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 INTEGRATED BASELINE REVIEW PROCESS
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Lessons Learned - During Review

Coordinate the IBR with other project reviews, when practicable

Stay focused on the current contract

Document manager discussions immediately after interviews/discussions

Do not turn the review into a design review (review is to identify resource/planning problems not solve them)

Conduct an on-site IBR Team meeting

Conduct a maximum of 4 discussions per day
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Importance of an IBR

    IBR lays a solid foundation for project execution and increases the    odds of successful project completion          Opportunity to compare project manager(s) expectations and to address  differences before problems arise        Understand the project plan and risks   -  target resources to meet pro ject   challenges        Increased confidence in the project cost, schedule, and performance data  -   a tool for proactive project management and the capability to make timely  and reliable cost and schedule projections  
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Importance of an IBR
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Intent of IBR



The IBR should confirm that the Performance Measurement Baseline (PMB)

captures the entire technical scope of work

work is scheduled to meet the project objectives

risks are identified

the proper amount and mix of resources have been assigned to accomplish all requirements

management control processes are implemented.



	Recognize that the IBR is an event, however the purpose and objectives should be viewed as a continuing process to ensure mutual understanding of the PMB and associated risk. 
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Funding

Scope/schedule Change

Changes to Acquisition Plan

Higher level authority

Internal / re-planning

Change in PM

Baseline Maintenance/

 Risk Management



Expectation/Assumptions Training

Responsibilities

Team Composition

PM Understanding

Document risks and the mitigation plans



Evaluate the baseline

ID risk and impacts

Agree on plan of action

IBR Execution









Contract Award

Authorization to Proceed

IBR Preparation

Joint PM

Mutual

Understanding

PMB

Verification

Required









IBR Process













4

Assessment Process

	A PMB that is complete and documented at the appropriate level of detail is a key element for project management to successfully achieve project objectives. 





 Focus on risks that may impact project planning and execution

 The primary objective of assessments is to identify and analyze project risks

  so that the most critical among them may be managed and controlled

 Risk Management Plan (RMP) is essential for identifying, analyzing, handling, monitoring, 

   and documenting project risk.

  The RMP will provide the basis for iterative assessment and management of risk.  
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IBR Team Structure



* Subteams as 

    required
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Training/Preparation

The intent of the training is to provide enough information so the team can understand the cost, schedule, technical, and management processes used on this project. 

Scope of Work/Statement of Objectives

Budget Baseline

Schedule Baseline

Funding  

EVM Basics

IBR Conduct

Project Managers’ Expectations

Project Management Processes 

Risk Identification and Documentation

Subcontractor(s)
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IBR Execution

	The focus when conducting the IBR is the mutual understanding of the PMB content and the risk.  Anything that does not support the purpose should be moved outside the review.  



 The discussions should focus on the key aspects of the PMB.  

 The key event is the control account managers discussions



To be effective the discussion team must remain small, focused, and composed of knowledgeable participants
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Identify Risks

Review and incorporate into the project’s risk management plan: the technical, cost, and schedule risk as identified in the PMB, and the risk of the management processes to successfully execute the PMB.

To identify project risks the following items must be assessed:

Scope: impact on product meeting performance requirements and funding authorization

Schedule: Logical flow concerns, Task dependency gaps, Adequate time to accomplish

Resources: Supports schedule & scope to meet performance requirements

Management control processes: the degree in which effective cost/schedule/technical planning and control processes exist and are implemented, 

Management Reserve (MR): should also be compared against risk assumptions. The assessment should determine whether there is sufficient management reserve to address the risk items identified.
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IBR Closeout

After completion of the IBR discussions there needs to be a closure plan. 

  The Project Manager should agree on a plan of action and who 	is responsible for the action.  

Risk items identified need to be classified as to the severity of the risk involved. 

Those items identified, as Action Items require Project Managers’ attention and should be documented in the Risk Management Plan. 

 Items identified as Watch Items represents concerns that may require future attention.  
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Summary

The IBR is an event, however the purpose and objectives should be viewed as a continuing process to ensure mutual understanding of the PMB and associated risk  



The purpose of an IBR is to achieve a mutual understanding of the risks inherent on the PMB and the management control processes that will operate during execution  



IBR preparation and planning are the key to a successful review



A PMB that is complete and documented at the appropriate level of detail is a key element for project management to successfully achieve project objectives



The focus when conducting the IBR is the mutual understanding of the PMB content and risk.  Anything that does not support the purpose should be moved outside the review



Evaluate the integrated PMB to determine whether it, captures the entire scope of work, is consistent with authorizing documents, and has adequate resources to meet schedule requirement and planned project tasks
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 BASIC EARNED VALUE MANAGEMENT
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  Management systems don’t manage - people do!

   EVM is used to identify, communicate and manage the            
     resource effect of technical and schedule problems.
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EVM & Integrated Product Teams
The Key to Success
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Slide Objective: Show EVM as tool for the IPT



The Project Manager through the Integrated Product Team has the responsibility to make a project work.   



One way of thinking is “IPT Leads are responsible, and will be held accountable for all of the technical, schedule, cost, and risk management of their projects.” We need to give them the tools to do their jobs.



The EVMS is one tool, available to the project manager & the IPT, to monitor and manage the project effort. 



The 4.2.6 EVM analyst is here to help the Project Manager and the IPT understand and stay on top of the project.









