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1. Purpose of the Guide
This guide is intended to improve the overall understanding of the General Services Administration (GSA) Integrated Baseline Review (IBR) and enhance its contribution to program success. This 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. 

This guidance is in accordance with the principles of the General Services Administration (GSA) EVMS Guide, “A Guide to Implementing the ANSI Standard.”
  
2. IBR Introduction

According to the Office of Management and Budget (OMB) Circular A-11, Earned Value Management System (EVMS) policies are required for all major IT initiatives.  An Integrated Baseline Review (IBR) is an essential component of an effective EVMS.  An IBR enables IT Project Managers (PMs) to effectively and objectively establish and utilize the initiative Performance Measurement Baseline (PMB) 
 to assess performance and better understand inherent cost/schedule/technical risks.  
The Performance Measurement Baseline (PMB) is a total, time-phased budget plan against which program performance is measured.  Budgets are assigned to the scheduled control accounts and to higher level Contract Work Breakdown Structure (WBS) elements, applicable indirect budgets, and undistributed budgets from the PMB budget plan.  
The PMB is one of a PM’s principle tools for measuring initiative performance and identifying risk.  The PMB should reflect the entire scope of work documented at the appropriate level of detail.  Some factors to consider when determining the appropriate level of detail for the PMB are key events or major milestones, the duration of detail planning, and the degree of planning for the remaining work.  
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 PMB and the accuracy of the related resources (i.e budgets) and schedules.   Similarly, the IBR ensures that the PMB considers applicable cost/schedule/technical risks, and establishes an agreed upon plan of action that addresses these risks.  IBRs are an essential element of a PM’s risk management approach.  

PMs should develop an IBR schedule that establishes a mechanism to frequently revisit the PMB.  An IBR can also be performed at the discretion of the PM when major issues, contract modifications, or significant changes occur, that impact the existing PMB.  When these major events occur during an initiative lifecycle, it is important for PMs to proactively manage associated risks and conduct IBRs as needed to maintain a high standard of performance and mutual understanding of the PMB among initiative stakeholders. These adhoc IBRs can be smaller in scale, but should include the appropriate resources needed to address the specific PMB elements under consideration for change.  All changes to the PMB must be approved in accordance with GSA’s Baseline Change Request Process
.
Well executed IBRs benefit stakeholders in the following ways:
· Verify the logic and completeness of the PMB, and its associated schedule

· Provide the initiative management team and other stakeholders with a thorough understanding of the PMB and its risks
· Establish a forum through which the PM and the technical staff recognize and acknowledge ownership of and responsibility for the PMB 
· Enable the PM and other stakeholders to accurately track and manage actual performance against quantified cost, schedule, scope, and performance projections

· Supports early problem identification and intervention to address initiative challenges

3. Roles and Responsibilities
The GSA Office of the Chief Information Officer (OCIO) is responsible for the development and oversight of this guidance and other IBR-related GSA policies and materials.  The OCIO will provide assistance where possible (e.g., training, acquisition and implementation of tools, and guidance).   The OCIO is also responsible for reviewing IBR results.  

Service and Staff Offices (SSOs) are responsible for conducting IBRs for applicable initiatives.  The Government PM is responsible for the timeliness and successful execution of the review.   The PM and Contractor PM must ensure that the team is adequately prepared to focus the IBR on those cost, schedule, and technical risks that may impact the PMB and project performance.  Consequently, the PM and the Contractor PM are jointly responsible for IBR execution, including completion of the following tasks:

· Plan and perform the IBR

· Provide an adequate number of qualified personnel to serve as IBR team members

· Specify evaluation criteria for risk areas

· Document risk issues identified during an IBR

· Monitor progress on required actions until issues are resolved
The initiative team is comprised of government and contractor staff, who have assigned roles and responsibilities for completing the initiative.  Initiative team members must participate in the IBR process as requested by the government PM.  Control Account Managers (CAMs) have an active role in the IBR process and are responsible for managing earned value control accounts for the initiative and discussing schedules, costs, and performance targets for their respective control accounts during the IBR process.  CAMs should have a clear understanding of EVMS and how it relates to their technical areas of responsibility.  Verification that no discrepancies exist between the project’s SOW, the Work Breakdown Structure (WBS), the supporting WBS dictionary, as well as the contractor’s Work Authorization Documents is important to ensure that all agreed upon work is included in the initiative planning process. 
Control Account Managers should have documentation prepared to demonstrate that:

· Tasks are logically sequenced within the Integrated Master Schedule (IMS) and their durations are accurately estimated in light of the nature of the work to be performed.  Adequate milestone and deliverable planning have also been incorporated into the IMS.  The allocated resources and the Critical Path is clearly defined and readily understood.  If the IMS is not resource loaded, the CAM should be prepared to present the related Control Account Plan, which reflects resource planning by month.

