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INTRODUCTION

The purpose of the Earned Value Management (EVM) Handbook is to describe the overall EVM Program, including goals and objectives, stakeholders, roles and responsibilities, and description of the EVM processes.  
1.1 Scope

This EVM Handbook applies to all projects managed by the General Services Administration (GSA) Office of the Chief Information Officer (OCIO).  
1.2 EVM Program Objectives 

The GSA OCIO EVM Program Objectives include:
· Implementing an EVM Program that meets Federal guidelines and is in full compliance with General Services Administration (GSA) best practices EVM Process

· Establishing a comprehensive EVM Governance process that will enable the GSA OCIO to identify and take corrective action in a timely manner to help ensure we meet our business objectives while satisfying our cost and schedule constraints
1.3 Document Overview

The EVM Handbook describes the EVM Program structure and processes. Changes and improvements are anticipated and will be incorporated in future revisions.  The EVM Handbook identifies and describes the following:

· Background and scope of the EVM Program (Section 1)

· Document relationship between this EVM Handbook and other GSA and Contractor EVM Documents and Plans (Section 2)
· EVM Criteria and Definitions (Section 3)

· Organization roles and responsibilities associated with the EVM Program (Section 4)

· Processes to be employed in performing EVM Activities (Section 5)

· Acronyms (Section 6)
· EVM Project Schedule Template (Appendix A)

· EVM Project Approval Form (Appendix B)
· EVM Rebaselining Approval Form (Appendix C)

1.4 References

The following documents are referenced in the GSA OCIO EVM Handbook:

· GSA OCIO Earned Value Management System: A Guide to Implementing the ANSI Standard, January 2008
GSA System Development Life Cycle Guidance Handbook, August 2006

2 GSA OCIO EVM HANDBOOK Relation to other EVM DocumentS
Within the GSA OCIO, there are several inter-related EVM Documents.  The following describes each of these documents and the intended audience:

· GSA OCIO, Earned Value Management System “A Guide to Implementing the ANSI Standard.”  This document defines the overall EVM standard for the entire GSA.  It is very detailed in nature with references to the Federal standards and guidelines that are driving the GSA EVM programs.  It also provides detailed definitions and examples including EVM calculations and required EVM deliverables.  The intended audience is any government or contractor personnel who will be responsible for implementing EVM.
· GSA OCIO EVM Handbook.  The GSA OCIO EVM Handbook is this document and it  defines the overall EVM Process from the Government’s point of view.  It includes the steps required for projects to meet the EVM criteria including all required forms.  The intended audience is the Government and various contractor personnel as approved by the Government Project Manager (PM).
· GSA OCIO Integrated Baseline Review (IBR) Process Guide.  An IBR is a formal review conducted by a Service and Staff Office (SSO) and their contractor counterparts, following contract award, to verify the technical content of the Performance Measurement Baseline and the accuracy of the related resources (i.e. budgets) and schedules. The IBR guide is intended to improve the overall understanding of the GSA Integrated Baseline Review and enhance its contribution to program success. The guide defines the purpose, goals, and objectives of the IBR process and provides a common framework for IBR execution. It should be used to prepare for and conduct initial IBRs and subsequent reviews, as needed.
· GSA Quarterly Control Review User Guide.  This comprehensive manual provides detailed instructions for monthly and quarterly EVM and financial reporting data, including guidance on the proper development and maintenance of a formal Work Breakdown Structure (WBS). It also provides detailed explanations of key Control Review concepts. 
· Contractor EVM Plan.  It is intended that each contractor that has an EVM requirement will develop their own EVM Plan, which defines how they will meet their contractual EVM requirements while being in full compliance with the GSA OCIO EVM Standard.  The intended audience is the contractor personnel with approval from the Government PM and other government personnel as appropriate.


Figure1 shows the relationships among the key EVM documents.

[image: image2]
Figure 1.  Relationship of GSA OCIO EVM Standards and Plans
3 EVM critEria and definitions
The following sections define the EVM criteria that will be used in determining whether a project must follow the EVM Process as well as providing the various EVM thresholds for acceptable performance.

