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Australian Road Network and Context 

• 95% the size of the USA

• Population of Australia 25 million

• Population of UK 67 million

• Population of Melbourne 5.2 million

• Population of inner London 9.5 million

Source: Bureau of Infrastructure and Transport Research Economics (BITRE), 2020, Key Australian Infrastructure Statistics 202 0, Canberra ACT.



Major Transport Infrastructure Authority (MTIA)

• A Part of Victoria’s Big Build

• ~$110b transport projects being delivered 

• 119 major road & rail projects 

• Over 25,000 jobs across Victoria 
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NELP Package Overview

• Main construction works will be delivered 
through five packages:

Package Name: Contract Model: 

Central (Tunnels) Package PPP

North Package Alliance

South Package Alliance

East Package Alliance

West Package Alliance
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Project Controls – Journey 

PC Director & Leads Employed  Connect Program - Initiated P&G Framework Established

PMF Published Connect Program - Completed Program/Cost/Risk Baselined Central Contract Awarded to ‘Spark’

PC Technology & Processes 

Implemented

N/S Package RFP

2/3 of the PC Team Employed  E/W Package EOI

2019 2020 2021 2022

NELP Established 

2017



Project Controls – Mission 

• Project Controls provides specialised services across several 
Functions through the optimisation of people, process and 
technology to facilitate timely, accurate decision making by 
project stakeholders.

• This is achieved by creating a capable industry-leading Project 
Controls team who have implemented technology and 
processes that are fit for purpose and designed to innovate the 
delivery of Project Controls across NELP and the MTIA.

• The cornerstones of Project Controls are > 



Key Principles to Effective Project Controls



Project Controls – Functional Objectives 

Planning & Scheduling

• Manages TIME on the project, to facilitate effective, informed, timely decision making

Cost Engineering

• Provision of accurate cost services, through estimating, control, analysis, advice, reporting of project data to support informed decision making

Risk Management

• Provision of specialist risk services to project stakeholders by identifying, analysing and reporting risks to improve decision making and better deliver project 
outcomes

Quality Control

• Ensure the Quality Assurance and Control requirements in delivering NELP are met by establishing processes and monitoring their implementation, providing 
confidence to the internal and external stakeholders that NELP achieves its quality objectives

Document Control & Collaboration

• Implement, manage, train and support the collaboration platform to ensure compliance with Government information management requirements and the integrity 
and security of documents and correspondence for appropriate and timely availability to project participants

Innovation, Insights & Systems

• To enable NELP to make collaborative and informed decisions, through educating, advising and embedding fit for purpose best practice initiatives



Project Controls Operational Plan (Divisional) – 2022-2023
Vision (Elevator Pitch)

• Provide specialised services through the optimisation of people, process and technology to facilitate timely, accurate 
decision making by project s takeholders.

Strategic Objectives

Operating Rhythm

• Performance & Governance Framework revised implementation completion

• Succession Planning in place for a ll roles

• Completed alignment between Project Controls and other NELP functions

Planning & 

Scheduling

• Al ign and finalise reporting 
outputs.

• Development and delivery of 
Planning system 
incorporating Cost, Time, Risk 
and Quality. 

• Finalise and implement the 
Performance Baseline 
Reporting Guidelines (PBRG).

• Embed team in Alliance 
teams.

Quality Assurance

• To ensure there are adequate 

resources in alliances.
• Tra in and develop VPS staff in 

Qual ity Assurance (Internal 
Audit capability etc.)

• Cons istency of Quality 

processes across all packages 
and alliances.

• Finalise Quality reporting.

Risk Management

• Finalise alliance and resource 
requirements.

• Al ign risk, cost and time 
reporting (strengthening the 
Schedule component).

• Implement the reporting 
guidelines in the alliances.

• Enhance Ecosys reporting 
and functionality.

Document Control

• Del iver a ll vehicles of 
communications to facilitate 
contractual processes.

• Ensure Main Contract 

Information Management 
Plans are adequate.

• Faci litate compliance with 
VPDSF initiatives. 

• InEight Document contract 

renewal.
• Uti l ise load-balancing 

cooperation among DC Team 
members to ensure prompt 
processing services to a ll 
Main Contracts.

