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Section 1: Introduction

The Control Phase assesses the performance of Major IT initiatives and sets in place a structured methodology to provide management with accurate up-to-date information.  The timely information produced from the Control Phase works to ensure that initiatives remain compliant and achieve their stated goals through enhanced decisions of management.  Existing government regulation requires all Federal agencies to establish a regular review process for their Major IT initiatives as part of the Capital Planning and Investment Control (CPIC) process.  The Office of Management and Budget (OMB) Circular A-130 refers to this review process as the Control Phase.  

GSA has a two-part approach to its Control Phase.  First, GSA requires monthly Earned Value Management (EVM)/Financial Reporting for Major IT initiatives.  This monthly process provides information on cost and schedule variance for Development/Modernization/Enhancement (DME) components of IT initiatives, as well as information on cost and schedule over/under-runs for the Steady State components of IT initiatives.  GSA’s OCIO collects data monthly to compare how well initiatives are accomplishing their milestones against planned costs and schedules.  Project Managers (PMs) work with OCIO staff to update their Performance Baseline Table and Project Summary Template within eCPIC each month to reflect these data elements.  Second, GSA has instituted a quarterly pulse check of the status of its Major IT initiatives.  This quarterly Control Review utilizes the monthly EVM/financial analysis data, in conjunction with a request for quarterly updates on initiatives’ measures of performance, security, risk status, and operational analysis.  Information for the additional data elements in the quarterly Control Review will be extracted from the Quarterly Control Review Template in eCPIC.  

In order to evaluate the performance of IT initiatives, the GSA Control process will analyze the following areas:

1. Cost Variance

2. Schedule Variance
3. Cost Over/Under-run

4. Schedule Over/Under-run
5. Performance Measurement

6. Risk Assessment 
7. Security
8. Operational Analysis

The data elements noted above are designed to evaluate whether initiatives are performing within an acceptable variance of the cost and schedule baseline goals, assess if initiatives are meeting performance goals, ensure all security requirements are met, and alert decision-makers about existing and potential risks that may jeopardize the cost, schedule, and/or performance goals of the initiative.  Regular updates on initiative performance and status enhances the ability of key stakeholders to ensure that an initiative is progressing towards its goals and objectives established in its business case.  With a structured process for delivering timely information, initiative owners can adjust and/or institute the necessary corrective actions before problems and issues become serious and threaten the overall success of the initiative.  

Control reviews assist GSA by:

· Highlighting the goals and objectives established in the initiative’s business case and the level of success achieved
· Identifying problems and issues to senior leadership before they become serious and threaten the overall success of initiatives 

· Establishing a structured process to provide senior management with timely and accurate initiative performance information that enhances decision-making capabilities
· Reinforcing an enterprise perspective through information sharing among senior leaders in GSA’s SSOs.
By utilizing a Control Review process that utilizes a subset of the fields required by the OMB Exhibit 300 in eCPIC, the Control reporting process allows project managers to leverage existing Exhibit 300 data, thereby providing a means for keeping the Exhibit 300 current.  The Exhibit 300 fields within the Quarterly Control Review Template will be identified with asterisks in the eCPIC Quarterly Control Review Template instructions.  We expect a successful end result to include a streamlined data collection process with accurate information that will enable key stakeholders to improve the decision-making process and lead to more effective results at GSA.

Section 2: Purpose
This guide is designed to provide detailed instructions for monthly EVM and financial reporting data, as well as an explanation of key Control Review concepts. The data elements that will feed into the Control Review process are outlined in Section 6 of this guidance.  Version 3.0 of this guidance is a comprehensive manual that builds upon the initial release of this document (Version 1.2) in early November 2006.  Version 3.0 refines the Control Review criteria and provides a new process within eCPIC for managing monthly EVM and financial reporting. Additionally, this version describes details related to governance and executive review, as well as a new process for conducting Performance Baseline Table Change Requests. 
Section 3: Data Call Requirements
The quarterly Control Review Reporting and the monthly EVM/Financial Reporting will affect all Major IT initiatives at GSA. Exhibit 1 below details the data elements and the frequency for reporting each data element.
Exhibit 1: Data Reporting Overview

 
[image: image1.emf]Monthly QuarterlyMonthly Quarterly

Earned Value Management X

Financials Report  X

Operational Analysis X

Performance Measures X X

Risk Assessment X X

Security Assessment X X

Steady State

Development/

Modernization/

Enhancement


All submissions, whether quarterly or monthly, will be due on the last business day of the month.  It is imperative that initiative owners provide accurate and complete information.  OCIO liaisons will coordinate with initiative owners to ensure they have the appropriate level of support. 
Section 4: Schedule of Activities

An integrated calendar of activities is listed in Exhibit 2 below.  Please note that dates are tentative and subject to change.


Exhibit 2: Master Schedule

	GSA FY08 Control Schedule

	Control Review Schedule

	Q1FY08 Review

	OCIO releases Quarterly Control data call
	January 15, 2008

	PMs prepare Quarterly Control data
	January 15-31, 2008

	OCIO present Control findings to ITC
	February 19, 2008

	BSC Presentation and Review
	TBD

	Q2FY08 Review

	OCIO announces data call and sends guidance
	April 16, 2008

	PMs prepare Control data
	April 16-30, 2008

	OCIO present Control findings to ITC
	May 13, 2008

	BSC Presentation and Review
	TBD

	Q3FY08 Review

	OCIO announces data call and sends guidance
	July 15, 2008

	PMs prepare Control data
	July 15-31, 2008

	OCIO present Control findings to ITC
	August 12, 2008

	BSC Presentation and Review 
	TBD

	Q4FY08 Review

	OCIO announces data call and sends guidance
	October 15, 2008

	PMs prepare Control data
	October 15-31, 2008

	OCIO present Control findings to ITC
	November 8, 2008 

	BSC Presentation and Review 
	TBD

	EVM/Financial Analysis Monthly Capture Schedule

	October Monthly Capture

	PMs report Control data to OCIO
	November 30, 2007

	November Monthly Capture

	PMs report Control data to OCIO
	December 29, 2007

	December Monthly Capture

	PMs report Control data to OCIO
	January 31, 2008

	January Monthly Capture

	PMs report Control data to OCIO
	February 28, 2008

	February Monthly Capture

	PMs report Control data to OCIO
	March 30, 2008

	March Monthly Capture

	PMs report Control data to OCIO
	April 30, 2008

	April Monthly Capture

	PMs report Control data to OCIO
	May 31, 2008

	May Monthly Capture

	PMs report Control data to OCIO
	June 29, 2008

	June Monthly Capture

	PMs report Control data to OCIO
	July 31, 2008

	July Monthly Capture

	PMs report Control data to OCIO
	August 31, 2008

	August Monthly Capture

	PMs report Control data to OCIO
	September 28, 2008

	September Monthly Capture

	PMs report Control data to OCIO
	October 31, 2008


Section 5: Monthly Reporting Instructions for EVM and Financial Analysis
As a continuation of the monthly Control reporting process, all Major IT initiatives must provide EVM and financial reports to OCIO on a monthly basis.  GSA will generate the quarterly EVM report for submission to OMB from this monthly data.    

Industry best practices and OMB requirements (OMB Circular Number A-11) indicate that an Earned Value Management System (EVMS) should be used to measure project performance for DME portions of Major IT investments (See GSA EVM Guide to Implementing the ANSI Standard; July 2004).  Best practices indicate that initiatives in steady state operations should also report their financial data on a regular basis. 

The monthly reporting instructions align to the GSA System Development Life Cycle (SDLC) Guidance Handbook, published in August 2006.  The SDLC guidance, which provides an organized and structured methodology for developing and implementing new or revised IT systems, assures congruency with GSA’s Enterprise Architecture and Capital Planning and Investment Control processes.  Additionally, GSA will use the monthly reports as input into the broader Control Review process that the OCIO is maintaining for FY08.  This will be discussed in more detail in Section 6 of this guidance.