3.1 EVM Project Definition
EVM is a required process for all major IT initiatives. At GSA, a major IT initiative is a system, program, and/or project (s) that meets the following criteria:

· Requires special management attention because of the initiative’s importance to agency mission; 

· Served as a major initiative in the previous year and is continuing; 

· Is for a financial system and spends more than $500,000 annually; 

· Is directly tied to the top two layers of the Federal Enterprise Architecture (Services to Citizens and Mode of Delivery); 

· Is an integral part of the agency’s modernization blueprint (Enterprise Architecture Target vision); 

· Has significant program or policy implications; 

· Has high-level executive visibility; or 

· Is defined as a major through the GSA IT Governance process.  
3.2 EVM Thresholds

3.2.1 Schedule Variance
For each reporting period, projects will be assigned a green, yellow or red status based on the following thresholds for schedule:
· Green:  Work completed is less than 10 percent over/under the schedule in the Performance Measurement Baseline (PMB)
· Yellow:  Work completed is 10 percent to 20 percent over/under the schedule in the PMB
· Red:  Work completed is more than 20 percent over/under the schedule in the PMB 
3.2.2 Cost Variance

For each reporting period, projects will be assigned a green, yellow or red status based on the following thresholds for costs:
· Green:  The cost of the work completed is less than 10 percent over/under the budgeted cost
· Yellow:  The cost of the work completed is 10 percent to 20 percent over/under the budgeted cost
· Red:  The cost of the work completed is greater than 20 percent over/under the budgeted cost
4 EVM Program ROLES AND RESPONSIBILITIES 

The personnel roles that effectively promote and implement the EVM Program within GSA OCIO are the following:

· GSA CIO 
· GSA OCIO Director, Enterprise Management Services (IE)
· GSA OCIO Director, IT Portfolio Management Division (IEE)

· GSA OCIO Program/Project Managers (P/PMs)
External personnel roles participating in EVM implementation include:
· Contractor EVM Manager
· GSA OCAO
The responsibilities for each of these roles are discussed in the following sections.

4.1  GSA CIO

The GSA CIO is responsible for ensuring that the governance structure, policies, and practices are in place to enable the EVM Program to meet stated goals and objectives.  The GSA CIO also reviews the status of EVM Program activities on a periodic basis, allocating additional resources, if required. The GSA CIO may request ad hoc reports on the status of a project on an as needed basis.  The GSA CIO’s major responsibilities in support of the EVM Program include:

· Approving necessary policy and associated guidance to define an acceptable EVM Program

· Making the required resources available for successful EVM implementation
· Ensuring the IT Governance structures are in place and actively engaged for decision making and coordination

· Taking corrective action for non-compliance issues 

4.2 GSA OCIO Director, Enterprise Management Services (IE)
The GSA OCIO Director of Enterprise Management Services (IE) oversees and participates in coordinating EVM implementation for GSA’s major IT portfolio The major responsibilities in support of the EVM Program include:
· Working with the Director, IEE to define and implement the GSA OCIO EVM Program

· Approving GSA EVM guidance 
· Coordinating EVM policy, activities, and approvals through established governance boards and committees. 
4.3 Director, IEE
The Director, IEE is responsible for the overall development and implementation of the EVM Program within the GSA OCIO, and for coordination of EVM policies and procedures with GSA staff and service offices (SSOs).   The Director defines and administers the EVM program in accordance with GSA requirements, policies, standards, and procedures.  The primary responsibilities of the Director are planning, authorizing, and coordinating the implementation of the EVM program activities.  The Director’s major activities within these areas include:

· Working with the Director, IE to define and implement the GSA OCIO EVM Program
· Working with the PM’s and GSA OCIO stakeholders to train and promote the GSA OCIO EVM Program

· Developing and maintaining GSA OCIO EVM Program supporting documentation
· Assisting the GSA OCIO Division Directors to create the required EVM documentation and ensuring that they are meeting the GSA OCIO EVM policies and guidelines

· Working with the Contracting Officer, the GSA PM, and others, as applicable, to ensure the contractor’s EVM implementation (processes, tools, reports, etc) complies with the contract’s EVM certification requirements (EVM Compliance Review)
· Reviewing all contractor developed EVM Plans to ensure that they are meeting the GSA EVM requirements