· Cost budgets are consistent with schedules with respect to time phasing, quantities and types of resources being bought and are sufficient to adequately fund the full scope of the tasks or work packages (WPs) being assessed. Budgets can be traced between the negotiated value of the contract and the amounts of WP funding identified in the CAMs’ work and budget authorization documentation.

· Probable cost, schedule and technical risks are explicitly identified and forwarded to the appropriate Risk Champion to enter into the Risk Management Database.

· Earned value management methods to be used by the CAM are reviewed by the IBR team for appropriateness and objectivity.

4. IBR Timing

The process should begin as early as feasible, with the first IBR being initiated within 6-12 months after authorization of a new project.  IBRs should also be performed when a major modification to an existing initiative significantly changes the existing PMB to maintain a mutual understanding of the risks inherent in the PMB and management processes that operate during project execution.   IBRs may also be conducted at the discretion of the PM, or integrated with other subsequent reviews throughout the lifecycle of an initiative.  For example, PMs may choose to conduct subsequent IBRs in conjunction with other program management processes that have related objectives such as Operational Analysis, Post Implementation Reviews (PIRs), and periodic EVM Surveillance Reviews.
5. Scope

An IBR is most useful when it is customized to match the needs of the specific IT initiative.  IBRs are required for DME and Steady-State (i.e. Operations and Maintenance) initiatives.  By understanding the internal EVMS, government staff and contractors can jointly conduct recurring reviews of PMB planning, status, and estimates at completion to ensure that baseline integrity is maintained throughout the entire lifecycle of the initiative.  The keys to a successful IBR include a thorough review of the initiative scope and detailed plans, an examination of associated risks, and clear shared awareness of how risk and performance will be measured and managed.    .  
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Figure 1. IBR Components
6. IBR Process
The IBR process is iterative and continuous, providing structure for effective planning.  This process consists of the following components:

· PMB Assessment – examines mutual understanding between the government, contractor, and other key stakeholders for the PMB and its risks

· IBR Preparation – establishes a team of an IBR team to review the PMB, trains the IBR team on the IBR process, prepares for the IBR to ensure that the PMB includes the entire scope of work and risks are identified appropriately

· IBR Execution – conducts IBR discussions, identify risks, attain agreement on corrective actions for risks, gain a mutual understanding of the PMB

· Management Processes – provides a continuous flow of initiative information that allows for on-going communication to maintain a mutual understanding of progress against the PMB and the status of identified risks.  Occurrence of unanticipated risks or other situations that affect the PMB will initiate the PMB Assessment activity
The IBR Process establishes and maintains a mutual understanding of the PMB and mitigates program/initiative risk.
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Figure 2.  Integrated Baseline Review (IBR) Process
6.1 PMB Assessment
A PMB assessment examines the PM’s mutual understanding of the PMB and risks.  This assessment will result in either the execution of an IBR or the PM’s continued utilization of the Management Processes.  In some cases, however, an IBR may be required by policy or contract.
Throughout the life cycle of the initiative, there will be “fact-of-life” changes to the PMB—a reflection of the dynamics of program management.  In some instances, an external factor, beyond the PM’s control, may induce a change; at other times management activities or events may drive a change.   Examples of such program dynamics include contract award, authorization to proceed, contract modification, funding changes, changes to initiative scope and/or schedule, assignment of a new PM, revision of the acquisition plan or strategy, and an executive decision.  Such changes may require the preparation of a revised PMB and subsequent PMB assessment, but may not necessarily require an IBR.
6.2 IBR Preparation

The intent of the IBR is to provide the Government and the Contractor with a mutual understanding of the initiative PMB and to attain agreement on a plan of action to handle the identified risks.  Preparation is the foundation for a successful IBR.  The PM and Contractor PM need to ensure that the team is adequately prepared to focus the IBR on those cost, schedule, and technical risks that may impact the PMB and the initiative performance
When establishing a PMB and implementing the IBR Process, PMs should:

· Consider the level of management oversight and stakeholder visibility needed to meet GSA and Office of Management and Budget (OMB) requirements for the initiative