5.1
Instructions

For FY08 monthly EVM/Financial Reporting data, all Major IT initiatives must report DME and SS milestones against a WBS established in the Exhibit 300.  The associated cost estimates create the set of cost and schedule milestones used to manage and track project performance.  
The OCIO collects cost, schedule and WBS data in the Control Report Template on a monthly basis.  This year, initiatives will be utilizing eCPIC to report their Monthly EVM/Financial data. Initiative owners will update their actuals within the Performance Baseline table in the Exhibit 300s and submit their reports through the monthly capture functionality in the Project Summary template.  An explanation is required for cost or schedule variances that exceed +/- 10 percent.

All EVM and financial reporting data should reflect the prior month’s data. For example, the submission that OCIO receives on December 31, 2008 will contain November 2008 data.

5.1.1 Data Input for All Initiatives
The first step for all initiatives is to update their actuals in the Performance Baseline Table within eCPIC.  The Performance Baseline tables are located in the sub-section of the Cost and Schedule Performance sections of Part II.C, Part III.B, and Part IV.C.  The selection made within the field, “What kind of investment will this be in this budget year” found in the I.A: Overview section and Descriptive Information sub-section of the Exhibit 300 processes, will determine which table(s) will need to be filled out. 

	What kind of investment will this be in this budget year:
	Performance Baseline Table

	Full Acquisition
	Part II.C Comparison of Initial Baseline and Current Approved Baseline

	E-Gov/LoB Oversight
	Part IV.C  Comparison of Initial Baseline and Current Approved Baseline (EGov)

	Mixed Life Cycle
	Part II.C Comparison of Initial Baseline and Current Approved Baseline

	Operations and Maintenance
	Part III.B Comparison of Plan vs. Actual Performance Table

	Planning
	Part II.C Comparison of Initial Baseline and Current Approved Baseline


Each table has two views: the OMB Required View and the All Fields View. Whenever you enter a sub-section containing one of the performance baseline tables, the default view will be the OMB Required View.  The All Fields View is the same for each of the three performance baseline tables [Comparison of Initial Baseline and Current Approved Baseline, Comparison of Plan vs. Actual Performance Table, Comparison of Initial Baseline and Current Approved Baseline (EGov)]. The All Fields View contains additional fields / columns that are not  required by OMB (per the A-11 Guidance) but that capture data that will allow the computation of Project EVM Summary and Monthly Calculations.  
The Performance Baseline Tables will be pre-populated by the OCIO Staff with the available data from the FY08 Monthly Excel Workbooks.  Initiative Owners will need to validate the FY08 milestones and actuals, as well as the DME/SS designation in the ‘Milestone Type’ Field.  All FY08 milestones will also need to have a check mark in the ‘In Calc’ Field in order to be accounted for in the monthly capture.  These fields can be seen by setting the Performance Baseline Table to the ‘All Fields View’.  Please see diagrams below (Note that the screenshots below represent one table. Users will need to scroll to the right to view all of the fields represented below.)
Exhibit 3: Performance Baseline Table
[image: image2.emf]
Note that milestones are now color coded depending on their state, with orange representing DME milestones, blue representing steady state milestones, and white representing mixed milestones.  A milestone is of mixed type if it has at least one child that is DME and at least one milestone that is SS. An example of the color coding is shown above. 

5.1.2 Project EVM Summary
Once Initiative Owners validate the Performance Baseline Table data and input their actuals for the FY08 milestones, they will need to populate the Project EVM Summary template.   This template, located in the Cost and Schedule Performance Section of the Exhibit 300, will be utilized to calculate and capture Monthly EVM data.
Exhibit 4: Project EVM Summary
[image: image3.emf]
The data source dropdown illustrated below provides Initiative Owners the ability to select which performance baseline table (Section II.C., Section III.B., or Section IV.C) necessary to provide milestone data for calculating Planned Value (PV), Earned Value (EV), Actual Cost (AC), Budget at Completion (BAC), and Expected Completion Date.  Once they have chosen the appropriate Performance Baseline table, Initiative Owners must set the ‘as of’ date.  Investment Start and End Dates will be pre-populated by eCPIC based on data from the Exhibit 300.  
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Then, click ‘Calculate and Validate’ at the bottom of the screen to calculate all fields from the milestones in the Performance Baseline table marked ‘In Calc’.  Note that users will not need to manually enter EVM calculations within this template.  When a performance baseline table is selected as the data source, calculations will be based upon the milestone data found in the specified table.  During calculation, the milestone data supplied will be validated for accuracy and completeness.  
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When complete, any validation issues that are found will be displayed in a pop-up window displayed below so that the user may go to the performance baseline table and make the necessary adjustments to their data.  Note that users will receive validation issues for milestones where the ‘As of Date’ is prior to the planned start date.  These issues are warnings and the milestone will not be included in the calculations (see Milestone 11 in the screenshot below).
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After the user has made any of the necessary adjustments to their data based on the validation issues listed in the pop-up, click the ‘Save’ button under the list of fields to accept all calculations.  Note that data will not save using the standard save icon or next and back arrows.

[image: image7.emf]
5.1.3 Earned Value Monthly Capture

Within the Project EVM Summary template, eCPIC provides the capability to capture and store monthly EVM calculations.  This functionality will not only allow for initiative owners to submit and view monthly Earned Value data for their initiative, but will also allow them to see projected values for the lifespan of the project.
The following data fields will be collected and displayed within the monthly EVM table:
· Calculation Date:  The calculation date will automatically be set to the last day of the month for which users are submitting data.
· Baseline PV:  The baseline planned value will be generated for the project projected lifespan the first time monthly calculations are submitted for that project.  For subsequent monthly submissions, these values will not change and will provide a baseline record of the project planned values for each month of the project’s lifecycle.  This will allow users to track changes to planned data in project milestones in the Approved Baseline and Actuals table.  Only System Administrators have the capability to rebaseline the project calculations and update the projected baseline planned values.
· PV (BCWS):  The planned value will be generated for the project’s projected lifespan the first time monthly calculations are submitted for that project.  For subsequent monthly submissions, these values will be projected against the milestones in the Approved Baseline and Actuals table and may change (depending on if planned data has been modified in the Approved Baseline and Actuals table). Upon rebaseline of a project, these projected values will overwrite the projected values of the Baseline PV, which are described above. Upon rebaseline, current values for months that have already been submitted will not be copied into the Baseline PV column.

· EV (BCWP):  Earned value is submitted directly from the Project Summary (EVMS) data grid.

· BAC:  Budget at Completion is submitted directly from the Project Summary (EVMS) data grid.

· AC (ACWP):  Actual Cost is submitted directly from the Project Summary (EVMS) data grid.

· Cost Variance %:  Cost Variance Percentage is submitted directly from the Project Summary (EVMS) data grid.

· Schedule Variance %:  Schedule Variance Percentage is submitted directly from the Project Summary (EVMS) data grid.

· Comment:  Allows user to submit a comment about the monthly submission. The comment textbox is located just below the date drop-down list for submitting monthly calculations.
· Table Used:  Performance Baseline table used to calculate Earned Value
[image: image8.emf]
Click the ‘View Monthly Calculations’ link highlighted above and a list of monthly dates from the earliest start date (Actual or Planned) to the latest end date (Actual or Planned) will be listed.  
[image: image9.emf]
Select the month that corresponds with the EVM data calculated above.  Click the ‘Submit’ button and the table will be populated with the monthly EVM data.
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As shown above, the monthly values that have been submitted by a user will be shown in white (un-shaded.) Any monthly values that are projected and have not been submitted by a user will be shaded in gray.   The Monthly Capture table also contains three tabs for each type of EVM calculations (DME, SS, and All Milestones).
5.2
Schedule

Below is a schedule of reporting requirements for the monthly EVM and financial report for FY08. This schedule links to the master Control Review schedule presented in Section 4.  All data from the monthly reports will be input for the quarterly Control Review process.