13

Traditional Cost Management

Spend Plan vs. Actual
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Actual Cost

Actual Cost is not an indication of work progress,

but only an indicator of hours/money spent

Well, I’ve spent 400 hours,

does that mean I’ve 

accomplished 400 hours 

of work?
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Contract Performance

Time Now





Budget Plan

Actual Cost 



Earned Value 





Project Team Estimate
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identify what is to be done in terms of tasks and underlying assumptions  






specify when the work is to begin and end in terms of order and duration 




 define who will do the work by identifying resources (people, equipment, and costs) and constraints 







Three Steps to Success...
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Defining the Work Scope

identify what is to be done in terms of tasks and underlying assumptions

Begins with the SOW/SOO

Project Team expands SOW/SOO tasks into work authorization documents

Control Account Managers (CAMs) “negotiate” the work scope

Everything must be covered
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Schedule the Work

specify when the work is to begin and end in terms of order and duration 

Order = sequence of work

Finish to start (start to start, finish to finish)

Leads and Lags

Added details may reduce risk

Duration

Total time to complete a task

Resource impacts must be considered

Risk in schedule?
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Resource requirements shown in hours, direct cost, or total cost.

Identify Resources
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The Control (Cost) Account

A management control point consisting of work packages and planning packages, where accountability for performance is measured 

Other characteristics of a control account are:

 BCWS, ACWP and BCWP are integrated!

 Variances Are Assessed 

 Estimates Are Revised
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Work Packages

Detailed, short-span tasks, or material items, required to accomplish the CA objectives, typically in the near term.





Task 1

Task 2

Task 4

Task 5

Task 3































Work Packages

Planning Packages

Planning Packages

Future work that has not been detail planned as work packages.  They are always scheduled to occur in the future.





* During the IBR, we look at how earned value was set up, for each task, and how it will be taken.

EVM Basics
Control Account Elements
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Slide Objective: Introduce what is the makeup of a control account



Each Control account can have several packages short and long term.

The IPT members need to understand the lowest levels of the plan and how the Project Team plans to do the effort.
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Classifying the Work 

Discrete or Measurable

Specific end product or result

Preferred category of work because objective

EV methods include 0/100, milestone, percent complete, etc.

Level of Effort (LOE)

Has no specific  product

Measured by the passage of time

Apportioned effort

Dependent on other work, discrete tasks

Measured as a factor, e.g., 10% of discrete task   
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Data Element

Term

Acronym

Scheduled Work

Budgeted Cost for Work Scheduled

BCWS

Earned Value

Budgeted Cost for Work Performed

BCWP

Actuals

Actual Cost of Work Performed

ACWP

Authorized Work

Budget At Completion

BAC

Forecasted Cost

Estimate At Completion

EAC

Work Variance

Schedule Variance   (BCWP-BCWS)

SV

Cost Variance

Cost Variance   (BCWP-ACWP)

CV

Completion Variance

Variance At Completion   (BAC-EAC)

VAC

EVM Basics 
Earned Value Terminology
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Slide Objective: Review EVM terms



BCWS - Budgeted Cost of Work Scheduled - the sum of all the CWBS elements, the plan

BCWP - Budgeted Cost of Work Performed - the earned value, the value of the completed effort

ACWP - Actual Cost of Work Performed - the actual cost of the work to date



CV - Cost Variance - BCWP minus ACWP => “+” spending less than planned “-” spending more than planned 

SV - Cost Variance - BCWP minus BCWS => “+” ahead of schedule “-” behind schedule



CCB - the Contract Budget Base - the sum of all the planned effort and Management Reserve put aside by the Project Team

ETC - the Estimate to Completion - the estimate of what it will take to perform the remaining work

EAC - Estimate at Completion - the ACWP to Date plus the ETC the remaining effort
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The Language of Earned Value Management

Control Account - the key management control point at which ACWP, BCWP, and BCWS are managed 

Work Packages - detailed planning of short span jobs or material items representing units of work at levels where work is performed and BCWP is measured

Planning Packages - a logical aggregation of work which has not been detailed planned into work packages 

Rolling Wave - period of time within which detailed planning must occur 

Measurable or Discreet Effort - contract effort that produces definable end products

Level of Effort (LOE) - contract effort that does not produce definable end products

Apportioned Work - effort that be itself is not divisible into work packages

Budget At Complete (BAC) - cumulative BCWS at  contract completion 
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The Language of Earned Value Management (cont.)

Estimate At Complete (EAC) - ACWP, plus an estimate of costs for remaining work

Budgeted Cost for Work Scheduled  (BCWS) - budget for scheduled effort

Budgeted Cost for Work Performed (BCWP) - the value of the work performed

Actual Cost of Work Performed (ACWP) -incurred and recorded costs within a given time period

Cost Variance (CV) -   the  difference  between BCWP and ACWP (CV = BCWP-ACWP)

Cost Performance Index (CPI) - the average cost efficiency with which work has been performed.          (CPI = BCWP/ACWP)

Schedule Variance (SV) - the difference between BCWP and BCWS (SV = BCWP - BCWS)

Schedule Performance Index (SPI) - the ratio of the value of work performed to the value of work scheduled (SPI = BCWP/BCWS)
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Creating the Performance Measurement Baseline (PMB)
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Estimate At Complete (EAC) or Latest Revised Estimate (LRE)



Budgeted costs

       (BCWS)

Earned Value

   (BCWP)

BAC

MR











Completing the Picture











22











29

 INTEGRATED BASELINE REVIEWS
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Preparing Yourself 

Know your CWBS assignments 

Be familiar with scope, schedule, budget  

Have an objective.  What do you expect to gain from the discussion?