· Ensure that the PMB reflects the entire scope of work and includes the level of detail needed to effectively and objectively manage the PMB using sound Earned Value Management (EVM) principles that enable management to quantify the impact of known problems, measure work accomplished, and obtain realistic estimates at completion

· Make sure that the IBR process utilizes risk management techniques that are appropriate for the size, complexity, scope, and duration of the initiative

· Ensure that all appropriate stakeholders are involved in the establishment and maintenance of the PMB so that there is a continuous mutual understanding of PMB elements and risk management strategies

· Begin preparing for the initial full IBR during the initiative selection process or as soon as practical

· Prepare for the IBR Process by identifying:

· Stakeholder and IBR team member roles and responsibilities

· Requirements for subject matter expertise and training

· Key initiative constraints related to cost, schedule, scope, and performance

· Tools and criteria that will be used to track and evaluate performance and risks 
6.1.1 Selection and Composition of Team

The PM and Contractor PM should agree on the approach for conducting the IBR to achieve a mutual understanding of management processes as well as the risks inherent in the PMB, and to formulate a plan to address these risks.  A close relationship among all of the stakeholders promotes the cooperative environment necessary to effectively manage these program risks.  

6.1.2 Training
Training is essential to ensure that the IBR team understands the IBR Process to ensure a productive and effective process. The training should provide enough information so that the team can mutually understand the cost, schedule, technical, and management processes used on the initiative.

Participants are responsible for thoroughly reviewing the information contained in this IBR Guide and the program specific information (such as pertinent reference materials including the initiative SOW and descriptions of WBS elements of the contract).  Discussions among technical staff members and EVM specialists prior to the conduct of the IBR are encouraged.

6.3 IBR Execution and Closeout
The first IBR Kickoff typically includes a brief introduction by the Government PM and an overview of expectations and goals.  The Contractor PM typically reviews the IBR agenda, and introduces his/her team members to discuss their respective areas of responsibility during the IBR.  
During the IBR, the team will be evaluating the PMB to determine both the validity and risk of the cost, schedule, and technical baselines.  Project Management Process areas will also be evaluated during the IBR to assess the maturity and relative risk of the processes and procedures.  This includes a review of the baselining process, revision control procedure, quality assurance, subcontractor management, and earned value management processes.  

The time and effort involved in the IBR depends on the Program/Initiative.  A key to understanding the baseline lies in the use of probing questions during the IBR.  Below are some sample questions, intended to elicit discussion of factors that influenced PMB development:
	Schedule

	How do you communicate changes in duration and/or deliverable?

	How much risk exists in these elements?

	Scope

	Are the activities sequenced in a logical format?

	Are the activity duration estimates realistic and achievable?

	How well do you know the requirements of the initiative and contractual deliverables?

	What are the conditions of metrics and measurement for risk, performance, and quality?  

	How close does the initiative scope adhere to phases as outlined within the PMO IT Initiative Life Cycle Model?

	Budget

	Are the planned and budgeted resources adequate to accomplish the work?

	Are the planned and budgeted resources adequately time-phased and consistent with baseline schedules?

	Resources

	Are the personnel and facilities needed to perform the defined tasks reliable and available?

	Management Processes

	Do current management processes provide effective and integrated technical/cost/schedule/ planning and baseline change control?


After completing the IBR, the PM should assess whether the purpose of the IBR has been achieved.  There should be a mutual understanding of the PMB and agreement on a plan of action to handle the identified risks and action items.

The IBR team should prepare a list of items requiring correction, clarification and/or additional information from the contractor. This list of action items will be formally submitted to the contractor with the request that they be satisfactorily addressed within a specified interval of time.  Identified risks will be entered into the Risk Register.  

Time should be allocated at the conclusion of the IBR schedule for members to summarize results, verify action items and define next steps.
6.4 Management Processes
Once the IBR is completed, emphasis shifts to the management processes.  Management processes can indicate the correlation of actual performance with the PMB, and enable a continuous, mutual understanding of initiative risks.  Failure to adequately achieve PMB estimates indicates existing or impending problems.  Deviations from the PMB will point out the areas of risk requiring management attention.
As noted earlier, program dynamics can affect initiative risks.  Appropriate and insightful management processes can highlight changes in risk due to external factors or management events and activities that may lead to a revised PMB.