Exhibit 8: Monthly Reporting Schedule
	Reporting Period
	SSO Control Report Due in OCIO
	OCIO Quarterly EVM Reports Submitted to OMB
	OCIO Quarterly EVM Report Due to OMB 

	October 1-31, 2007
	November 30, 2007
	Aug/Sept/Oct
	December 15, 2007

	November 1-30, 2007
	December 29, 2007
	 
	 

	December 1-31, 2007
	January 31, 2008
	 
	 

	January 1-31, 2008
	February 28, 2008
	Nov/Dec/Jan
	March 15, 2008

	February 1-28, 2008
	March 30, 2008
	 
	 

	March 1-31, 2008
	April 30, 2008
	 
	 

	April 1-30, 2008
	May 31, 2008
	Feb/Mar/Apr
	June 15, 2008

	May 1-31, 2008
	June 29, 2008
	 
	 

	June 1-30, 2008
	July 31, 2008
	 
	 

	July 1-31, 2008
	August 31, 2008
	May/June/July
	September 15, 2008

	August 1-31, 2008
	September 28, 2008
	 
	 

	September 1-30, 2008
	October 31, 2008
	 
	 


5.3 
OCIO Data Process and Evaluation
As part of the monthly EVM and financial reporting review, the OCIO liaisons will work with the initiative POCs to ensure EVM and financial reporting data is accurate and timely.  The review will provide a means to measure project performance and a mechanism to raise significant findings to senior management.  This review will feed into the quarterly Control Review process, as outlined in Section 6.
OCIO liaisons will work with the Initiative Owners to:
· Ensure the baseline data is accurate and appropriate as part of the initial transfer of the monthly EVM/Financial reporting Excel template to eCPIC
· Ensure baseline is stable, or that changes are appropriately justified and approved
· Consult with PMs regarding cost and schedule variances exceeding tolerances (+/- 10%) for reporting to ITC
· Work with PMs to provide assistance with corrective actions, if necessary
· Monitor trends for initiatives over the course of several months

Establishing a realistic baseline is the first, and most important, step in the overall process.  As an ongoing part of this process, your OCIO liaison will help facilitate any baseline change requests (BCR) throughout the year.  See Appendix B and C for more details.  Valid reasons for changing your baseline could include changes in the set of initiative assumptions, unforeseen changes in site conditions, significant changes in programmatic needs and priorities, and certain funding delays (e.g., delays due to continuing resolution by Congress).  Missed milestones are an insufficient basis for a baseline change request. 

The OCIO Staff  has identified some common pitfalls associated with establishing baselines.  These pitfalls are identified below to assist initiative owners with the reporting process.  Common problems with the baseline include:
· Excessive changes to the baseline, or “rubber baselines”, occur when baselines continuously change from one period to another

· Front-loaded baselines occur when more resources are spread to the initial stages of a project and less work is planned in the later stages of a project

· Expired baselines occur when cost/performance information is not inputted into the baseline in a timely manner for an active milestone.  This type of baseline does not fully represent the initiative because of missing programmatic cost and schedule entries.
· Over-the-target baselines occur when additional work is being performed that is not a part of the initial planned effort.  There is a cost involved for this labor, but the additional work and cost may not be recorded in the baseline. 

OCIO staff will also work with initiative owners to review and validate the Exhibit 300 WBS.  When structuring the WBS, initiative owners should ensure that milestones are detailed enough to track costs to completion.  Milestones should be grouped into useful segments.  The WBS should be easily understandable and milestones should provide a means to track the progress of the projects that comprise the investment.  The milestones should be of an appropriate duration and named to provide external reviewers an insight into the objective of the milestone.
Section 6: Overview for Quarterly Control Review Data Elements

The FY08 Control Review will use information submitted into the eCPIC Control Review template, as well as the monthly EVM/Financial Analysis data outlined in Section 5.  The Control Review template in eCPIC leverages fields that are shared with the Exhibit 300, therefore updating the Exhibit 300 responses, as well as fields unique to the Agency.  The subsections below detail the data elements that will be a part of the quarterly Control Review process.
6.1
Cost and Schedule Variance

The cost variance and schedule variance are applicable to the DME components of DME and Mixed Lifecycle Initiatives. These indicators are evaluated monthly by OCIO via the Project Summary, as outlined in Section 5.  The integration of these data elements into the quarterly Control Review process supports an overall understanding of program performance and provides objective data that can be used to evaluate initiative progress against objectives.  Initiative owners will not be required to submit additional data beyond the monthly Project Summary for this part of the quarterly Control Review process.  
6.2
Cost and Schedule Over/Under-run


The cost and schedule over/under-run are applicable to the SS components of SS and Mixed Lifecycle Initiatives. These indicators are evaluated monthly by OCIO via the Project Summary, as outlined in Section 5.  The integration of these data elements into the quarterly Control Review process supports an overall understanding of program performance and provides objective data that can be used to evaluate initiative progress against objectives.  Initiative owners will not be required to submit additional data beyond the monthly Project Summary for this part of the quarterly Control Review process.
6.3
Investment Information
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Update the Initiative’s name and Point of Contact if necessary.  Click Save and Next [image: image12.png]


  to navigate to the next screen and save the data you entered.
6.4 Performance data
Instituting successful performance goals and measures allows for more effective management of programs and initiatives.  Defining and consistently measuring these indicators promotes increased visibility into IT performance and will allow GSA to gather appropriate agency data for use in funding decisions.  Performance goals are most effective when linked to agency mission.  The quarterly Control Review process is based on data that corresponds to the OMB Exhibit 300 PRM Table (Exhibit 300 Section I.D Table 2).
Performance results are captured in part through the quarterly Control Review using the Performance Reference Model (PRM), a standardized framework to measure the performance of Major IT initiatives and their contribution to program performance.  The PRM has three main purposes: 

· Help produce enhanced performance information to improve strategic and daily decision-making

· Improve the alignment and better articulate the contribution of inputs to outputs and outcomes, thereby creating a clear "line of sight" to desired results

· Identify performance improvement opportunities that span traditional organizational structures and boundaries

The Performance Reference Model Version 1.0, available at www.egov.gov  provides additional guidance for updating performance measures.  The following section also provides insight on how to report performance measurement data within the OMB Exhibit 300 PRM Table.  Definitions of the column headings in the OMB Exhibit 300 PRM Table include:
· Measurement Area:  Identifies one of four areas identified in the PRM (the Measurement Areas are: Technology, Processes and Activities, Customer Results, and Mission and Business Results).  For each fiscal year, at least one performance measure is required for each of the four Measurement Areas (i.e., a total of four performance measures per year).  However, more than four performance measures can be created if the project and/or program managers choose to measure more aspects of the initiative.  

· Measurement Category:  Collections within each Measurement Area describing the attribute or characteristic to be measured. 

· Measurement Grouping:  A refinement of the Measurement Category that identifies the type of performance measure.  The Measurement Groupings are intended to assist project managers in formulating the specific Measurement Indicators for their initiatives.  
· Measurement Indicator:  Identifies the type of metric that will be used to monitor the initiative’s performance.  The Measurement Indicator is required to support both the Measurement Area and Grouping.
  Indicators provide an additional level of guidance on the items and initiative aspects that can be measured for each Measurement Grouping.  Examples of some Measurement Indicators are: % of time system is available, time required to process a grant application, etc.  The Measurement Indicator should be such that measurement data can be captured and reported numerically.

· Baseline:  Measures a performance level for the identified performance metric at a point in time in the past that represents the starting point from which improvement efforts were or are to be measured. The content of the Baseline field should be a numerical value.  The descriptor for it should be the Measurement Indicator.

· Target:  This should be the numerical value of the target level to be achieved and maintained.  Over time, initiatives should be able to demonstrate improvements in a function or capability as the result of the initiative and maintain desired levels of performance.  Performance measures enable programs to assess whether or not they are achieving the intended levels of service.

· Actual Results:  Reports actual numerical performance level of the initiative for the period being evaluated.  While the intention is for Actual Results to coincide with Planned Improvements to the Baseline, in reality initiatives may not always achieve their Planned Improvements due to unforeseen factors and risks that arise over the course of a project/program.

Additional information about the PRM is available at www.feapmo.gov.

Performance measures should be measurable, quantifiable, and with results captured on a regular basis.  Performance measures with only annual results provide limited insight and guidance as to how well the initiative is achieving its goals.  Each initiative should have at least one measurement indicator for which updates are available at least quarterly to provide Project Managers and Agency leadership with information on initiative progress and performance throughout the year. 
FEA Performance Reference Model
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1. Update the actual results of performance measures as of December 31, 2007 (FY08Q1).