What questions will you ask to achieve the objective?

Prepare a tentative list of questions to serve as a framework for the discussion.

Become familiar with the documentation. 

The multi-functional Team (Cost, Schedule, Technical) is an opportunity to transfer knowledge and experience
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What Documents Will Be Reviewed?

Work authorization documents

Control (cost) account plans

Schedules

Cost reports

Project Work Breakdown Structure (PWBS) and Dictionary
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During the Discussion

Keep In Mind...

Introduce yourself and identify the organization you represent.   

Ask the CAM to walk through his/her notebook.

Be friendly and non-confrontational.  If there appears to be confusion, restate your question.  Clarify any misunderstandings.

Take notes during the discussion.  Notes will be used to complete the Discussion Assessment Form and Concern Area Reports (CARs) after the interview.

If necessary documentation is not readily available, get a commitment of where and when the documents will be available.  Fill out Documentation Request Forms when necessary.

Watch the time, but do not leave until you are satisfied the discussion is complete.

If disagreements arise, do not argue with the Project Team.  Write a CAR to the Team Leader, and let the Team Leader handle any continuing discussion with the Project Team.
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Technical Assessment:

  What are the high risk areas

  Conditions of measurement

  What are the technical requirements

Work Authorization:

  Schedules

  Budget Authorization

  Control Account Plans

Schedule Assessment:

  Underdeveloped logic

  Illogical/Forced Sequencing

  Lack of Experience

  Consideration of Technical Risks

Budget Assessment:

  Budget Validity/Risk

  Distribution Logic

  Management Reserve

  Undistributed Budget

Work Assessment:

  Which Tasks may be Overstated?

  Which Tasks may be Understated?

  What Tasks have been left out





















* Control Account Manager (CAM)

IBR - CAM* Discussions
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Slide Objective: Introduce what we do during an IBR review



We get to understand the Control Account by interviewing the control account manager.

The IPT member looks into all fascist of the planned effort.
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The Discussion -- Work Scope

What is your scope of work?

How did you plan your work into control (cost)  accounts?

How were resources obtained?

Please describe the resource development process.

What is your experience on EVMS 
projects?

Is all of your work authorized?
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The Discussion -- Schedule

Can you discuss

Identification and management of schedule impacts?

Who owes you things and how do you track them

How your work relates to project milestones

Please describe known risks in your plan.

What assumptions are built into your schedule?
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Common Schedule Presentations

Commonly used “schedule presentations” have strengths... and weaknesses

Gantt Charts

Milestone Charts

Network Schedules
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Resourcing the Schedule- A Reality Check

Categories of labor - do they support the task?

Labor availability - are labor resources available during the period of performance?

Over/Under Allocation of Resources
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The Discussion -- Budget

How was the budget for your work developed?

Is your budget adequate?

If your budget is inadequate, what are your options?

Please explain the time-phasing of your budget.

How do you develop estimates to complete?

Please explain the particular earned value 
method(s) and why they were selected.
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Measuring Performance

Work Progress quantified through an objective measure

Performance must be computed using the same labor, overhead, and other rates as scheduled

Provides a measure of work accomplishment against the plan
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Refer to System Description and Accounting Disclosure Statement

Discuss with DCMA/DCCA recent labor/overhead Rate Trends

Cost Accounting Standards Compliance issues?

What are the pools?

How are indirect monitored?

Actuals

EAC



RATES

Identify Labor/Overhead Rate Impacts
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After the Discussion

Complete the Discussion Assessment Form after each interview.

Complete Concern Area Report(s), Documentation Request Forms, and General Assessment Form(s) if applicable.

Submit all forms to the Sub-team leader.

Be sure to follow up.  Do not leave any loose ends hanging.
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Sample Findings

Technical

Scope unaccountable

Non-integration of cost and technical performance

Subcontractor requirements flow down

Lack of work around plans for high risk areas

Project Team plans not supporting critical milestones

Tooling not being produced quickly enough

Software concerns (type of language,  productivity factors, and amount of software being written)

Specification issues











66











43

Sample Findings (cont.)

Project Management

Schedules not linking

Delayed subcontract awards

Communication problems

Inadequate time scheduled

Cost

Inadequate budgets

Time phasing of budgets

Unreasonable productivity factors

Lack of rework budgets

Manager knowledge

Unreported future cost impacts

Performance measurement issues

Management reserve











67











44

Lessons Learned -Before Review

Subteams should be no larger than 5-6 members

Knowledge of critical path essential in identifying risk areas

A large portion of the work is done prior to going 
on-site

A well trained team is essential

Selection of sub-team leader is very important

Risk areas should be identified early to allow preparation time

Allow adequate on-site preparation time

Team member involvement should be tailored to what makes sense
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Lessons Learned - During Review

Coordinate the IBR with other project reviews, when practicable

Stay focused on the current contract

Document manager discussions immediately after interviews/discussions

Do not turn the review into a design review (review is to identify resource/planning problems not solve them)

