT Infrastructure hosting options

Lessons learnt for Project Management tool selection and acquisition 
| ©QinetiQ 2022 | QinetiQ Proprietary

22

The options for hosting the 
systems span from on premise 
to SaaS. But you need to 
appreciate the relative merits.



Full Operating Capability (FOC)

Proof of Concept

Development TubeMap
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EVM 

Cost Estimating 

Reporting 

FOC

ERP 

Resource Management 

Decision Point repository 

Risk Management 

IOC

ERP 

Scheduling 

Ful l Operating Capability 
(FOC) Bus iness Case

Migration of projects to FOC

Scheduling 

Reporting 

Cost Estimating 

Lessons Learnt Repository 

EVM 

Risk Management 

Perf. Mgmt. 

Perf. Mgt. 

Schedule Integrity 

Pricing 
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Plan the deployment with a 
prototype, limited capability 
first to win ‘hearts and minds’ 
and prove the capability. Then 
deploy the full system.



6. Governance and Assurance

2
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Our Approach: Governance and Assurance wrapper
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Data
Historical and current information easily accessible and 
structured. Single source of truth.

People
SQEP staff able to interpret and analyse data through tools 
for company benefit

Tools
Enterprise enabled capability to enable access to 

programmes and portfolio

Process
Robust standard processes repeatedly Globally applied 

throughout the company

Governance and 
Assurance

Providing all stakeholders with 
confidence that the projects are 

adhering to the Operating 
Framework.
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Decision Point Review Schedule

Lessons learnt for Project Management tool selection and 
acquisition | ©QinetiQ 2022 | QinetiQ Proprietary



7. Market Survey

2
7
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Market survey and capability research
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Market survey down selection

Priority Weighting
Key 10
Mandatory 5
Priority 1 3
Priority 2 2
Priority 3 1

Compliance Assessment Relative 
scoring

Yes 3
Unknown 1
No 0

ID Candidate 

solution

Candidate vendor Score

1 Accolade Sopheon 555
2 Smartsheet www.smartsheet.com 471
3 AirTable www.airtable.com 455
4 Workfront www.workfront.com 455
5 Asana www.asana.com 451
6 Monday.com www.monday.com 451
7 Wrike www.wrike.com 443
8 Process Street www.process.st 439
9 Connecteam www.connecteam.com 431
10 Odoo www.odoo.com 425
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8. Cost benefits quantification

3
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Benefits – Savings: SurveyMonkey
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Launch a 
SurveyMonkey with 
the stakeholders to 
determine the 
potential savings



Parametric

Whole life 
cost

Analytical

Analogous

Utilise three estimating 
methods to gain confidence 
in the budget request

Estimating the whole life cost (WLC)
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Bottom-up estimate – analytical Costs
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System

0.0

Proof

of Concept

1.0

Project Management

1.0-A

Engineering

1.0-B

Requirements

1.0-BA

Des ign

1.0-BB

Integration and Test

1.0-C

Ful l Operating 
Capability

2.0

Project Management

2.0-A

Engineering

2.0-B

Requirements

2.0-BA

Des ign

2.0-BB

Integration and Test

2.0-C

System

0.0

Proof of Concept

1.0

Full Operating 
Capability

2.0

Product Breakdown Structure (PBS) Work Breakdown Structure (WBS)
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Analogous prediction
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Comparison of cost estimates
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Analytical

Little Confidence More Confidence

CostCost

Time

Cost

Time

Analytical
Analogous

Parametric



American Association of Cost Engineers (AACE) - Cost Estimate Classification System

Primary Characteristic Secondary Characteristic

Estimate 
Class Degree of Project Definition

Expressed as % of complete definition

End Usage
Typical purpose of estimate

Methodology
Typical estimating method

Expected accuracy range
Typical variation in low and high ranges

Class 5

0% to 2% Concept screening
Capability factored, 
parametric models, 

judgement or analogy

L: -20% to -50%
H: +30% to +100%

Class 4
1% to 15% Study or feasibility

Equipment factored or 
parametric models

L: -15% to -30%
H: +20% to +50%

Class 3
10% to 40%

Budget authorisation or 
control

Semi-detailed unit costs 
with assembly level line 

items

L: -10% to -20%
H: +10% to +30%

Class 2
30% to 70% Control or bid / tender

Detailed unit cost with 
forced detailed take-off

L: - 5% to -15%
H: +10% to +20%

Class 1
70% to 100%

Check estimate or bid / 
tender

Detailed unit cost with 
detailed take-off

L: -3% to -10%
H +3% to +15%
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9. Summary

3
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Summary

• Write a tool agnostic strategy to cement the case for change.

• Don’t get sold on one solution early; establish the capability required and explore 
the whole landscape of options.

• Engage the stakeholder community early and maintain the communication through 
the process.

• Produce a robust business case and emphasis the options considered; don’t leave 
room for the ‘what about’ questions. Include:
• A comprehensive market survey

• Credible and justified cost benefit analysis

• Deliver through a gated project process with opportunities for the delegated 
authority to question the project and exercise their controls.
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Any questions?



THANK YOU
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