2. To modify or add actual results to a performance measure click Edit in the Right Column of the Performance Table in the Row for the specific measure being modified. 
3. Scroll to the bottom of the screen and update the appropriate information. 
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4. Click the Update button.
5. Please state the frequency upon which the measures report actual results.
6. Click Save and Next [image: image15.png]


  to navigate to the next screen and save the data you entered. 

Risk Data
Risk refers to an uncertain event or condition that, if it occurs, has an effect on a project’s cost, schedule, scope or quality.  Risk management includes the use of a comprehensive and iterative approach to identify, assess, monitor, mitigate, and resolve risks throughout the initiative life-cycle.  Best practices dictate that effective project risk management planning should be built upon a 4-phased approach, as illustrated in Exhibit 9.
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
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baselines beyond FY09 report the 

forecasted full lifecycle of their initiatives. 

Ex 300 Performance Baseline Table

Ex 300 Performance Baseline Table



All Major IT initiatives must report DME and 

SS milestones from FY05 and prior through 

FY09 for their performance baselines using 

a work breakdown structure (WBS) 

approach with associated cost estimates to 

create the set of cost and schedule 

milestones used to manage and track 

project performance.



GSA OCIO recommends that Major IT 

initiatives with insight into their performance 

baselines beyond FY09 report the 

forecasted full lifecycle of their initiatives. 



All Major IT initiatives must report DME and 

SS milestones from FY05 and prior through 

FY09 for their performance baselines using 

a work breakdown structure (WBS) 

approach with associated cost estimates to 

create the set of cost and schedule 

milestones used to manage and track 

project performance.



GSA OCIO recommends that Major IT 

initiatives with insight into their performance 

baselines beyond FY09 report the 

forecasted full lifecycle of their initiatives. 

Risk management ought to be practiced in a consistent, coordinated, and controlled manner throughout the life-cycle of a project.  Risk management substantially increases the chances of project success, reduces the likelihood of disruptive changes during implementation and results in better cost control and strategic planning.  Project Managers who actively manage risk are more likely to assign adequate resources to mitigate or resolve major risks, have more insight into potential problems, make better informed decisions, and establish a continuous feedback loop through which to learn from successes and mistakes. 

Initiative risk data will be captured as part of the quarterly Control Review process.  The Risk assessment examines if there is an up-to-date Risk Management Plan and reports on major risks that should be visible to key decision-makers.  Best practices indicate that an “up-to-date” Risk Management Plan consists of a plan that has been updated within the last three years.
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1. Enter whether the initiative has a Risk Management Plan.
2. If there is a Risk Management Plan, enter the date the plan was completed.
3. Indicate whether the Risk Management Plan has changed significantly since the initiative’s most recent submission to OMB.

4. If there have been significant changes to the initiative’s Risk Management Plan since the most recent OMB submission, please describe the changes in the field provided.
5. If there is no Risk Plan, indicate whether one will be developed.
6. If a Risk Plan is scheduled to be developed, please provide the planned completion date of the plan.
7. If no Risk Plan is scheduled to be developed, please explain how the initiative’s risks will be managed.
8. Click Save and Next [image: image18.png]


  to navigate to the next screen and save the data you entered.
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9. Please identify any significant upcoming or realized risks the initiative has or is expecting to encounter.
10. Click Save and Next [image: image20.png]


  to navigate to the next screen and save the data you entered.

6.5
Security Data

Security issues must be addressed when information systems are being developed or modified and be maintained during the operation of the system.  Security activities need to be an integral part of the initiative and must be cost-effective and risk based.  For IT initiatives under development, security planning must proceed concurrently with the development of the system to ensure that IT security requirements and costs for the life cycle of the initiative are identified and validated.  All IT initiatives must have up-to-date security plans and be fully certified and accredited (C&A) prior to becoming operational.  Anything short of a full certification and accreditation indicates that identified IT security weaknesses remain that have not been accepted by management. 

The quarterly Control Review requests that the date of the security plan as well as the date the C&A was performed be provided for initiatives.  For initiatives that are still in the planning or development phases (i.e., non-operational), the planned completion date for the security plan and C&A should be provided. 
[image: image21.png]ome to eCP osol plorer provided b a Ad atio =8| x|

Bl Edt Vew Favortes ook Hep | &
Qe - ) - (%] 2] | PDseasn Sferavois €] 0 L wl - L B
Aderess [(€] htps: jecpi.gsa.gov/PortalDeaul. aspatabindex=zatabid=2saction=intwizssec_id=1155beSc-eBcc-47bf-b533-aF 106c06dze2 B ERE

Security Plan

[Does this investment have an up-to-date security plan? C o O ves

1F an up-to-date securty plan exists, please provide the date of the plan. If no up-to-date sacurity plan exists, v

lesse provids the date vhen the sscurity plan will be updated,

Done [T [ [ @ wemet




1. Enter whether the initiative has an up-to-date Security Plan.

2. If a Security Plan exists, enter the date the plan was completed.
3. Click Save and Next [image: image22.png]


  to navigate to the next screen and save the data you entered.

The C&A: Systems in Planning section should be used to provide security information for all systems that comprise the larger investment that are in the planning phase. This should only include the systems that are still in development (i.e., requesting “Planning” and “Acquisition” funding in the Summary of Spending table) and are not yet operational.  
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- To update system data, click the “Edit” button on the right of the table next to the system that has already been entered into eCPIC. Once the edits are complete in the fields towards the bottom of the table, click “Update.”

-To enter a new system, complete the fields towards the bottom of the table and click the “Add” button.

4. Identify name of the system in the planning phase.
5. Identify whether the system is operated by GSA or contractor staff.
6. Identify the planned date that the system will become operational.
7. Identify the planned or actual date for Certification and Accreditation of the system.  
8. Click Save and Next [image: image24.png]


  to navigate to the next screen and save the data you entered.

The C&A: Operational Systems section should be used to provide security information for all systems that comprise the larger investment that are in the operational/steady state maintenance phase.  This should only include the systems that are requesting “Operations and Maintenance” funding in the Summary of Spending table.
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-To update system data, click the “Edit” button on the right of the table next to the system that has already been entered into eCPIC. Once the edits are complete in the fields towards the bottom of the table, click “Update.”

-To enter a new system, complete the fields towards the bottom of the table and click the “Add” button.

9. Identify the name of the system in the Operational Phase.
10. Identify whether the system is operated by GSA or contractor staff.
11. Identify the risk impact level for the system.  NIST FIPS refers to the National Institute for Standards and Technology Federal Information Processing Standards.
12. Identify whether a C&A has been completed on this system using NIST 800-37.

13. Identify the completion date for Certification and Accreditation of the system.

14. Identify standards used for the security controls test.

15. Identify the completion date for the security controls test.

16. Identify the completion date for testing for the contingency plan.

17. Click Save and Next [image: image27.png]


  to navigate to the next screen and save the data you entered.
6.6
Operational Analysis Data

An operational analysis refers to a method of examining the current performance of an operational (steady state) initiative or the steady state portion of a mixed initiative and measuring that performance against an established set of cost, risk and value parameters.  Conducting an operational analysis is an industry best practice that was developed to periodically evaluate steady state and mixed initiatives and ensures that they are continuing to meet cost, risk and value expectations.  

Operational analysis involves the collection of information concerning a capital asset’s performance and the comparison of this performance with an established baseline.  Asset performance measures should include how well the asset supports customers and stakeholders and how well the asset is managed by the Agency.  The outputs of this process are recommendations to agency resource managers as to the asset’s continued use, modification, improvement, or termination.

The prescribed methodology for an operational analysis should leverage the following items, including an analysis of alternatives, performance metrics, customer survey data, budgetary and actual cost data, and a Post Implementation Review (PIR) document.  The results of an operational analysis are used to demonstrate the need for additional Development, Modernization, or Enhancement (DME) funding; provide an upgrade to the existing steady state environment; maintain the status quo; or dispose of an IT asset. 