Conduct an on-site IBR Team meeting

Conduct a maximum of 4 discussions per day
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    IBR lays a solid foundation for project execution and increases the    odds of successful project completion          Opportunity to compare project manager(s) expectations and to address  differences before problems arise        Understand the project plan and risks   -  target resources to meet pro ject   challenges        Increased confidence in the project cost, schedule, and performance data  -   a tool for proactive project management and the capability to make timely  and reliable cost and schedule projections  
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IBR lays a solid foundation for project execution and increases the 



odds of successful project completion



· Opportunity to compare project manager(s) expectations and to address differences before problems arise


· Understand the project plan and risks  - target resources to meet project challenges


· Increased confidence in the project cost, schedule, and performance data - a tool for proactive project management and the capability to make timely and reliable cost and schedule projections
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Intent of IBR



The IBR should confirm that the Performance Measurement 

Baseline (PMB)



captures the entire technical scope of work



work is scheduled to meet the project objectives



risks are identified



the proper amount and mix of resources have been assigned to 

accomplish all requirements



management control processes are implemented.

Recognize that the IBR is an event, however the purpose and 

objectives should be viewed as a continuing process to 

ensure mutual understanding of the PMB and associated 

risk.
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Intent of IBR



The IBR should confirm that the Performance Measurement Baseline (PMB)

captures the entire technical scope of work

work is scheduled to meet the project objectives

risks are identified

the proper amount and mix of resources have been assigned to accomplish all requirements

management control processes are implemented.



	Recognize that the IBR is an event, however the purpose and objectives should be viewed as a continuing process to ensure mutual understanding of the PMB and associated risk. 
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Funding

Scope/schedule Change

Changes to Acquisition Plan

Higher level authority

Internal / re-planning

Change in PM

Baseline Maintenance/

 Risk Management



Expectation/Assumptions Training

Responsibilities

Team Composition

PM Understanding

Document risks and the mitigation plans



Evaluate the baseline

ID risk and impacts

Agree on plan of action

IBR Execution
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Joint PM
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IBR Process
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Assessment Process

A PMB that is complete and documented at the appropriate 

level of detail is a key element for project management to 

successfully achieve project objectives

.

• Focus on risks that may impact project planning and execution

•

The 

primary objective

of assessments is to identify and analyze project risks

so that the most critical among them may be managed and controlled

•

Risk Management Plan (RMP) is essential for identifying, analyzing, handling, monitoring, 

and documenting project risk.

• The RMP will provide the basis for iterative assessment and management of risk.
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Assessment Process

	A PMB that is complete and documented at the appropriate level of detail is a key element for project management to successfully achieve project objectives. 





 Focus on risks that may impact project planning and execution

 The primary objective of assessments is to identify and analyze project risks

  so that the most critical among them may be managed and controlled

 Risk Management Plan (RMP) is essential for identifying, analyzing, handling, monitoring, 

   and documenting project risk.

  The RMP will provide the basis for iterative assessment and management of risk.  
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IBR Team Structure

* Subteams as 

required

Project Manager

(Team Leader)

Sub-Team 

Technical Lead

Sub-Team

Technical Lead

Sub-Team

Technical Lead

IBR Coordinator Review Facilitator

EVM Analyst

Technical Experts

Cost/Schedule Analyst

EVM Analyst

Technical Experts

Contracts Representative

EVM Analyst

Technical Experts

DCMA/DCAA
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IBR Team Structure



* Subteams as 

    required
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Training/Preparation



The intent of the training is to provide enough information so the 

team can understand the cost, schedule, technical, and 

management processes used on this project. 



Scope of Work/Statement of Objectives



Budget Baseline



Schedule Baseline



Funding  



EVM Basics



IBR Conduct



Project Managers’ Expectations



Project Management Processes 



Risk Identification and Documentation



Subcontractor(s)
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Training/Preparation

The intent of the training is to provide enough information so the team can understand the cost, schedule, technical, and management processes used on this project. 

Scope of Work/Statement of Objectives

Budget Baseline

Schedule Baseline

Funding  

EVM Basics

IBR Conduct

Project Managers’ Expectations

Project Management Processes 

Risk Identification and Documentation

Subcontractor(s)
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IBR Execution

The focus when conducting the IBR is the mutual 

understanding of the PMB content and the risk.  Anything 

that does not support the purpose should be moved outside 

the review.  

–

The discussions should focus on the key aspects of the 

PMB.

–

The key event is the control account managers discussions

To be effective the discussion team must remain small, 

focused, and composed of knowledgeable participants
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IBR Execution

	The focus when conducting the IBR is the mutual understanding of the PMB content and the risk.  Anything that does not support the purpose should be moved outside the review.  



 The discussions should focus on the key aspects of the PMB.  

 The key event is the control account managers discussions



To be effective the discussion team must remain small, focused, and composed of knowledgeable participants
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Identify Risks



Review and incorporate into the project’s risk management 

plan: the technical, cost, and schedule risk as identified in 

the PMB, and the risk of the management processes to 

successfully execute the PMB.



To identify project risks the following items must be 

assessed

:



Scope

: impact on product meeting performance requirements and funding 

authorization



Schedule

: Logical flow concerns, Task dependency gaps, Adequate time to 

accomplish



Resources

: Supports schedule & scope to meet performance requirements



Management control processes

: the degree in which effective 

cost/schedule/technical planning and control processes exist and are 

implemented, 



Management Reserve (MR

): should also be compared against risk 

assumptions. The assessment should determine whether there is sufficient 

management reserve to address the risk items identified

.
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Identify Risks

Review and incorporate into the project’s risk management plan: the technical, cost, and schedule risk as identified in the PMB, and the risk of the management processes to successfully execute the PMB.