Appendix A: IBR Results Summary Template
Integrated Baseline Review Results Summary

[To be submitted to the OCIO after completion of IBR meeting]

	Name of Investment:
	

	Agency:
	

	SSO:
	

	Point of Contact:
	Name:


Title:


Phone:


	Fiscal Year Status:
	

	Date of Review:
	

	Approved By:
	Name:


Title:


Date:



I.  Overview of IBR meeting: 
II.  Assessment of SSO Observations and Conclusions:
	Areas of concern


	Rating

	
	Excellent
	Good
	Fair
	Poor
	Unacceptable

	Work Authorization for Subcontractors
	
	
	
	
	

	Overall Subcontractor Management
	
	
	
	
	

	Activity Diagrams and Process Flows
	
	
	
	
	

	Cost Accumulation
	
	
	
	
	

	Earned Value Methodologies
	
	
	
	
	

	Integrated Master Schedule
	
	
	
	
	

	Progress Assessment
	
	
	
	
	

	Baseline Setup
	
	
	
	
	

	Cost/Schedule Integration
	
	
	
	
	

	Overall Earned Value Management
	
	
	
	
	

	Overall IBR success
	
	
	
	
	


Legend:
Excellent – Includes thorough and executable risk-adjusted plans for this area.  Plans for this area have all the necessary processes and resources in place to support it.  Exceeds expectations.
Good – Includes executable risk-adjusted plans for this area.  Plans for this area have most of the necessary processes and resources in place to support it.  Meets expectations.
Fair – Includes some risk-adjusted plans for this area.  Plans for this area have some of the necessary processes and resources in place to support it.  Somewhat meets expectations.
Poor – Does not include risk-adjusted plans for this area.  Plans for this area have few of the necessary processes and resources in place to support it.  Does not meet expectations.
Unacceptable – Does not include risk-adjusted plans for this area.  Plans for this area have none of the necessary processes and resources in place to support it.  Does not meet expectations.
III.  SSO Comments:

Work Authorization for Subcontractors –

Activity Diagrams and Process Flows –

Cost Accumulation –

Earned Value Methodologies –

Integrated Master Schedule –

Progress Assessment –

Baseline Setup –

Overall Earned Value Management – 

Overall Program Management-

Overall IBR success

IV.  Summary of Action Items:
V.  Attach IBR Briefing:
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Mutual Understanding of PMB and Risks