The quarterly Control Review will ask for the following data elements:

· Whether or not the Operational Analysis has been conducted

· If so, what is the date that the analysis was conducted
· If not, is there a planned date to conduct the analysis

· A high-level summary of the results of the operational analysis 
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1.    Enter whether an operational analysis was conducted for Steady State operations.

2.    If an operational analysis was conducted, enter the date it was completed.

3.    If an operational analysis was conducted, describe the results.

4. If an operational analysis was not conducted, explain why not and describe if there are any future plans to conduct an analysis.

5. Click Save and Next [image: image30.png]


  to navigate to the next screen and save the data you entered.
6.7
Control Submission Completion
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1. If all applicable initiative information has been provided and there are no more updates to be made to the Control Review data, click the Yes radio button.

2. Click Save and Next [image: image32.png]


  to save the data you entered.

Section 7: Control Indicators
Upon project managers’ completion of the requested Control data, a “traffic light” (i.e. Red, Yellow, Green) system will be associated with the initiatives to indicate the performance of GSA’s IT portfolio.  The initiative status of each Control section is identified with a color based on the data call information.  Descriptions of the indicators for each Control section are in Appendix A.  
The indicators provide a helpful overview to executive review boards and identify areas where Agency leadership may have an interest and need for awareness.  The indicators align to the data elements requested; namely, cost variance, schedule variance, risk management, performance measures, security, and operational analysis.
Section 8: Role of the Initiative Owner
The initiative owner is responsible for providing updated information into eCPIC on a quarterly basis.  The OCIO staff will work with the initiative owner to ensure that the data is updated accurately within eCPIC, and will provide additional support upon request.  After the initiative owner completes the template on a quarterly basis, the OCIO staff will consolidate this information for presentation into a profile card.  The profile cards will be sent to the initiative owner for confirmation of the accuracy and validity of the data, as well as to communicate a preliminary notification of the Red/Yellow/Green indication for each criterion.  The initiative owner will have the opportunity to respond to the profile card and provide updates to the data if necessary.  OCIO will finalize all profile cards before finalizing results for ITC and BSC review. 
Section 9: Executive Review

Initiatives’ Control data are consolidated by the OCIO into an executive format and provided to ITC.  The ITC reviews the Control information and provides recommendations on initiative performance.  The Chair of the ITC provides the Control Review information and recommendations to the Business Systems Council (BSC) for proposed actions and decisions regarding the IT portfolio. 
9.1
Information Technology Council (ITC)
The ITC reviews initiatives’ Control Review information once per quarter.  As part of this review, OCIO will provide an executive briefing that consolidates the results at a portfolio level.  The profile cards will also be available for more detailed review, as necessary.  After reviewing the Control information, the ITC may develop recommendations on initiatives and propose corrective actions, if necessary.  Based on the analysis of the initiatives, ITC recommendations may include: 
· Continue As-Is:  The initiative is proceeding within acceptable cost and schedule variances; performance targets and milestones are being met; managers have the appropriate risk mitigation strategies; the security components and processes remain viable.  Any deviation from these conditions can be corrected within the scope and budget of the existing initiative.

· Modify:  A change to the initiative scope, budget or timetable is needed to enable the initiative to meet its objectives; or objectives have changed that require modifications to the scope, budget or timetable.

· Accelerate:  External factors require the initiative to be completed sooner than expected or initiative resources are available that can enable an acceleration of initiative schedule.

· Decelerate:  The initiative timetable or funding needs to be adjusted to allow the initiative an opportunity to regain acceptable cost, schedule, and/or performance levels.  Or, external factors, such as dependence on another initiative, require extending the project life cycle.

· Suspend:  It is not cost-effective to proceed with further development or ongoing activity until problems stemming from resource shortfalls, initiative performance, system dependencies, or other external issues are resolved.  In addition, a realignment of Agency priorities among existing IT initiatives may result in the suspension of an initiative.

· Cancel:  The initiative is no longer required or there is a low probability that it will ever meet acceptable cost, schedule or performance levels.  It is more economical and in the Agency's best interest to end the initiative (and potentially replace it) rather than fund a corrective effort.

The Chair of the ITC will provide the Control Review summary and ITC recommendations to the BSC for final endorsement.  

9.2
Business Systems Council (BSC)

The BSC will have the opportunity to review the Control Review summary and IT portfolio recommendations provided by the ITC.  Based upon its review, the BSC requests actions and provides final recommendations back to the ITC and/or project managers as deemed necessary.  The BSC is responsible for the final Agency decisions regarding the IT initiatives or for obtaining the approval/concurrence of the GSA Administrator when necessary.     
Section 10: Conclusion

GSA’s Control process is designed to enhance the initiative performance information available at monthly and quarterly increments throughout the year for Agency leadership. This process continues to improve the basis for decision-making within the Agency.  In addition, the Control process works to align the Agency with Federal regulations and requirements from OMB and Congress.  With GSA’s execution of these Control processes, Agency leadership will retain visibility and awareness of Major initiatives within its IT portfolio and ensure that limited resources are used both efficiently and appropriately.  The Control mechanism at GSA is an iterative process that will continue to develop over time as lessons learned are incorporated and as Agency requirements evolve.
.  

Appendix A: Quarterly Control Review Profile Card and Indicator Criteria
FY08Q1 CONTROL REVIEW PROFILE CARD
	Initiative Name

	Initiative Summary

	

	POC
	
	PM
	
	Lifecycle Stage
	

	Earned Value Metrics (As of 12/31/07) 

	Baseline Data (As of 12/31/07)

	Planned Start Date
	10/01/2007

	Planned Cost to Complete 
	

	Planned Completion Date
	09/30/2008

	

	Schedule Variance Percent (SV%)
	
	Schedule Variance  (SV)
	

	Cost Variance Percent (CV%)
	
	Cost Variance  (CV)
	

	

	Schedule Under-run/Over-run %
	
	Operational Schedule Under-runs/Over-runs
	

	Cost Under-run/Over-run %
	
	Operational Cost Under-runs/Over runs
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Cost Variance

Additional Scoring Guidance:



If cost variance is “negative” the project is over budget



If cost variance is “positive” the project is under budget

Initiative demonstrates an 

overall DME cost variance 

between 0% and +/- 10%

Initiative demonstrates an 

overall DME cost variance 

between +/- 10% and +/-

30%

Initiative demonstrates an 

overall DME cost variance of 

a +/- 30% or more 

Initiative should score green 

if initiative is operating at 

acceptable cost levels and is 

not currently in jeopardy of 

approaching “high-risk”

status. 

Initiative should score yellow 

if cost variance is 

approaching unacceptable 

cost levels and is in potential 

jeopardy of approaching 

“high-risk” status. 

Initiative should score red if 

the cost variance for the 

initiative is above or below 

acceptable levels. +/- 30% 

threshold is set as 

acceptable limit as per 

OMB’s guidance for what 

they consider to be “high-

risk”. Any initiative that has 

cost variance equal to or 

worse than this level will 

receive a red score and 

requires a corrective action 

plan. 

A measure of the DME 

actual costs as compared to 

the DME planned costs 

Green Yellow Red Item

Additional Scoring Guidance:



If cost variance is “negative” the project is over budget



If cost variance is “positive” the project is under budget

Initiative demonstrates an 

overall DME cost variance 

between 0% and +/- 10%

Initiative demonstrates an 

overall DME cost variance 

between +/- 10% and +/-

30%

Initiative demonstrates an 

overall DME cost variance of 

a +/- 30% or more 

Initiative should score green 

if initiative is operating at 

acceptable cost levels and is 

not currently in jeopardy of 

approaching “high-risk”

status. 

Initiative should score yellow 

if cost variance is 

approaching unacceptable 

cost levels and is in potential 

jeopardy of approaching 

“high-risk” status. 

Initiative should score red if 

the cost variance for the 

initiative is above or below 

acceptable levels. +/- 30% 

threshold is set as 

acceptable limit as per 

OMB’s guidance for what 

they consider to be “high-

risk”. Any initiative that has 

cost variance equal to or 

worse than this level will 

receive a red score and 

requires a corrective action 

plan. 

