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Preface


The Department of Defense (DOD) Integrated Program Management Improvement (IPMI) Executive Steering Group (ESG) established an Earned Value Management (EVM) Integrated Product Team (IPT).  The Integrated Baseline Review (IBR) sub-team was charged, in conjunction with industry, to assess how IBRs were being performed as compared to DOD policy.

The finding was that policy interpretation was not consistent.  As a result, DOD and industry review teams conducted IBRs with a different perception of purpose and value, and the impact of operating management processes in relation to the performance measurement baseline (PMB).  Varying interpretations drove the development of individual service/agency IBR guidebooks resulting in inconsistency during IBR execution.
This guide should be the principal source for government and industry program managers (PMs) who are implementing an integrated baseline discipline on their projects.  PMs are encouraged to use this guide to train, prepare, and conduct an IBR.


Lawrence P. Farrell, Jr.

Edward C. (Pete) Aldridge, Jr.
 

Lt. General USAF (retired)

USDATL

President and CEO NDIA

Introduction


This guide provides a common framework for government and industry, with an understanding of the purpose for the Baseline Review Process.  

The Baseline Review Process establishes and maintains a mutual understanding of the risks inherent in the PMB and management processes that operate during project execution.
The Baseline Review Process includes the following steps: 

· PMB assessment approach.
· IBR preparation.
· IBR execution.
· Management processes (i.e., baseline maintenance, risk management, and business processes).
This guide stresses the importance of identifying the risks, including those associated with PMB and management processes. The IBR is not the end objective, but is one in a series of activities within a process that provides a structure for openly discussing the project plan, strengths, and weaknesses. 

It is applicable to many project environments, including relationships between government and industry, non-government and industry, prime contractor and subcontractor, and intra government or industry projects.  

This guide is not a how-to or a step-by-step tool kit for executing an IBR, but instead provides a framework for Program Managers (PMs) to decide what is necessary to understand the PMB and its inherent risks when preparing for, executing, and documenting results of an IBR.
Purpose

The Baseline Review Process establishes and maintains a mutual understanding of the risks inherent in PMB and management processes that operate during project execution.  The Baseline Review Process should be employed throughout the life of every project to maintain the PMs mutual understanding of the risks inherent in PMB.

The process should begin as early as feasible, with the IBR being initiated within 6 months after program authorization, or as appropriate for projects of shorter duration. 

The time and effort involved in the Baseline Review Process is project dependent.  Factors that influence time and effort include project management and risk plans, authorization/negotiation process, risks identified during preparation and execution of IBR, and size and criticality of project.

Benefits


How does the Baseline Review process benefit PMs?

· Lays a solid foundation for understanding project risks. 

· Provides an invaluable opportunity to compare PMs expectations and to address differences before problems arise.

· Provides project management teams with a thorough understanding of the project plan and its risks, which allows early targeting of resources to address project challenges.

· Increases confidence in the project technical, schedule, and cost performance measurement baseline, which provides a powerful proactive program management capability for obtaining timely and reliable cost and schedule projections.

What are the benefits for a PM once a PMB has been established and the Baseline Review Process implemented? 

· Management insight: employs management by exception principles and improves problem traceability rather than continuous oversight of all tasks. 

· Early warning: indicates potential problems such as falling behind in performing the planned work.

· Earned value management: enables management to quantify the impact of known problems, to measure work accomplished, and to obtain realistic final cost estimates.

Key Elements 

The Baseline Review Process establishes and maintains a mutual understanding of the risks inherent in the PMB and management processes that operate during project execution. (page 4)

Preparation for the IBR should begin as soon as practical and can be conducted concurrently with the development of PMB. (page 10)

Preparation includes a plan that identifies key responsibilities, required technical expertise, training, review dates, review scope, documentation needs, disposition of findings, and procedures for risk identification, documentation, and incorporation into the project Risk Management Plan (RMP). (page 11)

Before conducting an IBR, ensure the PMB reflects the entire scope of work documented at the appropriate level of detail. (page 11)
When conducting the IBR, the primary purpose is the PMs mutual understanding of the risks inherent in PMB and management processes.  Anything that does not support this purpose should be moved outside the review. (page 14)
Schedule, technical, cost, and management process risks identified at the IBR should be reviewed and incorporated into the project RMP. (page 14)

PMs use of the baseline maintenance, risk management, and business processes are the sources of ongoing mutual understanding that can

reduce the need for future IBRs. (page 16)
Baseline Review Process

The following diagram shows the logical and progressive steps of the Baseline Review process.



