PROJECT CONTROL STRATEGY & PLAN 
Being that the SET System project has a risk-reducing spiral that drives a waterfall lifecycle (with evolutionary delivery), we have chosen outcome control mechanisms to manager the project (Appendix 6.1).  This approach will enable the project manager and the ITS team members to accurately monitor the process throughout the duration of the project   Having the full-time IT staff member from UAB on our project team further insures that we have adequate control of this project since he has a high level of understanding IT system development.  Scholarship and endowment representatives will also be able to track the success of the project in terms of the objectives because of the pre-determined milestones that occur during the development lifecycle.  Open communication between the project manager and the sponsor will be constant, further providing insight into project development throughout each stage. 

6.1 Measurements
In accordance with our outcome control strategy, several project measurements will be put in place.  Throughout the system development process, milestones will be vital to measuring success.  As milestones are reached, the client will be notified and asked to provide feedback.  Another vital measurement tool will be cost and timeline reporting.  The project manager will consistently inform the client as to the cost status of the project, specifically as milestones are achieved.  In addition to these costs reports, there will also be a report of development time spent on the milestone.  Because ITS is committed to successfully achieving the objectives set forth in the requirements, monitoring progress will be constant via these measurements.
6.2 Feedback and Adjustment

Client review meetings are scheduled to take place throughout the life cycle of the project.   The liaison will serve as a leader in providing feedback to the ITS team so that necessary adjustments can be made in timely fashion.  Additionally, the project manager will frequently meet with UAB Scholarship Office staff and Endowment representatives to solicit feedback affording the client an in-depth view of the project status.
6.3 Responsibilities/Authority

As mentioned above, the ITS team will work closely with the UAB IT employee.  This individual will serve as the client liaison working directly with our team of developers.  Since the team is functioning as a unified group working toward agreed-upon objectives, each of the developers will function with certain levels of internal freedom in achieving outcomes so long as the requirements are closely followed.  Any major deviations should be formally requested by submitting the Requirement/Design Change Request Form (Appendix 5.2) directly to the project manager.  The project manager will maintain the final authority role in the control phase of the project.  
6.4 Change Control

Policies have been adopted in preparation of changes that will be made in the SET System.  Feature requests, technology delays, and staff turnover are all possible issues that could arise in the lifecycle of this project.  One key tool to manage control will be the formal Requirements/Design Change Form (Appendix 5.2) that the client and the developers must use.  The project manager will be responsible for evaluating these requests as to their validity and urgency.  The project manager authorizes the use of best and standard practices to fulfill all development and implement system requirements without further intervention providing such practices meet the letter and spirit of this authorization. In the event of turnover in the ITS staffing structure, the client has agreed to allow the use of contracted employee(s) if the project manger deems it necessary.

6.5 QA/Audits/Reviews

Project control and quality assurance measures that were mentioned above are based on regular audits that will be held at every milestone. These audits will consist of meetings with the ITS team, the UAB IT personnel and the client representatives.  Tests will be conducted to determine compliance to requirements and user satisfaction.  As problems are discovered, adjustments will be scheduled.  In order to proceed to subsequent levels in the project lifecycle, ITS staff must receive full client sign-off.  As the SET system is nearing completion, exit reviews will be conducted with all necessary client representatives.  At these meetings, the project manager will provide reports such as cost, time spent, and error frequency.  Additionally, ITS has encouraged the UAB Scholarship office to perform external audits of the SET System to insure satisfaction.  As mentioned above in section 6.1, a great deal of emphasis is placed on project measurements.  Milestones, cost reports, objectives accomplished, deliverable schedule, error frequency, time spent vs. time available, and client satisfaction are several of the key issues that will be audited both internally as a team and externally with the client. These review measures will further contribute to the successful development and launch of the SET System.