A measure of the DME 

actual costs as compared to 

the DME planned costs 

Green Yellow Red Item
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Schedule Variance

Initiative demonstrates an 

overall DME schedule 

variance between 0% and 

+/- 10%

Initiative demonstrates an 

overall DME schedule 

variance between +/- 10% 

and +/- 30% 

Initiative demonstrates an 

overall DME schedule 

variance of a +/- 30% or 

more 

Additional Scoring Guidance:

Schedule variance is the difference between actual work completed and the planned work 

schedule.



If schedule variance is “negative” the project is behind schedule



If schedule variance is “positive” the project is ahead of schedule

Initiative should score green 

if initiative is operating at 

acceptable schedule levels 

and is not currently in 

jeopardy of approaching 

“high-risk” status. 

Initiative should score yellow 

if schedule variance is 

approaching unacceptable 

schedule levels and is in 

potential jeopardy of 

approaching “high-risk”

status. 

Initiative should score red if 

the schedule variance for 

the initiative is above or 

below acceptable levels. +/-

30% threshold is set as 

acceptable limit as per 

OMB’s guidance for what 

they consider to be “high-

risk”. Any initiative that has 

schedule variance equal to 

or worse than this level will 

receive a red score and 

requires a corrective action 

plan. 

A measure of progress on 

DME scheduled work

Green Yellow Red Item

Initiative demonstrates an 

overall DME schedule 

variance between 0% and 

+/- 10%

Initiative demonstrates an 

overall DME schedule 

variance between +/- 10% 

and +/- 30% 

Initiative demonstrates an 

overall DME schedule 

variance of a +/- 30% or 

more 

Additional Scoring Guidance:

Schedule variance is the difference between actual work completed and the planned work 

schedule.



If schedule variance is “negative” the project is behind schedule



If schedule variance is “positive” the project is ahead of schedule

Initiative should score green 

if initiative is operating at 

acceptable schedule levels 

and is not currently in 

jeopardy of approaching 

“high-risk” status. 

Initiative should score yellow 

if schedule variance is 

approaching unacceptable 

schedule levels and is in 

potential jeopardy of 

approaching “high-risk”

status. 

Initiative should score red if 

the schedule variance for 

the initiative is above or 

below acceptable levels. +/-

30% threshold is set as 

acceptable limit as per 

OMB’s guidance for what 

they consider to be “high-

risk”. Any initiative that has 

schedule variance equal to 

or worse than this level will 

receive a red score and 

requires a corrective action 

plan. 

A measure of progress on 

DME scheduled work

Green Yellow Red Item
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Appendix B: Baseline Change Control Process

Introduction
The baseline change control process is the process by which an initiative’s total cost, completion date, and/or scope are revised. Objectives of this baseline change control process include:

· Documenting a standardized way to define, document, and approve changes to an initiative baseline throughout an initiative’s lifecycle. A standardized process ensures that initiative baseline changes align with the General Services Administration’s (GSA) strategic initiatives, program business objectives, and budgetary parameters.  In addition, a standard baseline change request process maintains the integrity of the Capital Planning and Investment Control Process and associated baselines, while also adhering to OMB and Earned Value requirements. 
· Ensuring there are mechanisms in place to facilitate the changes of initiative baselines in a timely fashion at the appropriate management level.

· Providing accountability and traceability in the baseline change decision-making process and the initiative’s project management history.

It is important to differentiate between re-baselining and re-planning.  

· Re-baselining is the process by which an initiative’s total cost, completion date, or scope is revised.  Baseline changes may include:

· Addition/Deletion of Milestones
· Modification of Baseline Start and End dates
· Modification of Baseline Costs
· Change of Scope
· Change in Funding
· Re-planning does not change the total cost, completion date, or scope of an initiative.  It refers to any change to an initiative’s underlying planned activities that are required to meet the initiative’s baseline:

· Decomposition of existing milestones into a lower level of detail (maintaining the same overall cost and schedule)

Since re-planning is internal to an initiative and does not change the initiative’s baseline, it is normally initiated by the Project Manager and approved by the OCIO Staff in conjunction with the Project Sponsor.

Scope of Baseline Change Control Process

The baseline change control process will be applied to all Major Information Technology (IT) Initiatives in the General Services Administration’s IT portfolio.  This includes all IT Initiatives (i.e., Mission Systems, Business Systems, IT Infrastructure, IT Services, or General Office Automation) that are classified as Major.

Types of Baseline Changes

Proposed changes to the initiative cost, schedule, or performance baseline are either directed or initiative-driven.

· Directed Change
A directed change is a change imposed on an initiative by an authority external to the initiative, and includes legislative changes, court decisions, and re-scoping or redirection by the Business Systems Council (BSC).  Directed changes could also be the result of funding decisions from the Select Process.
· Initiative-Driven Change

Most baseline changes are initiative-driven changes.   For example:

· Initiative delays may result from delays in contracting actions, which were greater in magnitude than projected during the risk management planning process.

· A Program/Project Manager may request to decelerate a milestone due to new scope or requirements, thereby changing the initiative completion date.

It is important to note that poor initiative planning, faulty risk management, forgotten or missed tasks, inadequate contract management, or poor cost estimating are not acceptable justifications for initiative-driven baseline change requests.

Baseline Change Control Process

The following activities will occur when an initiative’s baseline needs to be revised.

Baseline Change Control Process
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· STEP 1: Program/Project Manager Documents a Change Request (Responsibility:  Program/Project Manager)
Program/Project Manager completes the Change Request template within eCPIC and submits it to the OCIO Staff.  The Program/Project Manager must outline the circumstances that necessitate changing the baseline (e.g., who requested the change, why the change is requested) and describe the impact of the baseline change on the initiative, program area and other GSA organizations.  Impacts should discuss the positive and negative effect of the change on quality, overall cost, schedule, and project dependencies, as applicable.  Consideration should also be given to the impact of the baseline change on interdependent initiatives.  All proposed changes must be approved by the Project Sponsor before submission to the OCIO Staff for processing.

· STEP 2: OCIO Staff Processes and Reviews Change Request (Responsibility:  OCIO Staff)
The OCIO Staff reviews the Change Request and provides initial feedback to the Program/Project Manager.  The OCIO Staff will determine approval authority and process the request accordingly.  They also provide all documentation to the Information Technology Council (ITC) as read-aheads to their monthly meetings.
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· STEP 3:  ITC Review and Assessment (Responsibility:  ITC)
The ITC reviews the BCR and determines whether additional information is required prior to their scheduled monthly meeting.  As necessary, the ITC members may forward questions and clarification requests to the Program/Project Manager for response in advance of the meeting.  The BCR is presented to the ITC members at the meeting by an SSO representative.  Members will evaluate the scope, applicability, and impact of each requested change, focusing specifically on the items that affect cost, schedule, and performance. After reviewing the Baseline Change Request, the ITC either denies or approves the request or defers decision to BSC.

· STEP 4: BSC Review and Assessment (Responsibility:  BSC)
The BSC reviews the BCR and determines whether additional information is required prior to their scheduled meeting.  The BCR is presented to the BSC members at the meeting by an SSO representative.  Members will evaluate the scope, applicability, and impact of each requested change, focusing specifically on the items that affect cost, schedule, and performance. After reviewing the Baseline Change Request, the BSC either denies or approves the request.

· STEP 5: Notification of Decision (Responsibility:  Program/Project Manager and OCIO Staff)
The OCIO Staff notifies the Program/Project Manager of the final decision.  Program/Project Managers desiring to appeal the decision may re-initiate the request by providing additional information that would possibly change the final decision.  The request is then processed as described in Steps 2-4 above.

eCPIC will modify the initiative baseline to reflect any approved changes.  The OCIO Staff maintains documentation to ensure an audit trail is available for all baseline changes, rationales, and decisions.  Unauthorized changes to initiative baselines will be reported to the BSC, ITC, and CIO by OCIO Staff for appropriate action.