· Coordinating approval of required EVM Documentation (e.g., EVM Plan, EVM Reports, PMP, PMB, Project Schedules) submitted by the various projects in accordance with GSA policy, including Integrated Baseline Reviews (IBRs) after award, and when changes are made to the PMB 
· Reviewing all EVM reports submitted by the contractors IAW the various statements of work (SOW)

· Reporting status of EVM activities and metrics to designated GSA governance bodies 

· Tracking and resolving corrective actions as required

· Escalating issues/concerns through proper reporting channels

4.4 GSA OCIO Program/Project Managers (P/PMs)
The GSA OCIO P/PMs are responsible for leading and monitoring initiative work to successfully deliver required outputs and outcomes on time, within budget, and at an acceptable level of quality.   As part of this responsibility, P/PMs must recognize when an initiative meets the criteria for applying EVM   The GSA OCIO P/PMs’ major activities in support of the EVM Program include:

· Developing the project work breakdown structure and schedule

· Participating in an Independent Baseline Review (IBR) to validate the adequacy of the Performance Measurement Baseline to address the entire scope of work, and ensure awareness and understanding of potential risks

· Monitoring initiative progress and performance to ensure early detection of issues, including regularly reviewing contractor EVM reports and working with the IPT and contractor to address variances and other situations requiring mitigation or corrective action

· Disseminating EVM reports to designated management and governance bodies, and developing and presenting recovery plans to address performance shortfalls or other changes to the environment

4.5 Contractor EVM Manager
The contractor Earned Value Manager is responsible for implementing an acceptable EVM process for their program/project.  The EVM Manager’s major activities include:
· Ensuring the EVM process is implemented as defined by the contract
· Developing and maintaining the EVM task schedule

· Delivering required EVM Plans and EVM Reports and issues to the appropriate GSA OCIO management
· Holding regular reviews with the GSA P/PM and other personnel as appropriate to review the EVM reports and take appropriate action 
4.6
GSA Chief Acquisition Officer (CAO)
The GSA CAO is responsible for certifying the EVM implementation of contractors working for GSA under contracting arrangements that specify the application of EVM monitoring and controls.  Certifications may be based on prior certifications issued by DCMA, other civilian agency certifications, or GSA reviews of contractors’ EVM implementations.  For more information on EVM compliance reviews, see GSA OCIO EVMS Compliance Review Guide.
5 EVM Process
The EVM Process is supported by the selected System Development Life Cycle (SDLC) for the initiative.  The SDLC  framework is GSA’s organizational standard to establish procedures, practices, and guidelines governing the systems development life cycle for information systems.  A notional SDLC is described by the following stages:
1. System Concept Development
2. Planning

3. Requirements Analysis

4. Design

5. Development
6. Integration and Testing
7. Implementation

8. Operations and Maintenance

9. Disposal
Using this SDLC model, EVM could be applicable for tracking performance in five stages: 

3.   Requirements Analysis

4.   Design

5.   Development
6.
Integration and Testing
7.   Implementation
The EVM Process consists of the following activities.
5.1 EVM Project Setup
When a project is identified as an EVM Project, the PM must plan out the project in compliance with the selected SDLC.  The following two documents are required
 as part of the EVM Project Setup phase for an EVM project and are typically created during the planning phase of the SDLC:
· Project Management Plan (PMP). The PMP is the master planning document. The PMP documents system scope, tasks, schedule, allocated resources, and interrelationships with other systems. It also provides details on the involved functional units, required job tasks, cost and schedule, performance measurement, and milestone and review scheduling. 
Revisions to the PMP occur during and at the end of each phase and as information become available. Work breakdown structures (WBS), the Performance Measurement Baseline, Gantt charts, network diagrams, and activity detail reports are incorporated into the PMP.
· Detailed Project Schedule.  The detailed project schedule must be in compliance with the selected SDLC.  Appendix A contains a project schedule template that can be used as a starting point for the project schedule.  It is expected that additional detail will be added to this template since it is a generic project schedule.  Additionally, tasks may be tailored out if they are not required for the project.
· Performance Measurement Baseline (PMB).  The PMB assigns budgets to scheduled segments of work to produce a plan against which actual performance can be compared and measured.