PMB Assessment Approach




General Guidance 

In this step, PMs assess their understanding of the risk associated with the PMB and determine if an IBR is required or if they should allow management processes to work.  In some cases, however, an IBR may be required by policy or contract.  

Although changes to PMB over the life of a program are expected, not all changes require an IBR. If management processes cannot maintain a mutual understanding of the change in risks to PMB, PMs should execute an IBR.  Changes in PMB risks may result from contract award, authorization to proceed, contract modification, funding, replanning scope/schedule, new PM, acquisition plan, and higher level authority direction.  

IBR Preparation





General Guidance

The PMs should agree on the approach for developing a mutual understanding of the risk inherent in the PMB and management processes that operate on the project.  A close relationship between the PMs promotes an understanding of program risks necessary for effective management.  If any EVMS findings are noted, they should be incorporated into the RMP.  The supplier and the Defense Contract Management Agency (DCMA), on contracts administered by them, should resolve these findings.

Preparing for the IBR should begin as soon as practical and can be conducted concurrently with the development of PMB.

The focus in preparation for an IBR is the PMs mutual understanding of their objectives, expectations, and risk assumptions.  PMs need to ensure that the team is prepared to accomplish these objectives.  Preparation is the process step that establishes a foundation for a successful IBR.

Expectations/Assumptions

A plan should be developed for conducting IBR consistent with the PMs expectations and program dynamics.  Program dynamics that have an impact on PMB planning include changes in funding, scope of work, acquisition plan, subcontracting, key personnel, and any pending higher authority decisions. 


Preparation includes a plan that identifies key responsibilities, 
required technical expertise, training, review dates, review scope, documentation needs, disposition of findings, and procedures for risk identification, documentation, and incorporation into the project Risk Management Plan (RMP).

Preparation for the IBR focuses on those risks that may impact the project PMB.  Risks include technical, schedule, cost or management processes.  The RMP is essential for identifying, analyzing, handling, monitoring, and documenting project risks. The RMP provides the basis for iterative assessment and management of risk.


Before conducting an IBR, ensure the PMB reflects the entire scope of work documented at the appropriate level of detail. 
The PMs must be familiar with the project scope of work, e.g., statement of work (SOW) or statement of objectives (SOO), before the start of IBR.  There needs to be an understanding of management processes including management of subcontractors. 

Risk Areas

Examining the PMB and planning processes determine risk.  These risk areas generally can be grouped as, technical, schedule, cost resources, or management processes.  It is important that any real or perceived risks identified in the planning stage be dealt with during preparation for the IBR.  

The following are examples of risk areas.

Technical risk–The ability of the project’s technical plan to achieve the objectives of the scope of work.  This includes the effects of available technology, software development capability, design maturity, etc.

Schedule risk–The adequacy of the time allocated for performing the defined tasks to achieve successfully the project schedule objectives.  This includes the effects on the schedule of the interdependency of scheduled activities to achieve project milestones and supports the PMs ability, when necessary, to identify critical path.

Cost risk–The ability of the PMB to execute successfully the project cost objectives recognizing the relationships of budget, resources, funding, schedule, and scope of work. This includes the effects of assumptions used, for both estimates and resource allocation, on budgets for work items.

Resource risk–The availability of personnel and facilities when required for performing the defined tasks to execute the program successfully.

Management processes risk–The degree to which the management processes provides effective integrated cost/schedule/technical planning and baseline change control.  This includes the ability of the processes to establish and maintain valid, accurate, and timely performance data, including that from subcontractors, for early visibility into risks.

Team Composition

PMs should select individuals for the IBR team who are experienced with the programmatic and technical disciplines under review.  When appropriate, subcontractor personnel should be included on the team. Areas of discipline that should be included on the team are program management, business management, subcontract management, and technical management (e.g., system engineering, software engineering, manufacturing, integration and test engineering, and integrated logistics support).  The size and composition of the team should reflect the PMs objectives, expectations, and risk assumptions.

Responsibilities
PMs are jointly responsible for the Baseline Review Process and for the following:

· Planning and executing the IBR.