Appendix C: Performance Baseline Change Request (PBCR)
As a means for better management of work breakdown structures and performance baseline table data, performance baseline change management functionality has been introduced into eCPIC.  This change management system will allow administrators to manage the number and type of updates made to the approved performance baseline table within eCPIC processes, allowing users to initiate change requests prior to making baseline updates.  This will eliminate the use of Excel Workbooks and consolidate reporting into eCPIC.  These updates can then be monitored, managed, edited, and approved by the appropriate level of management. 
A Performance Baseline Table Change Request (PBCR), when initiated, will create an independent working copy of the approved Performance Baseline table and its data, allowing users to make updates to data, without modifying the approved baseline.  Users can then submit the PBCR to an eCPIC administrator.  Administrators can then use the information supplied by the user in the PBCR to follow agency specific processes for approving baseline updates.  When the PBCR is approved, the proposed baseline within the PBCR will replace the data in the Performance Baseline table and will become the approved baseline for the investment.

Performance Baseline Table Change Requests

Users can initiate, modify, or view a change request from the Performance Baseline table.  Above the Performance Baseline table, there is a new icon ([image: image44.bmp]) that will open the PBCR window:

1. To initiate a new change request, or modify or view an existing change request, click the PBCR icon ([image: image45.bmp]) on the upper left corner of the Performance Baseline Table.
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2. A new window will appear containing the PBCR form
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Performance Baseline Table Change Request Workflow

A PBCR, once created, will travel through a series of steps in its lifetime.  Each of these steps are monitored and tracked by eCPIC.  From certain phases, the PBCR may be limited to the next possible phase.  The life of a PBCR may pass through any of the following phases:
	Status
	Description
	Available Next Actions

	New Change Request
	There is no PBCR available for this investment.  A new PBCR must be initiated.
	In Progress

	In Progress
	This PBCR is in a working state.  Users and Admins may update and view the PBCR.
	Submitted, Deleted

	Submitted
	The PBCR has been submitted to Administrators for approval.  Users may view the PBCR in a read-only state.  
	Approved, Denied Pending Changes, Deleted

	Denied Pending Changes
	An Admin has returned the PBCR to the User for review and updates.  The PBCR may be resubmitted for approval.
	Submitted, Deleted

	Approved
	The Admin has approved the PBCR.  The proposed baseline was accepted and may be found in the Performance Baseline table as the approved baseline.
	No Action Available

	Deleted
	The PBCR has been deleted and is no longer active.  A new PBCR must be initiated for this investment.
	No Action Available


Initiating a New Performance Baseline Table Change Request

If no PBCR is currently open for the current investment, a new PBCR can be initiated.  To initiate a new PBCR from within the PBCR from:

1. Fill out appropriate information within the PBCR form.

2. Click on the Initiate a New Performance Baseline Table Change Request icon ([image: image48.bmp]) in the upper right corner of the PBCR form.
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3. Click OK to continue and Initiate the PBCR.
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4. The PBCR has now been initiated and its status will now be set to In Progress
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Preparing a Performance Baseline Table Change Request

A Performance Baseline Table Change Request (PBCR) contains three (3) sections; General Information, Proposed Baseline, and Summary and Justification.  Each of these sections is broken out into a tab within the PBCR form and captures the details of the PBCR.
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Performance Baseline table Change Request Navigation

Within the PBCR, the top navigation and header bar will be used to navigate and save throughout the PBCR. 
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From within a PBCR the following icons will be available to perform PBCR actions:
	[image: image54.bmp]
	Save
	Saves updates made to the current tab of the PBCR

	[image: image55.bmp]
	Undo
	Will revert any changes made to the current tab of the PBCR since the last save point

	[image: image56.bmp]
	Delete
	Deletes a PBCR.  The PBCR will no longer be available for updates or submission for approval.

	[image: image57.bmp]
	Initiate
	Initiates a new PBCR if one does not currently exist for current Investment

	[image: image58.bmp]
	Submit
	Submits a PBCR for approval by an Administrator

	[image: image59.bmp]
	Deny
	Returns the PBCR to the user in a Denied Pending Changes status (Admin Only)

	[image: image60.bmp]
	Approve
	Approves a PBCR (Admin Only)

	[image: image61.bmp]
	Excel Export
	Generates an Excel export of the current PBCR

	[image: image62.bmp]
	Go Back
	Navigates back to the Manage PBCR page (Admin Only)


General Information Section
This General Information section of the PBCR form contains general information about the change request including a justification of its impact and a rationale for the change, and the type of change being requested along with some historical data about the life of the PBCR.  The following table outlines the information captured on this page:
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	Name of Field
	Description

	a
	Investment Name
	The name of the Investment for which the PBCR is being created.  This field is auto-populated based upon the current investment and is read-only.

	b
	Cost and Schedule Type
	The cost and schedule type for which the PBCR is being created.  There are 3 cost and schedule types: Baseline Comparison (II.C.), Steady State Baseline Comparison (III.B.), EGov Baseline Comparison (IV.C.).  The roman numerals after each type refer to the section in the Exhibit 300 where the performance baseline table is found.  This field is auto-populated based upon the current performance baseline table and is read-only.

	c
	Project Manager
	The Name of the Project Manager for this Investment.  This field is pre-populated based upon the ‘Project Manager Name’  field found in Section I.A – Overview of the Exhibit 300 process but can be updated by the user.

	d
	Point of Contact
	The Name of the Point of Contact for this Investment.  This field is pre-populated based upon the ‘Point of Contact’ field found the Initiative Definition section of an investment but can be updated by the user.

	e
	Change Type
	The type of change being requested by this change request.  This field is a pick list and is customizable by the system administrator.  NOTE:  This field is required prior to submitting a change request.

	f
	Status
	The current status of the change request.  This field is read-only and is automatically updated as a change request moves through the workflow.

	g
	Submitted By
	The name of the user who last submitted this change request for approval.  This field is read-only and is automatically updated as a change request is submitted.

	h
	Submitted On
	The date and time the change request was submitted for approval.  This field is read-only and is automatically updated as a change request is submitted.

	i
	Approved By
	The name of the user who approved this change request.  This field is read-only and is automatically updated as a change request is approved.

	j
	Approved On
	The date and time the change request was approved.  This field is read-only and is automatically updated as a change request is approved.

	k
	Overall Rationale for Change
	An explanation of reasoning for submitting the change request.  NOTE:  This field is required prior to submitting a change request.

	l
	Overall Impact of Change
	An explanation of the impact that submitting this change request will have on the current approved baseline.  NOTE:  This field is required prior to submitting a change request.

	m
	Revision Comment
	A general purpose comment field.  Each time a PBCR moves through phases in its lifecycle, the revision comment is appended to the History to provide historical tracking and allow messaging between users.


To view the history of a PBCR:

1. Click on the View History link at the bottom of the form.
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2. This will display the full history of the current PBCR.
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Proposed Baseline Section
The Proposed Baseline Section of the PBCR form contains the Proposed Baseline table which represents the proposed baseline being submitted for approval in this change request.  For a new PBCR this will be a copy of the approved Performance Baseline table from which the PBCR was initiated.  To view the Proposed Baseline Table:

1. Click on the Proposed Baseline tab at the top of the PBCR form
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2. This will display the Proposed Baseline Table
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The Proposed Baseline table functions similar to the Performance Baseline table.  The Proposed baseline does however, contain new features to help identify and monitor changes to the baseline.

Saving the Proposed Baseline

Changes made to the Proposed Baseline table can be saved using either the Update Values button, or the PBCR Save icon ([image: image68.bmp]) found at the top of the PBCR form.
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Undo Changes to the Proposed Baseline

Changes made to the Proposed Baseline table can be undone and restored to their last saved state using either the Reset Values button, or the PBCR Undo icon ([image: image70.bmp]) found at the top of the PBCR form.
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Proposed Baseline Update Identification

When using the Proposed Baseline table, all differences between the proposed baseline and the approved baseline will be tracked, and changes will be identified in the user interface.  Modified milestones may be highlighted in one of 3 colors:
· Green – The milestone was newly added, the milestone was added as a child to a milestone, or the milestone was moved; meaning that this milestone no longer has the same parent milestone as it did in the approved baseline. 

· Yellow – Data within the milestone was modified.

