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A change can be 
identified and requested 
by any member of the 
project team

Points to consider;
The Change Request (CRF) process should be considered as an integral part of the Governance Structure and processes/protocols therein.
This process to manage change is applicable both PRE and POST Construction Stage i.e. throughout ALL RIBA STAGES.
The governance process  should be identified within the PEP and UoL Project Master Programme.
The process should be cognisant of the Principal Contractors procurement strategy and works contract requirements (e.g. form of contract). The process is intended to illustrate the steps that UoL (Senior Leadership, 
Projects & Planning, Maintenance, Finance and Stakeholders) need to work to ensure that any change to brief, programme or budget is considered, coordinated and dealt with in a swift and appropriate manner.
The Project Manager must ensure  that the process is communicated and implemented fully, ensuring all key actions and milestones are organised, communicated and monitored pro-actively to ensure no task is delayed 
or missed.

CHANGE

IDENTIFIED

PM creates CRF form;

* Assigns CRF Number
* Populates CRF with as 
much information as 
possible
* Enters CRF on 
Log/Schedule
* Issues CRF to Project 
Team Members for 
population - Requests 
Deadline for return
* PM assesses risk of 
change
* PM notifies key 
stakeholders of change

Project Team Establish;

* Scope (inc. Add / Omit) of 
change
* Investigation Works e.g 
surveys
* Additional Works e.g. 
facilitate investigation 
(surveys etc)
* Risk - Immediate & Long-
term
* Impact to Programme
* Cost Impact
* 3rd Party Influencers
* Stakeholder Engagement

PM communicates 
implications / 
consequences of 
proposed change with 
all key stakeholders, 
inc;

* Client / End-User
* Maintenance
* H&S
* ITS
* Security
* P&P Colleagues

END

Produce 
CRF

Is a Change 
Request Required

?

PM establishes
whther the 
request for 
change is 
warranted.

NO CRF 
Required

Project Team -
Assessment of Change

PM Reviews, Assesses 
& Collates Details of 

Change

CRF must consider;

* Scope
* Cost
* H&S
* Programme
* Risk of consequential change 
i.e. is there a risk of further 
change being required to 
accommodate thsi change
* All additional costs e.g. 
professional fees, surveys

Is ALL Information 
Obtained to Facilitate 

DECISION

PM reviews proposed change against 
APPROVED;

*Charter, / Brief,
* Business Case
* UoL Standards, Policies & Guidelines
* End-User Objectives
* Programme
* Quality Expectations
* Communications
* Allocated / Approved Budget

Does this Change Deviate from Objectives Set 
in APPROVED Charter (Business Case) -

Change in Scope/ Programme / 
UoL Standards / Policies / Guidelines?

AND/OR Increased Budget

If no change 
required, PM 
communicates 
reasoning to 
project team and 
relevant 
stakeholders.

CRF Completed with ALL 
Required Information 

Complete and PROJECT 
SPONSOR Signatures 

OBTAINED

* UoL Internal PM
* Lead Consultant (Architect)
* Project QS
* UoL Maintenance 
Representative
* Principal Contractor (if 
Req'd)
* Principal Designer (if Req's)

PM Issues CRF to ALL 
Remaining Signatories for 

SIGNATURE (for record 
purposes)

PM Issues APPROVAL for 
Employers Instruction

Dependent upon 
procurement route and form 
of works contract, this 
approval is communicated to 
the appointed;

* Contract Administrator
* Employers Agent
* NEC Project Manager

CRF
CLOSE-OUT

APPROVED

CRF
CLOSE-OUT

INSTRUCTION 
ISSUED

PM stores FINAL version of CRF 
to project folder 

PM presents CRF to Head of 
Programme for Escalation

Head of Programme Assesses 
Deviation from Scope/Budget

CRF
CLOSE-OUT

END

END

PEB Review Proposed Change to Scope / 
Budget / Programme / UoL Standards / 

Policies / Guidelines?

Can the PEB Review and 
APPROVE Proposed Change, In-
Line with Delegated Authority?

Delegated Authority will depend on;

* Approving Authority
* Value of Change
* Impact of Deviation of Scope e.g. Use of Space
* Impact on Budget
* Impact of Programme
* Consequential Impact e.g. Operational, 
Strategy.

Information
Escalated to

ULT by 
PEB

APPROVED

Can the ULT Review and APPROVE 
Proposed Change, In-Line with Delegated 

Authority?

PROJECT SPONSOR

DEVELOPMENT TEAM

INPUT / OUTPUT GROUP KEY TASKKEY 
DECISION

DOCUMENT

PHYSICAL ESTATE 
PROGRAMME BOARD (PEB) GOVERNANCE COMMITTEE(s)University Leadership (ULT)

PROJECT BOARD DECISION
RE-ROUTE

PROJECT TEAM Members CLARITY REQUIRED - DELEGATED AITHORITY

Information
Escalated to

GOVERNANCE
COMMITTEE(s)

PM updates all project 
reporting

Information
Escalated to

PEB

HoP / PM Presents 
CRF to PEB for 

Review

PEB Representative 
presents to ULT

Decision Communicated 
Back to Project Board 

for Instruction

PM Notified by
PEB

APPROVED

PEB Decide whether to Escalate 
CRF or Reject Entirely (with 

JUST REASONING)

ESCALATE CRF
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T 
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ULT Decide whether to Escalate CRF or 
Reject Entirely (with JUST REASONING)

Project Board 
Representative presents 

to PEB

ULT Review Proposed Change to Scope / 
Budget / Programme / UoL Standards / 

Policies / Guidelines?

ULT Decide whether to Escalate 
CRF or Reject Entirely (with JUST

REASONING)

END

CRF
CLOSE-OUT
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T 

C
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ESCALATE CRF

ULT Representative presents 
to GOVERNANCE 

COMMITTEE

APPROVED

GOVERNANCE COMMITEE Ultimately 
Decides whether to ULTIMATELY 

APPROVE or REJECT 
(with JUST REASONING)

GOVERNANCE COMMITEE Reviews Proposed 
Change to Scope / Budget / Programme / UoL 

Standards / 
Policies / Guidelines?

END

CRF
CLOSE-OUT

R
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C
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ALL SIGNATORIES
OBTAINED ON CRF

No
Yes
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