To identify project risks the following items must be assessed:

Scope: impact on product meeting performance requirements and funding authorization

Schedule: Logical flow concerns, Task dependency gaps, Adequate time to accomplish

Resources: Supports schedule & scope to meet performance requirements

Management control processes: the degree in which effective cost/schedule/technical planning and control processes exist and are implemented, 

Management Reserve (MR): should also be compared against risk assumptions. The assessment should determine whether there is sufficient management reserve to address the risk items identified.
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IBR Closeout



After completion of the IBR discussions there needs to be a 

closure plan. 



The Project Manager should agree on a plan of action and who  is 

responsible for the action.  



Risk items identified need to be classified as to the severity of the 

risk involved. 



Those items identified, as Action Items require Project Managers’ 

attention and should be documented in the Risk Management 

Plan. 



Items identified as Watch Items represents concerns that may 

require future attention.  
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IBR Closeout

After completion of the IBR discussions there needs to be a closure plan. 

  The Project Manager should agree on a plan of action and who 	is responsible for the action.  

Risk items identified need to be classified as to the severity of the risk involved. 

Those items identified, as Action Items require Project Managers’ attention and should be documented in the Risk Management Plan. 

 Items identified as Watch Items represents concerns that may require future attention.  
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Summary



The 

IBR is an event, however the purpose and objectives should be viewed as a 

continuing process to ensure mutual understanding of the PMB and associated 

risk



The 

purpose

of an IBR is to 

achieve a mutual understanding of the risks

inherent on 

the PMB and the management control processes that will operate during execution  



IBR 

preparation and planning

are the 

key

to a successful review



A 

PMB

that is complete and documented at the appropriate level of detail is a 

key 

element for project management

to successfully achieve project objectives



The 

focus

when conducting the IBR is the 

mutual understanding of the PMB content 

and risk

.  Anything that does not support the purpose should be moved outside the 

review



Evaluate the integrated PMB to determine whether it, captures the entire scope of work, 

is consistent with authorizing documents, and has adequate resources to meet schedule 

requirement and planned project tasks
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Summary

The IBR is an event, however the purpose and objectives should be viewed as a continuing process to ensure mutual understanding of the PMB and associated risk  



The purpose of an IBR is to achieve a mutual understanding of the risks inherent on the PMB and the management control processes that will operate during execution  



IBR preparation and planning are the key to a successful review



A PMB that is complete and documented at the appropriate level of detail is a key element for project management to successfully achieve project objectives



The focus when conducting the IBR is the mutual understanding of the PMB content and risk.  Anything that does not support the purpose should be moved outside the review



Evaluate the integrated PMB to determine whether it, captures the entire scope of work, is consistent with authorizing documents, and has adequate resources to meet schedule requirement and planned project tasks
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BASIC EARNED VALUE 

MANAGEMENT
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 BASIC EARNED VALUE MANAGEMENT
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

Management systems don’t manage - people do!

 EVM is used to identify, communicate and manage the            

resource effect of technical and schedule problems.

COST                         SCHEDULE                   TECHNICAL

EVM & Integrated Product Teams

The Key to Success
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  Management systems don’t manage - people do!

   EVM is used to identify, communicate and manage the            
     resource effect of technical and schedule problems.
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Slide Objective: Show EVM as tool for the IPT



The Project Manager through the Integrated Product Team has the responsibility to make a project work.   



One way of thinking is “IPT Leads are responsible, and will be held accountable for all of the technical, schedule, cost, and risk management of their projects.” We need to give them the tools to do their jobs.



The EVMS is one tool, available to the project manager & the IPT, to monitor and manage the project effort. 



The 4.2.6 EVM analyst is here to help the Project Manager and the IPT understand and stay on top of the project.
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Traditional Cost Management

Spend Plan vs. Actual
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Actual Cost

Actual Cost

is 

not

an indication of work progress,

but 

only

an indicator of hours/money spent

Well, I’ve spent 400 hours,

does that mean I’ve 

accomplished 400 hours 

of work?
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Actual Cost

Actual Cost is not an indication of work progress,

but only an indicator of hours/money spent

Well, I’ve spent 400 hours,

does that mean I’ve 

accomplished 400 hours 

of work?
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

identify

what

is to be done in terms of 

tasks

and underlying 

assumptions



specify 

when

the work is to begin and end in terms of 

order

and

duration



define 

who

will do the work by identifying 

resources

(people, 

equipment, and costs) and 

constraints 

Three Steps to Success...
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identify what is to be done in terms of tasks and underlying assumptions  






specify when the work is to begin and end in terms of order and duration 




 define who will do the work by identifying resources (people, equipment, and costs) and constraints 







Three Steps to Success...
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Defining the Work Scope



identify 

what

is to be done in 

terms of 

tasks

and underlying 

assumptions



Begins with the SOW/SOO



Project Team expands 

SOW/SOO tasks into work 

authorization documents



Control Account Managers 

(CAMs) “negotiate” the work 

scope



Everything must be covered
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Defining the Work Scope

identify what is to be done in terms of tasks and underlying assumptions

Begins with the SOW/SOO

Project Team expands SOW/SOO tasks into work authorization documents

Control Account Managers (CAMs) “negotiate” the work scope

Everything must be covered
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Schedule the Work



specify 

when

the work is to begin and end in terms of 

order

and 

duration



Order = sequence of work



Finish to start (start to start, finish to finish)