· Red – Indicates that the milestone was deleted from the proposed baseline.

Highlight All Changes

By default, deleted milestones will not appear in the Proposed Baseline table.  Deleted milestones will be deleted from the table interface as they normally would be in the Performance Baseline table.  Also, only milestones that are directly modified by the user will highlight in yellow.  This means that any parent milestone whose data changes because of a change to a child’s value will not be seen as a modification.  However, there is an option to include these types of modifications within the highlighting scheme. 
In the example below, the current baseline planned completion date was modified for milestone 1 – Planning, and milestone 4.2 – Application, and therefore, these milestones were highlighted in yellow to indicate an update to the baseline.  Due to the dependency between the current baseline planned completion date and the current baseline planned duration (hours), the planned duration (hours) value was also updated as it is auto-calculated, and the cells were again highlighted in yellow.  Milestone 4.4 – CMS was added to the proposed baseline as a new milestone and is highlighted in green.  Notice however, that milestone 4 – Development does not indicate that any modifications were made even though the milestones value were updated based upon the updates made to child milestone 4.2 – Application and the addition of milestone 4.4 – CMS.  Furthermore, please note that milestone 5 – Testing is not seen in the example below.  This milestone was deleted from the proposed baseline.
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To Highlight all changes:

1. Check the box labeled Highlight all changes (including deleted rows and values altered by rollups)
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With the Highlight all changes option selected, notice that milestone 4 – Development now indicates that changes have been made as its child values were modified and therefore affected the data at the parent level.  Also, milestone 5 – Testing was deleted and is therefore highlighted in red. 
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NOTE: Even though deleted milestones appear in the proposed baseline when the Highlight all changes option is selected, the values are not included when calculating parent milestone values and Project Totals.

To Un-highlight all changes:

1. Check the box labeled Highlight all changes (including deleted rows and values altered by rollups)
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The Proposed Baseline update identification is now restored to the default value.
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Summary and Justification

The Summary and Justification table is an abbreviated version of the Proposed Baseline and keeps a list of only the milestones that were modified and the action (Modify/Delete/Add/Move) that was taken on the milestone.  Furthermore, this table gives the user the ability to supply an Impact and Rationale for each milestone that has been added, modified, or deleted.  Items can not be added or deleted from this table as all the data is based upon modifications made to the Proposed Baseline table.  However, an Impact of Change and Rationale for Change may be supplied for each milestone in order to justify and explain any change made in detail.
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To add an Impact of Change and/or Rationale for Change to a milestone:

1. Click anywhere in the row containing the milestone for which you would like to add an Impact or Rationale.
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2. A popup window will appear containing a text box for  the Impact and Rationale, along with an OK and Cancel button
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3. Enter an Impact and/or Rationale into the appropriate text box
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4. Click OK
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5. You will now see the Impact and Rationale populated into the appropriate row.  
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NOTE: Due to the size of the table and the Impact of Change and Rationale for Change columns, the full text may not be visible, however, it is being properly stored. To view the full text, simply click the row.

Excel Export of a Performance Baseline Change Request

Once the PBCR has been filled out, an Excel export icon ([image: image83.bmp]) will be visible at the top of the template.  The Excel export will contain 4 tabs.  Three (3) tabs will represent the 3 tabs found in the PBCR form; General Information, Proposed Baseline, and Summary and Justification.  The fourth tab will be an export of the approved baseline to provide a means of comparison between the proposed baseline and the currently approved baseline.
To export a PBCR to Excel:

1. Click the Excel export button ([image: image84.bmp]) found in the top right corner of the PBCR.
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2. Select to Open the document or Save the document to the local computer.
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3. The data will now be populated within an Excel spreadsheet.
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Submit a Performance Baseline Change Request

Once a PBCR is complete and ready for submission, it can be submitted and sent to administrators for approval.  Once submitted, the PBCR will be in a read-only state and can no longer be modified by the user.   
To submit a PBCR:

1. Optionally, enter a Revision Comment into the Revision Comment text box.  This comment will be appended to the PBCR History once the PBCR is submitted.
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2. Click the Submit button ([image: image92.png])



) at the top of the PBCR form
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3. Click OK in the confirmation box

[image: image94.png] Table Change Request

[[General toformation i pppee el S e aanduto0

el
]
I£]
2]

Lorem ipsum dolor sit amet, consectety
elit. Sed quis orci. Sed sit amet justo, I
forChange | ocuere, turpis sed porta vulputate, i
rhoncus nisl, a semper mauris purus vil
Pellentesque habitant morbi tristique <e]
netus et malesuada fames ac turpis cod
‘Suspendisse potenti. Quisqus nonumm
lacus. Nullam vel tellus. In feis nibh, or]
pulvinar id, dictum vitae, dui. Cras quis

s Internet Explorer X

2 e you sure you want to Submi tis change request?

(T =

Nullsm ligula. Vivamus sapien mauris, egestas——T%T TIPS BMeMin. Mauris eget ligula. In at purus. [

Baseline Comparison (IL.C.)

Investment 7o 1nyestment A Costa schedule
project [vserz,Test ][ Addnewconact ] pomeorcontace  [r7Tes (W[ Addnewcomazs ]
B

e status n progress

=D o

agproved pm——

e

& habitant morbi risique senectus et
Eaca fames ac turps agestae.

Fotens. Quisage nonumrmy susciit
el tlia: T eis i, ormare aet
o vite, du. Cree dus enm:
ivarmus sapien maurs, egestas
huie, inccurt i, sk Suspendisse
L purus eht, vulputate o, port <t
[’ oy velneae sed fectus

3155 characters remaining

- Visw istory -

Edit Revision Comment:

3351 characters remaining





4. When submitted, the PBCR will become read-only, and the Status will change to Submitted along with the Submitted By and Submitted On fields being automatically populated.
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Delete a Performance Baseline Change Request

Deleting a PBCR will close the PBCR so that another can be created.  Deleting a PBCR is a permanent action and once deleted, this action can not be undone.  Once a PBCR is deleted, another PBCR will need to be initiated for changes to the Performance Baseline table to be made.
To delete a PBCR:

1. (Optional) Enter a Revision Comment into the Revision Comment text box.  This comment will be appended to the PBCR History once the PBCR is deleted
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2. Click the Delete button ([image: image97.png]


) at the top of the PBCR form
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3. Click OK in the confirmation box
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4. The PBCR will become read-only and the status will change to Cancelled
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NOTE: Deleting a PBCR cannot be undone and another PBCR will need to be initiated for changes to be made to the Performance Baseline table.

Denial and Approval of a Performance Baseline Change Request

An administrator has the ability to deny a PBCR and request to the user that certain updates be made prior to resubmitting and approval of the PBCR.  The PBCR status will be set to Denied Pending Changes.  A user can then access the PBCR through the Performance Baseline table and make the necessary updates before resubmitting.
The administrator will then approve the PBCR based on Agency level of approval.  When a PBCR is approved, an excel file is created identical to the Excel export, and saved within eCPIC for a historical record of the PBCR.  At the same time, the proposed baseline found in the Proposed Baseline table replaces the current approved baseline and the approved work breakdown structure can be found in the Performance Baseline table. 
NOTE: Once a PBCR is approved, it can not be undone.  The proposed baseline will now replace the previously approved baseline within the performance baseline table. 

View Performance Baseline Change Request History

Each time a PBCR incurs a change of status (Approve, Deny, Delete, Submit, In Progress), the action is logged in the PBCR history.  The PBCR history is a mechanism to allow auditing of the full life of the PBCR as well as a means for users and administrators to pass messages back and forth to inform one another of necessary changes or the changes that have been made. 
To View the PBCR history:

1. From the General Information tab, Click the View History link at the bottom of the PBCR form
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2. The PBCR history will seen at the bottom of the PBCR form
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Exhibit 9: Risk Approach








� OMB Federal Enterprise Architecture (FEA), “FY07 Budget Formulation 


FEA Consolidated Reference Model Document”


 (� HYPERLINK "http://www.whitehouse.gov/omb/egov/documents/CRM.PDF" ��http://www.whitehouse.gov/omb/egov/documents/CRM.PDF�) 
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