PMB ASSESSMENT


Identify Project Risks


Evaluate PMB


Government/Contractor Mutual Understanding


Decision Point





MANAGEMENT PROCESSES


Baseline Maintenance


Risk Management


Business Processes











IBR EXECUTION


Evaluate PMB


Identify Risks and Update Risk Management Plans


Assign Responsibility for Risk Mitigation





IBR PREPARATION


Expectations/Assumptions


Training


Responsibilities


Team Composition


Establish PMB












































IBR ELEMENTS


Performance Measurement Baseline


Work Breakdown Structure and Dictionary


Organizational Breakdown Structure


Cost Breakdown Structure


Baseline Risk-Adjusted Project Plan


Meetings with stakeholders and subject matter experts





IBR OUTPUTS


IBR Results Briefings


Baseline Change Requests


EVM and Status Reporting


Risk Register/Plan of Action


Program/Project Documentation Updates


Compliance Review


Operational Analysis


Post Implementation Review





IBR INPUTS


Executive Business Case


Statement of Work


Project Management Plan


Risk Management Plan


Agency and Government Policies and Guidelines


Industry Standards and Best Practices











� This guide can be found on the GSA In Site website by navigating to � HYPERLINK "http://insite.gsa.gov/wps/portal/!ut/p/c1/pY_LCoJAFEC_pS-4dx7OuPXVODQZJpq6CQkRw0eLCPr7tE0rLeje5eFwz4USph2qR9tU93Ycqg5yKMVZxcpoGVK0o9hCaiWB5oygt2cTL5a5Y_1hK1f-YkcHmm65JsQWAUEqQu6aTKPy2Rf7NP-63r7Cd5lY5e_6ma_1zRwXxkGIwrGvoYBSfq4gTzykRjNu5JG4PoGiq5vq8oRbn6Y5tvrK080LO-BGUg!!/dl2/d1/L2dJQSEvUUt3QS9ZQnB3LzZfR1FHTEk3SDIwOE5RNTAyNVNFSTQzMTBLVjY!/" �Information Technology� > � HYPERLINK "http://insite.gsa.gov/wps/portal/!ut/p/c1/pY_LCoJAFEC_pS-4dx7OuPXVODQZJpq6CQkRw0eLCPr7tE0rLeje5eFwz4USph2qR9tU93Ycqg5yKMVZxcpoGVK0o9hCaiWB5oygt2cTL5a5Y_1hK1f-YkcHmm65JsQWAUEqQu6aTKPy2Rf7NP-63r7Cd5lY5e_6ma_1zRwXxkGIwrGvoYBSfq4gTzykRjNu5JG4PoGiq5vq8oRbn6Y5tvrK080LO-BGUg!!/dl2/d1/L2dJQSEvUUt3QS9ZQnB3LzZfR1FHTEk3SDIwOE5RNTAyNVNFSTQzMTBDQTU!/" �IT Governance� > � HYPERLINK "http://insite.gsa.gov/wps/portal/!ut/p/c1/pY_LCoJAFEC_pS-4dx7OuPXVODQZJpq6CQkRw0eLCPr7tE0rLeje5eFwz4USph2qR9tU93Ycqg5yKMVZxcpoGVK0o9hCaiWB5oygt2cTL5a5Y_1hK1f-YkcHmm65JsQWAUEqQu6aTKPy2Rf7NP-63r7Cd5lY5e_6ma_1zRwXxkGIwrGvoYBSfq4gTzykRjNu5JG4PoGiq5vq8oRbn6Y5tvrK080LO-BGUg!!/dl2/d1/L2dJQSEvUUt3QS9ZQnB3LzZfR1FHTEk3SDIwOE5RNTAyNVNFSTQzMTBDTTM!/" �Earned Value Management� 


� Performance Measurement Baseline (PMB) – Time phased budget plan against which contract performance is measured.  It is comprised of time-phased Control Account budgets, Undistributed Budgets, and indirect budgets.  Management Reserve is not a part of the PMB.  


� GSA Baseline Change Request guidance can be found in Appendix C of the “Quarterly Control Review User Guide.”  This guide can be found by navigating to � HYPERLINK "http://insite.gsa.gov/wps/portal" �GSA InSite� > � HYPERLINK "http://insite.gsa.gov/wps/portal/!ut/p/c1/pY9LDoIwEEDP4glmWkrLFhBLY4NBUgQ2pjGEYPi4MCbeXnDjCjRxZvnyMm-ggmkH-2gbe2_HwXZQQMXPMpVaiZiil6QuUjeLFHMIhqmYeLnMffcPWwbiFzs5ULNjihCPRwQpj1mgc4Vy63yxT_Ov6-0rfJ_zVf6un_la38xxYXyEJB77GkqoxOcKsixEqpXDtDiSQAsou7qxlyfcemMKbNWVmc0L8ssWSg!!/dl2/d1/L2dJQSEvUUt3QS9ZQnB3LzZfR1FHTEk3SDIwOE5RNTAyNVNFSTQzMTBLVjY!/" �Information Technology� > � HYPERLINK "http://insite.gsa.gov/wps/portal/!ut/p/c1/pY9LDoIwEEDP4glmWkrLFhBLY4NBUgQ2pjGEYPi4MCbeXnDjCjRxZvnyMm-ggmkH-2gbe2_HwXZQQMXPMpVaiZiil6QuUjeLFHMIhqmYeLnMffcPWwbiFzs5ULNjihCPRwQpj1mgc4Vy63yxT_Ov6-0rfJ_zVf6un_la38xxYXyEJB77GkqoxOcKsixEqpXDtDiSQAsou7qxlyfcemMKbNWVmc0L8ssWSg!!/dl2/d1/L2dJQSEvUUt3QS9ZQnB3LzZfR1FHTEk3SDIwOE5RNTAyNVNFSTQzMTBDQTU!/" �IT Governance� > � HYPERLINK "http://insite.gsa.gov/wps/portal/!ut/p/c1/pY9LDoIwEEDP4glmWkrLFhBLY4NBUgQ2pjGEYPi4MCbeXnDjCjRxZvnyMm-ggmkH-2gbe2_HwXZQQMXPMpVaiZiil6QuUjeLFHMIhqmYeLnMffcPWwbiFzs5ULNjihCPRwQpj1mgc4Vy63yxT_Ov6-0rfJ_zVf6un_la38xxYXyEJB77GkqoxOcKsixEqpXDtDiSQAsou7qxlyfcemMKbNWVmc0L8ssWSg!!/dl2/d1/L2dJQSEvUUt3QS9ZQnB3LzZfR1FHTEk3SDIwOE5RNTAyNVNFSTQzMTBDUTc!/" �IT Capital Planning� >
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