5.2 Approval
After contract award (when applicable), and successful IBR completion, an EVM Approval Package must be created which consists of the PMP, Project Schedule, PMB, and EVM Approval Form (reference Appendix B for a sample EVM Approval Form).  The EVM Approval Package is then submitted to each of the stakeholders identified by the form for their approval.  Once all of the signatures have been obtained, it is sent to IEE for the official record.
5.3 Tracking

The EVM data provides insight into when the project is either running behind/ahead of schedule or over/under cost based on the performance to date against the PMB.  It also provides insight into the estimated cost to complete based on the project’s past performance.  Because of the invaluable insight gained from this EVM data, the GSA OCIO has a proactive approach to monitoring this information.  At a minimum, the EVM data is tracked and monitored on a monthly basis.
In accordance with each contractor’s SOW, the contractor is to provide their EVM reports to the appropriate GSA OCIO personnel.  This typically includes the Government P/PM.  
5.3.1 P/PM Review

It is the responsibility of the P/PM to regularly review the EVM data and recognize when to take appropriate action based on this data.  There are many approaches to correcting performance issues but most relate to either reducing costs or to improving the project’s performance.  
5.3.2 EVM Meetings

For most programs, the P/PM holds a monthly EVM meeting to discuss the data and reports, and to take appropriate action as required.  This action may include any of the following:
· Scheduling meetings with appropriate government and contractor staff to provide additional input or discuss the project in further detail

· Submitting a baseline change request (BCR) because the EVM data is meeting the criteria for a rebaseline
· Providing input on potential alternatives for correcting the Project’s EVM Performance

5.4 Reporting to GSA OCIO

After all the EVM data has been reported on a monthly basis, the Director, IT Portfolio Management Division is responsible for reporting this data to IEE and to applicable governance bodies.  
5.5 Rebaselining
Sometimes, the only way to correct a project’s performance is to perform a rebaseline of the project.  A project may require a rebaseline if it meets any of the following criteria:
· It is directed by OMB, GSA, or OCIO to submit a BCR.
· Project performance is such that continued work against the existing baseline will not meaningfully represent the state and progress of the project, and/or the current baseline no longer represents a viable approach and plan to meet the requirements.

· The scope of the project has been increased or additional requirements have been levied that were not part of the original baseline.
If a project requires rebaselining, perform and document the following steps:
1. Update the PMP as necessary.
2. Update the project schedule.
3. Complete and submit the Baseline Change Request form through the Electronic Capital Planning and Investment Control (eCPIC) online tool. Project managers can initiate the BCR form on eCPIC by navigating to the Performance Measurement Baseline table and following the instructions there.  
4. Verify that the schedule and/or cost adjustments will address the EVM performance numbers (e.g., SPI, CPI, Estimate at Completion) and fully satisfy the contract functional, technical, and performance requirements.
5. Route the BCR for review and approval to individuals specified on the BCR form (Appendix C). A handwritten signature signifies approval. No BCR may go forward without all concurrences. (Note: Rebaselining of Major IT initiatives requires concurrence of the GSA IT Executive Council (ITEC) in addition to service/staff office approval). 
5.6 Plan for the Unplanned
It is recognized that business decisions may be made that will impact the project’s ability to execute the project according to the plan and schedule.  In support of this, the EVM Program may need to follow ad-hoc processes and document the relevant information (e.g., description, stakeholders, decisions, action items and plan, approvals, etc.), and notify applicable governance bodies.  Examples of the unplanned activities may include:

· Cancelling the project for any reason

· Putting the project on-hold until a certain criteria is met (e.g., technical, resources, external interfaces or dependency, calendar date, etc.)

· Reassigning the project to another government organization or contractor

· Funding constraints (e.g., continuing resolution, revenue shortfalls, etc.)

6 Acronyms

	Acronym
	Definition

	BCR
	Baseline Change Request

	CIO
	Chief Information Officer

	CM
	Configuration Management

	CPI
	Cost Performance Indicator

	eCPIC
	Electronic Capital Planning and Investment Control tool

	EVM
	Earned Value Management

	EVMS
	Earned Value Management System

	GSA
	General Services Administration

	IAW
	In Accordance With

	IBR
	Integrated Baseline Review

	IE
	OCIO Office of Enterprise Management Services 

	IEE
	IT Portfolio Management Division

	IPT
	Integrated Project Team

	ITEC
	IT Executive Council

	OCIO
	Office of the Chief Information Officer

	OMB
	Office of Management and Budget

	P/PM
	Program/Project Manager

	PMB
	Performance Measurement Baseline

	PMP
	Project Management Plan

	QA
	Quality Assurance

	QAPM
	Quality Assurance Program Manager

	SDLC
	Software/System Development Life Cycle

	SOW
	Statement of Work

	SPI
	Schedule Performance Indicator

	SSOs
	GSA Staff and Service Offices
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Task Name:

Componert 1
Component 2
et
Conduct Integration Tests
Install Software n Test Environment
Document Software Acceptance Suppart
Conduct System Testing (Test, Fix, and Retest)
Conduct Securty Testing (Test, Fix, and Retest) (Pre and Post Tes,
Conduct Acceptance Testing (Test, Fix, and Retest)
CreatelLpdste Developmentinegration & Test documents
Revise Previous Documentation
£ Deliverables.
Software Development Folcer
System Software:
Test FlesData
Test Analysis Reports
Prakiem Reports
1T Systems Securty Certification & Acoredtation
User anual
Operstions MaintenanceSystem Adiristration Maral
= Stage Review Activity
erity all activties on the Developmert, Inegration, and Test ¢
Verity all Delverables have been Created and Accepted
Hold Inplementation Reaciness Review wistakeholders
Get Appravl to Praceed with Inplemertation

= Implementation

Netify sers and Stakeholders f New Implementation and Schecl
Perform Data ConversionData Migratian
erity Operationsl Environment w/ Infrastructure Team
‘Accept Operational Environment from infrastructure Team
InstallTest the Software nthe Inplementation Environmert.
Make GooGo Decision on Transitoning to Procuction with Key St
Transtion and Evalute the System nthe Production Environment
Conduct Baseline Securty Self-Assessment
Crestelpdate Implemertation Documerts
Revise Previous Documentation
£ Deliverables.
Changs Inplementation Notice:
Delvered System
Securty Self Assessmert
= Stage Review Activity
Verify all activities on the Implemertation Checkist have been

Duration

5days.
5days,
5days,
5days,
5days,
5days,
20days
5days,
5days,
5days,
20days
30 days
0days,
0days.
0days.
0days.
0days.
0days.
0days.
0days.
3days
1 day
1 day
1 day
0days.
19.days
3days,
5days,
2days,
0days.
2days,
0days.
3days,
2days,
5days,
5days,
0days
0days,
0days.
0days.
3days
1 day

Start

Tue 0772208
Tue 0772208
Tue 0772208
Tue 07729108
Tue 085G
Tue 0812008
Tue 0812008
Tue 080G
Tue 080G
Tue 07729108

Frio7Hane

Mon 060408
Mon 084G
Mon 08115108
Mon 08115108
Mon 08115108
Mon 08115108
Mon 08115108
Mon 084G
Mon 084G

Tue 091608
Tue 08116105

Wed 09117108,
Thu 081808
Thu 081808
Friognans

Frioanans
Frioanans
Frivanane
Mon 08729105
Tue 0873005

Wed 101105
Thu 10208
Tue 1007108
Thu 10808
Thu 10808

Wed 101508

Wed 1011508

Wed 1011508

Wed 1011508

Tue 100708
Tue 1007108

Finish

Mon 07726105
Mon 07728108
Mon 07728108
Mon 084G
Mon 03111105
Mon 0318106
on 088G
Mon 08115108
Mon 08115108
Mon 084G
Thu 08114105

Mon 091508
Mon 084G
Mon 08115108
Mon 08115108
Mon 08115108
Mon 08115108
Mon 08115108
Mon 084G
Mon 084G
Thu 091808
Tue 08116105

Wed 09117108,
Thu 081808
Thu 081808

Wed 101508
Tue 08723108
Thu 08725105
Mon 08729105
Mon 08729105

Wed 101105

Wed 101105
Mon 106105

Wed 108105

Wed 1011508

Wed 1011508

Wed 101508

Wed 1011508

Wed 1011508

Wed 1011508
Thu 100908
Tue 1007108
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Task Name.