2022 - 2023 Operational Initiatives

People

• Approved resource plan and forecast in place and actively 

managed
• Strategic initiatives adequately resourced and not impacting 

BAU
• Tra ining & Development plan actively managed

Technology

• Implement the EDW
• Al ign all technology to P&G Framework requirements
• Al ign technology to Project Controls and functional 

requirements

Process

• Al ign practice with process (remove redundancy and 
repetition)

• Finalise, agree and align information requirements in the 
P&G Framework

• Ensure process is effective, understood and complied with

Innovation, Insights 

& Systems

• Identification and 
coordination of all relevant 
data  sources into EDW (i.e. 
LPE, Comms & Stakeholder 
etc.)

• Implement EDW and future 
state reporting in line with 
Performance & Governance 
Framework.

Cost Engineering

• Al ignment of Project 
Controls, Finance and 
Contracts processes and 
systems (Oracle Unifier, ERP 
and Ecosys). 

• Ecosys  shall be the single 
source of truth for a ll cost 
information and reporting.

• Develop and upskill VPS s taff 
in Cost Engineering and 
provide Ecosys training. 
Ensure no single points of 
fa i lure.

Success Measures
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Project Management Framework

• The Project Management Framework (PMF) is a mandated 
governance approach to managing the North East Link Program (NELP).

• This PMF site contains all of NELP’s key process documents and tools, 
including: Policies, Strategies and Frameworks, Plans and Procedures, 
Templates and Forms 

• All NELP personnel have access to the PMF site, where the current 
version of all project documentation is available. 

• Aligned to AS/NZS ISO 9001 and AS ISO 21500

• PMF Metrics 

• The PMF contains over 400 documents

• Each document is reviewed annually to ensure versions are current 

• The site receives over 1400 hits per month 



Performance & Governance Framework

• The purpose of the Performance & Governance 
Framework Strategy is to define the performance 
management and governance requirements 
including authority structure, format and frequency.

• It aims to provide details on coordination, 
communication and actions at a program level, for 
the delivery of the NELP.

• The scope pertains to all meetings, reviews, 
decisions, actions, reporting and communications 
associated with NELP program performance, 
incorporating governance requirements. 

• The Strategy defines the purpose of the following 
meetings:

• Performance Review Meeting (PRM)

• Operational Delivery Meeting (ODM)
• Project Coordination Group Meeting (PCG)

• Executive Leadership Team Meeting (ELT)
• Expenditure Review Committee (ERC)

• Joint Coordination Committee (JCC)

MTIA GOVERNANCE FRAMEWORK

NELP PERFORMANCE AND GOVERNANCE FRAMEWORK

Definitions: 

MC – Managing Contract 

PPP – Public Private Partnership  

IREA – Independent Reviewer and Environmental Auditor 

ICA – Independent Cost Auditor 

STC – State Tolling Company 
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Project Controls Systems Alignment

MTIA Approach to 
Project Controls 

Systems Alignment 



Project Controls Systems Alignment

Current VS Target 
State Systems
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Project Controls Integrated Systems Alignment 

Target State 
Systems 

Architecture 



Proposed NELP EDW Platform Design

Note the source of this document is from the MTIA R&A Phase 3 Key Decision Design for NELP EDW Design 



2021 Engagement Survey
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Project Controls Team Engagement Survey



Project Controls Team Engagement Survey



Summary
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Project Controls Expo Award Finalists! 

• Asia-Pacific Project Controls Expo Awards                       
‘Innovation Project of The Year 2021’ 

• The winner will be announced in November 2022

• The submission was based on the Project Controls Systems 
Alignment Connect Project that was submitted by Cameron 
Mills and completed in 2021.

• The written submission covered:
• Project management (context, delivery, interface, people)
• Challenges, lessons learnt and innovations 
• Results and benefits



Key Points

• Create a clear strategic vision and deliver through sustainable objectives

• Attract, retain and continuously develop your people, to the highest 
standards possible. Invest everything you can into your people, they are the 
product you are offering.

• Fit for purpose process, effectively supported by technology – never 
technology first!



THANK YOU

Project Controls Expo 2022 | 16 11 2022
Cameron Mills
Director, Project Controls North East Link Program 
cameron.mills@northeastlink.vic.gov.au

Project Controls Expo 2022 | 16 11 2022
Pauline McMahon

Manager Innovation, Insights and Systems 
pauline.mcmahon@northeastlink.vic.gov.au