Leads and Lags



Added details may reduce risk



Duration



Total time to complete a task



Resource impacts must be considered



Risk in schedule?
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Schedule the Work

specify when the work is to begin and end in terms of order and duration 

Order = sequence of work

Finish to start (start to start, finish to finish)

Leads and Lags

Added details may reduce risk

Duration

Total time to complete a task

Resource impacts must be considered

Risk in schedule?
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Period 1 Period 2 Period 3 Period 4 Engineer 50 22 130 75 Senior Engineer 15 67 50 11

Principal Engineer

20 38 51 28

Systems Engineer

5 64 20 19

Resource requirements shown in hours, direct cost, or total cost.

Identify Resources
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EARNED VALUE MANAGEMENT / 

AND INTEGRATED BASELINE 

REVIEWS
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Resource requirements shown in hours, direct cost, or total cost.
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The Control (Cost) Account



A management control point

consisting of work 

packages and planning packages, where 

accountability for performance is measured 



Other characteristics of a control account are:



BCWS, ACWP and BCWP are integrated!



Variances Are Assessed 



Estimates Are Revised


Microsoft_Office_PowerPoint_Slide35353524.sldx


24



The Control (Cost) Account

A management control point consisting of work packages and planning packages, where accountability for performance is measured 

Other characteristics of a control account are:

 BCWS, ACWP and BCWP are integrated!

 Variances Are Assessed 

 Estimates Are Revised
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Work Packages

Detailed, short-span tasks, or 

material items, required to 

accomplish the CA objectives, 

typically in the near term

.

Task 1

Task 2

Task 4

Task 5

Task 3

Work Packages

Planning Packages

Planning Packages

Future work that has not been 

detail planned as work 

packages.  They are always 

scheduled to occur in the future.

* During the IBR, we look at how earned value was set up, for each task, 

and how it will be taken.

EVM Basics

Control Account Elements
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Work Packages

Detailed, short-span tasks, or material items, required to accomplish the CA objectives, typically in the near term.





Task 1

Task 2

Task 4

Task 5

Task 3































Work Packages

Planning Packages

Planning Packages

Future work that has not been detail planned as work packages.  They are always scheduled to occur in the future.





* During the IBR, we look at how earned value was set up, for each task, and how it will be taken.

EVM Basics
Control Account Elements
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Slide Objective: Introduce what is the makeup of a control account



Each Control account can have several packages short and long term.

The IPT members need to understand the lowest levels of the plan and how the Project Team plans to do the effort.
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Classifying the Work 



Discrete or Measurable



Specific end product or result



Preferred category of work because objective



EV methods include 0/100, milestone, percent complete, etc.



Level of Effort (LOE)



Has no specific  product



Measured by the passage of time



Apportioned effort



Dependent on other work, discrete tasks



Measured as a factor, e.g., 10% of discrete task
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Classifying the Work 
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Specific end product or result

Preferred category of work because objective

EV methods include 0/100, milestone, percent complete, etc.

Level of Effort (LOE)
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Measured by the passage of time

Apportioned effort

Dependent on other work, discrete tasks

Measured as a factor, e.g., 10% of discrete task   









32









image1.png














image27.emf
27

Data Element Term Acronym

Scheduled Work

Budgeted Cost for Work Scheduled BCWS

Earned Value Budgeted Cost for Work Performed BCWP

Actuals Actual Cost of Work Performed

ACWP

Authorized Work Budget At Completion BAC

Forecasted Cost Estimate At Completion

EAC

Work Variance Schedule Variance   (BCWP-BCWS) SV

Cost Variance Cost Variance   (BCWP-ACWP) CV

Completion 

Variance

Variance At Completion   (BAC-EAC)

VAC

EVM Basics 

Earned Value Terminology
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Data Element

Term

Acronym

Scheduled Work

Budgeted Cost for Work Scheduled

BCWS

Earned Value

Budgeted Cost for Work Performed

BCWP

Actuals

Actual Cost of Work Performed

ACWP

Authorized Work

Budget At Completion

BAC

Forecasted Cost

Estimate At Completion

EAC

Work Variance

Schedule Variance   (BCWP-BCWS)

SV

Cost Variance

Cost Variance   (BCWP-ACWP)

CV

Completion Variance

Variance At Completion   (BAC-EAC)

VAC

EVM Basics 
Earned Value Terminology
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Slide Objective: Review EVM terms



BCWS - Budgeted Cost of Work Scheduled - the sum of all the CWBS elements, the plan

BCWP - Budgeted Cost of Work Performed - the earned value, the value of the completed effort

ACWP - Actual Cost of Work Performed - the actual cost of the work to date



CV - Cost Variance - BCWP minus ACWP => “+” spending less than planned “-” spending more than planned 

SV - Cost Variance - BCWP minus BCWS => “+” ahead of schedule “-” behind schedule



CCB - the Contract Budget Base - the sum of all the planned effort and Management Reserve put aside by the Project Team

ETC - the Estimate to Completion - the estimate of what it will take to perform the remaining work

EAC - Estimate at Completion - the ACWP to Date plus the ETC the remaining effort
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The Language of Earned Value Management