· Providing an adequate number of qualified technical personnel to serve as the principal IBR team members, supplemented by members with applicable support skills (e.g., EVM specialists, subcontract managers, business managers, and finance managers).

· Documenting, in the RMP, risk issues identified during an IBR.

· Reviewing progress on the actions until issues are resolved.

Training
Training is essential to ensure that the IBR team can identify and assess adequately the project risk. The PMs should conduct joint training in which all members of the IBR team participate. The training is to provide enough information so the team can mutually understand the cost, schedule, technical, and management processes used on the project. 

The essential elements of training include the following:

PMs Expectations
· IBR objectives.

· IBR approach and expectations.

· Risk identification and documentation. 

Management Processes

· Baseline maintenance.

· Risk management.

· Business processes (including EVM).

Project Management Aspects 

· Statement of work/statement of objectives. 

· Work breakdown structure dictionary/matrix.

· Work authorization document.

· Control account plans.

· Terms and acronyms.

· Funding.

· Budget and schedule baselines.

· Subcontractor management.

· Management reserve.

IBR Execution









When conducting the IBR, the primary purpose is the PMs mutual understanding of the risks inherent in PMB and management processes.  Anything that does not support this purpose should be moved outside the review.

General Guidance
The PMs should agree on the approach for conducting IBR.  The review duration is based on known risk, preparation, team composition, training, project complexity, and methodology used to establish PMB. The intent of the review is to understand the PMB, to evaluate and identify risks, assess impact, and agree on a plan of action.  Problems identified early have more time for resolution.  The key events during IBR are the control account manager discussions.  These discussions focus on key risk areas and management processes.  To be effective, the discussion group must remain small and focused, and be composed of knowledgeable participants who  have participated in the preparation and training.

Evaluate Baseline
IBR objectives are to confirm that the PMB captures the entire technical scope of work, work is scheduled to meet project objectives, risks are identified, proper amount and mix of resources have been assigned to accomplish all requirements, and management processes are implemented. 

Schedule, technical, cost, and management process risks identified at the IBR should be reviewed and incorporated into the project RMP.

The following risks identified at IBR should be reviewed and incorporated into the project RMP: cost, schedule, and technical risks and the risk that management processes can support successfully the execution of the project.

To evaluate project PMB risks, the objective is to assess the degree to which the following have been established:

· Technical scope of work is fully included and is consistent with authorizing documents.

· Project schedule key milestones are identified and reflect a logical flow to accomplish technical work scope.

· Resources (budgets, facilities, personnel, skills, etc.) are available, and are adequate for the assigned tasks.

· Tasks are planned and can be measured objectively relative to the technical progress.

· Rationales underlying PMB are reasonable.

· Management processes support successful execution of the project.

The management reserve should be assessed with respect to project risk not accounted for in the PMB.

IBR Closeout
After completing IBR discussions, a review summary and closure plan need to be documented.   The PMs should agree on a plan of action and who is responsible for each risk item identified. Items identified, as action items require PM attention and should be included in the RMP.  Items identified as watch items represent concerns that may require future attention and inclusion in the RMP if they become action items.  

Management Processes




General Guidance
Once the IBR is completed, the emphasis shifts to the management processes. Additional IBRs may be necessary based on contract modification, funding changes, replanning scope/schedule changes, changes to the acquisition plan, higher level authority direction, or a new PM. However, the objective is to ensure that the management processes are used to provide the PMs an ongoing source of mutual understanding on the project baseline maintenance, risk management, and business processes used by the project. 

Management Processes 

Management processes necessary to support the Baseline Review Process include the following:

Baseline Maintenance Process 

· This process maintains a PMB that represents the plan for accomplishing the remaining work.  This process must accommodate changes to PMB caused by contract modification, funding changes, replanning scope/schedule changes, changes to the acquisition plan, higher level authority direction, etc.

Risk Management Process

· The risk management process documents and classifies risks associated with PMB. Action items from IBR need to be documented in the RMP.  These action items should be classified as to their probability of occurrence, consequences, handling, and identification of the individuals responsible for the actions.  This process must accommodate all changes in project risks including those resulting from changes in PMB.

Business Processes

· Other business processes, such as scheduling, estimate to complete, earned value methodology, and managerial analysis, support the management of the project.  Inappropriate use of these processes may add risks to the project.
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