Verify all Delverables have been Created and Accepted
Hold Post Inplementation Review
Get Approvalto Proceed with Operations & Maintenance

Durstion | Start Finish  Predecessors

1 day Wl 10/08/D8 | Wecl 10/08/08 132
1 day| Thu 10,098 Thu 1009108 133
Odays| Thu 100908 Thu 10/03108 134
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APPENDIX B – PROJECT APPROVAL FORM
Office of the GSA OCIO

Project Approval Sign-Off Sheet
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Project Title
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Ready



OCIO Project Requestor (signature or designee)
  Date

OCIO Line of Business/Customer Requirements Contact (signature or designee)      Date

OCIO Project Manager (signature or designee)
  Date

OCIO Division Director (signature or designee)
  Date
OCIO Infrastructure (signature or designee)
  Date

OCIO Chief Technology Officer (EA) (signature or designee)
  Date

OCIO Resources Management Staff (Funding Authority)  (signature or designee)
  Date
OCIO Director of Information Security (signature or designee)
  Date

GSA CIO (signature or designee)
  Date

	Project Title: XXXXX 
Requestor: XXXX

Forecast Calendar Months from Start to Finish: XX

Date Originated: MM/DD/YY


	Executive Summary:


	Management overview of the project.



	Project Purpose: Business Problem,  Driver(s)


	Why are we doing this? What is the purpose of the project? What is the origin of the project and driving forces behind it?


	Project Purpose: Objectives(s)


	Objectives are specific, measurable, and have a definable completion dates.



	Assumptions:


	Project planning assumptions.


	Performance Management: Metrics

	Enter metrics to measure project.



	Technical Approach(s)

	Enter methodology, strategy and rationale behind the objectives.



	Team Members / Subject Matter Experts:
	Identify key personnel assigned to the project.



	Rough Order of Magnitude (ROM) Forecast in Thousands ($K):
	Staff
	Software
	Hardware
	Infrastructure

	($) 0
	$0 



	$0
	$0
	$0



	Major Management Milestones, Deliverables Schedule:
	Planned Start
	Planned Completion

	1.  Title of Milestones, Deliverables, Other Relevant Products

2.  Title of Milestones, Deliverables, Other Relevant Products

3.  Title of Milestones, Deliverables, Other Relevant Products

4.  Title of Milestones, Deliverables, Other Relevant Products

5.  Title of Milestones, Deliverables, Other Relevant Products

6.  Title of Milestones, Deliverables, Other Relevant Products


	MM/YY

MM/YY

MM/YY

MM/YY

MM/YY

MM/YY
	MM/YY

MM/YY

MM/YY
MM/YY

MM/YY

MM/YY


Required Attachment:  Approved Project Management Plan (PMP) and Requirements Traceability Matrix (RTM).
APPENDIX C – EVM Baseline Change REquest

Office of the GSA OCIO

BCR Approval Sign-Off Sheet

Project Title

OCIO Project Requestor (signature or designee)
  Date

OCIO Line of Business/Customer Requirements Contact (signature or designee)     Date

OCIO Project Manager (signature or designee)
  Date

OCIO Division Director (signature or designee)
  Date

OCIO Infrastructure (signature or designee)
  Date

OCIO Chief Technology Officer (EA)  (signature or designee)
  Date

OCIO Resources Management Staff (Funding Authority)  (signature or designee)
  Date

OCIO Director of Information Security (signature or designee)
  Date

CIO (signature or designee)
  Date

The information on this form must be completed and submitted through the Electronic Capital Planning and Investment Control (eCPIC) tool, found online at: https://ecpic.gsa.gov/. Project Managers can access the BCR form on eCPIC by navigating to the investment’s Performance Measurement Baseline table and following the instructions there.
	General Information

	Investment Name:
	

	Project Manager:
	
	Point of Contact:
	

	Change Type (choose one):
	· Administrative

· Lifecycle Change

· New Investment
	· Rebaseline

· Replanning
	Cost & Schedule Type:
	

	
	· 
	· 
	Date of BCR Submission:
	

	Overall Rationale for Change:
	

	Overall Impact of Change:
	

	Additional Comments:
	


After the General Information is completed, the eCPIC BCR form will prompt the project manager to submit their proposed baseline by completing the table below. For each milestone that is added or adjusted, the BCR form provides space to address the rationale and impact of that specific change.
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� The EVM Documentation is a small subset of the documentation required as part of the SDLC.  The EVM required documentation does not preclude the creation of the other SDLC required documentation.
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