Control Account - the key management control point at which 

ACWP, BCWP, and BCWS are managed 



Work Packages - detailed planning of short span jobs or material 

items representing units of work at levels where work is 

performed and BCWP is measured



Planning Packages - a logical aggregation of work which has not 

been detailed planned into work packages 



Rolling Wave - period of time within which detailed planning must 

occur 



Measurable or Discreet Effort - contract effort that produces 

definable end products



Level of Effort (LOE) - contract effort that does not produce 

definable end products



Apportioned Work - effort that be itself is not divisible into work 

packages
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The Language of Earned Value Management

Control Account - the key management control point at which ACWP, BCWP, and BCWS are managed 

Work Packages - detailed planning of short span jobs or material items representing units of work at levels where work is performed and BCWP is measured

Planning Packages - a logical aggregation of work which has not been detailed planned into work packages 

Rolling Wave - period of time within which detailed planning must occur 

Measurable or Discreet Effort - contract effort that produces definable end products

Level of Effort (LOE) - contract effort that does not produce definable end products

Apportioned Work - effort that be itself is not divisible into work packages

Budget At Complete (BAC) - cumulative BCWS at  contract completion 









19









image1.png









The Language o Earred Vauearagement_ @






image29.emf
29

The Language of Earned Value 

Management (cont.)



Estimate At Complete (EAC) - ACWP, plus an estimate of costs 

for remaining work



Budgeted Cost for Work Scheduled  (BCWS) - budget for 

scheduled effort



Budgeted Cost for Work Performed (BCWP) - the value of the 

work performed



Actual Cost of Work Performed (ACWP) -incurred and recorded 

costs within a given time period



Cost Variance (CV) - the  difference  between BCWP and 

ACWP (CV = BCWP-ACWP)



Cost Performance Index (CPI) - the average cost efficiency with 

which work has been performed.          (CPI = BCWP/ACWP)



Schedule Variance (SV) - the difference between BCWP and 

BCWS (SV = BCWP - BCWS)



Schedule Performance Index (SPI) - the ratio of the value of work 

performed to the value of work scheduled (SPI = BCWP/BCWS)
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The Language of Earned Value Management (cont.)

Estimate At Complete (EAC) - ACWP, plus an estimate of costs for remaining work

Budgeted Cost for Work Scheduled  (BCWS) - budget for scheduled effort

Budgeted Cost for Work Performed (BCWP) - the value of the work performed

Actual Cost of Work Performed (ACWP) -incurred and recorded costs within a given time period

Cost Variance (CV) -   the  difference  between BCWP and ACWP (CV = BCWP-ACWP)

Cost Performance Index (CPI) - the average cost efficiency with which work has been performed.          (CPI = BCWP/ACWP)

Schedule Variance (SV) - the difference between BCWP and BCWS (SV = BCWP - BCWS)

Schedule Performance Index (SPI) - the ratio of the value of work performed to the value of work scheduled (SPI = BCWP/BCWS)
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Work Packages Planning Packages

Control Accounts

Distributed Budget Undistributed Budget

Performance Measurement Baseline (PMB)

note: the "end point" of the PMB

is commonly referred to as the

Budget At Complete (BAC)

Management Reserve

note: this is not the 

government

 program

manager's reserve.  It refers to an amount

reserved by the 

contractor

 for 

management control purposes

Negotiated Contract Cost (NCC)

Contract Budget Base (CBB)

Total Allocated Budget (TAB)

Creating the Performance 

Measurement Baseline (PMB)
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Creating the Performance Measurement Baseline (PMB)
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INTEGRATED BASELINE REVIEWS
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Preparing Yourself 



Know your CWBS assignments



Be familiar with scope, schedule, budget  



Have an objective.  What do you expect to gain from the 

discussion?



What questions will you ask to achieve the objective?



Prepare a tentative list of questions to serve as a framework for 

the discussion.



Become familiar with the documentation. 



The multi-functional Team (Cost, Schedule, Technical) is an 

opportunity to transfer knowledge and experience
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IBR Training Agenda



General IBR Process



Earned Value Management Overview



IBR Overview
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What Documents Will Be Reviewed?



Work authorization documents



Control (cost) account plans



Schedules



Cost reports



Project Work Breakdown Structure (PWBS) 

and Dictionary
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During the Discussion

Keep In Mind...



Introduce yourself and identify the organization you represent.   



Ask the CAM to walk through his/her notebook.



Be friendly and non-confrontational.  If there appears to be 

confusion, restate your question.  Clarify any misunderstandings.



Take notes during the discussion.  Notes will be used to 

complete the Discussion Assessment Form and Concern Area 

Reports (CARs) after the interview.



If necessary documentation is not readily available, get a 

commitment of where and when the documents will be available.  

Fill out Documentation Request Forms when necessary.



Watch the time, but do not leave until you are satisfied the 

discussion is complete.



If disagreements arise, do not argue with the Project Team.  

Write a CAR to the Team Leader, and let the Team Leader 

handle any continuing discussion with the Project Team.
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Technical Assessment:

• What are the high risk areas

• Conditions of measurement

• What are the technical requirements

Work Authorization:

• Schedules

• Budget Authorization

• Control Account Plans

Schedule Assessment:

• Underdeveloped logic

• Illogical/Forced Sequencing

• Lack of Experience

• Consideration of Technical Risks

Budget Assessment:

• Budget Validity/Risk

• Distribution Logic

• Management Reserve

• Undistributed Budget

Work Assessment:

• Which Tasks may be Overstated?

• Which Tasks may be Understated?

• What Tasks have been left out

* Control Account Manager (CAM)

IBR - CAM* Discussions
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Slide Objective: Introduce what we do during an IBR review



We get to understand the Control Account by interviewing the control account manager.

The IPT member looks into all fascist of the planned effort.
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The Discussion -- Work Scope



What is your scope of work?



How did you plan your work into control (cost)  

accounts?



How were resources obtained?



Please describe the resource development 

process.



What is your experience on EVMS 

projects?



Is all of your work authorized?
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projects?
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The Discussion -- Schedule



Can you discuss



Identification and management of schedule impacts?



Who owes you things and how do you track them



How your work relates to project milestones



Please describe known risks in your plan.



What assumptions are built into your 

schedule?
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IBR Training Agenda

General IBR Process

Earned Value Management Overview

IBR Overview
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The Discussion -- Schedule

Can you discuss

Identification and management of schedule impacts?

Who owes you things and how do you track them

How your work relates to project milestones

Please describe known risks in your plan.

What assumptions are built into your schedule?
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Common Schedule Presentations



Commonly used “schedule presentations” have strengths... and 

weaknesses



Gantt Charts



Milestone Charts



Network Schedules
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Resourcing the Schedule- A Reality Check



Categories of labor

- do they support the 

task?



Labor availability

- are labor resources 

available during the period of performance?



Over/Under Allocation of Resources
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The Discussion -- Budget



How was the budget for your work developed?



Is your budget adequate?



If your budget is inadequate, what are your 

options?



Please explain the time-phasing of your 

budget.



How do you develop estimates to complete?



Please explain the particular earned value 

method(s) and why they were selected.
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The Discussion -- Budget

How was the budget for your work developed?

Is your budget adequate?

If your budget is inadequate, what are your options?

Please explain the time-phasing of your budget.

How do you develop estimates to complete?

Please explain the particular earned value 
method(s) and why they were selected.
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Measuring Performance



Work Progress quantified through an objective 

measure



Performance must be computed using the 

same labor, overhead, and other rates as 

scheduled



Provides a measure of work accomplishment 

against the plan
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Measuring Performance

Work Progress quantified through an objective measure

Performance must be computed using the same labor, overhead, and other rates as scheduled

Provides a measure of work accomplishment against the plan
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

Refer to System Description and Accounting 

Disclosure Statement



Discuss with DCMA/DCCA recent 

labor/overhead Rate Trends



Cost Accounting Standards Compliance 

issues?



What are the pools?



How are indirect monitored?



Actuals



EAC

RATES

Identify Labor/Overhead Rate Impacts
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INTEGRATED BASELINE REVIEW 

PROCESS
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Refer to System Description and Accounting Disclosure Statement

Discuss with DCMA/DCCA recent labor/overhead Rate Trends

Cost Accounting Standards Compliance issues?
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After the Discussion



Complete the Discussion Assessment Form after each interview.



Complete Concern Area Report(s), Documentation Request 

Forms, and General Assessment Form(s) if applicable.



Submit all forms to the Sub-team leader.



Be sure to follow up.  Do not leave any loose ends hanging.
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Sample Findings



Technical



Scope unaccountable



Non-integration of cost and technical performance



Subcontractor requirements flow down



Lack of work around plans for high risk areas



Project Team plans not supporting critical milestones



Tooling not being produced quickly enough



Software concerns (type of language,  productivity factors, 

and amount of software being written)



Specification issues
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Sample Findings

Technical
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Lack of work around plans for high risk areas

Project Team plans not supporting critical milestones
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Sample Findings (cont.)



Project Management



Schedules not linking



Delayed subcontract awards



Communication problems



Inadequate time scheduled



Cost



Inadequate budgets



Time phasing of budgets



Unreasonable productivity factors



Lack of rework budgets



Manager knowledge



Unreported future cost impacts



Performance measurement issues



Management reserve
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Sample Findings (cont.)

Project Management

Schedules not linking

Delayed subcontract awards

Communication problems

Inadequate time scheduled

Cost

Inadequate budgets

Time phasing of budgets

Unreasonable productivity factors

Lack of rework budgets

Manager knowledge

Unreported future cost impacts

Performance measurement issues

Management reserve
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Lessons Learned -Before Review



Subteams should be no larger than 5-6 

members



Knowledge of critical path essential in 

identifying risk areas



A large portion of the work is done prior to 

going 

on-site



A well trained team is essential



Selection of sub-team leader is very 

important



Risk areas should be identified early to allow 

preparation time
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Lessons Learned -Before Review

Subteams should be no larger than 5-6 members

Knowledge of critical path essential in identifying risk areas

A large portion of the work is done prior to going 
on-site

A well trained team is essential

Selection of sub-team leader is very important

Risk areas should be identified early to allow preparation time

Allow adequate on-site preparation time

Team member involvement should be tailored to what makes sense
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Lessons Learned - During Review



Coordinate the IBR with other project reviews, 

when practicable



Stay focused on the current contract



Document manager discussions immediately 

after interviews/discussions



Do not turn the review into a design review 

(review is to identify resource/planning 

problems not solve them)



Conduct an on-site IBR Team meeting



Conduct a maximum of 4 discussions per day
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