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A project could be headed for the chopping block when…

Project sponsors and stakeholders disappear 

Changes in management are rolled out

 Money woes abound 

Your project is a ―black hole‖ 

Management keeps discussing project cancellation 

Your project becomes a tool of office politics 

The project is successful, but the product fails 

Your project has low visibility 

Reference:  http://blogs.techrepublic.com.com/10things/?p=310

Reporting and explaining project cost and performance 
can make or break continued project support and funding
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External and Internal pressures require sophisticated approaches 

for making project management decisions

Mandates on sound Financial 

Management, Accountability and 

Controls

– Examples of Federal Legislation: 

CFO Act, GPRA, ARRA, Weapons 

System Reform

Stakeholder Agendas

Focus on Shareholders and 

Constituents

 Link Budget to Performance and 

Results

Alignment with Strategic Plans
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Business Intelligence

Data Exchange Services

Multiple protocol integration

 Information sharing

External Factors
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s Focus on Core Missions

 Improve Efficiency and Financial 

Management

Eliminate Material Weaknesses

Manage Limited Resources

Managing Risk and Compliance
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n Data Access and Availability

Disparate and Aging Technology

Operations and Maintenance 

Burden
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Competition for Resources—―Do 

More with Less‖

 ―Graying‖ of the Workforce

 Inability to Hire New Staff

Staff Clearances

Internal Factors

Project 

Managers
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Using data for decision-making while maintaining accountability 
and transparency is key to project management success

Three key concepts:

 Have the right data

 Types, Sources, and Integrity are considered

 Performance Measures are appropriate

 Internal Controls are in place

 Make use of appropriate analytical techniques that focus on integration

 Integrated Baseline Review (IBR)

 Monthly Metrics Reporting (MMR)

 Risk Identification & Analysis

 Resource Allocation & Optimization

 Tailor analysis to the Project Management environment

 Different methods can speak to different challenges in Project Management

 Methods should incorporate communication mechanisms appropriate for your 
organization
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Project Managers must aggregate different types, sources, and 
quality of data for integration and analysis 

T
y
p

e
s

Historical records

Project documentation

Cost/Performance reports

Schedule data

Technical data

Forecasting

R
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s Contractors

Project team

Financial managers

Subject Matter Experts (SME)
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Accurate

Valid

Relevant

Timely

Project Management 

Decision-Making
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Performance Measures should be established along a hierarchy 
of Strategic Goals, Outputs, Processes, and Inputs, as well as 
follow a standard methodology

Outcome Measure: A Results Measure that 

defines what is accomplished

Output Measure: A Results Measure 

that defines what is produced

Process Measure: A Performance Driver that 

measures what is happening in the system or 

process to produce outputs

Input Measure: A Performance Driver that 

measures resources consumed or used in 

processes to produce outputs

Having insight into the full lifecycle continuum of each strategic goal 

helps management identify precisely where action should be taken
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Booz Allen developed a Performance Measurement System 
(SPM4) that is an integral part of Booz Allen’s Integrated 
Program Management Approach

 Combines top-down strategic 

goal driven approach with a 

cross-functional program 

management methodology to 

ensure all drivers of – as well 

as obstacles to –

organizational and project 

success are tracked at the 

appropriate level of detail. 

 Minimizes the chance that an 

important metric is neglected. 

 Ensures your cost, schedule, 

performance, and risk 

metrics are well integrated. 

 Provides those measures 

that provide the greatest 

value for their cost. 



9

Internal control is a process, affected by an entity’s board of 
directors, management and other personnel, designed to provide 
reasonable assurance regarding the achievement of objectives

Categories of Objectives:  

– Effectiveness and efficiency of operations

– Reliability of financial reporting

– Compliance with applicable laws and regulations

Old Paradigm New Paradigm 

 

 Only AUDITORS and TREASURY 

are concerned about risks and 

controls 

 EVERYONE, including operations, is 

concerned about managing business 

risks 

 FRAGMENTATION – Every function 

and department does its own thing 

(―SILO MANAGEMENT‖) 

 Business risk assessment and control 

are FOCUSED and COORDINATED 

with senior level OVERSIGHT 

 NO BUSINESS RISK CONTROL 

POLICY 

 FORMAL BUSINESS RISK CONTROL 

POLICY approved by management and 

the board 

 INSPECT for and DETECT business 

risk and REACT to it 

 ANTICIPATE and PREVENT business 

risk at the source and MONITOR 

business risk controls continuously 

 Ineffective PEOPLE are the primary 

source of business risk 

 Ineffective PROCESSES are the 

primary source of business risk 
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Five components of internal control are required for program 
effectiveness

Monitoring

•Assessment of a control system’s 

performance over time.

•Combination of ongoing and separate 

evaluation

•Management and supervisory activities

•Internal audit activities

Information and Communication

•Pertinent information identified, 

captured, and communicated in a timely 

manner

•Access to internal and external 

information

•Flow of information that allows for 

successful control actions from 

instructions on responsibilities to summary 

of findings for management action.

Risk Assessment

•Identification and analysis of relevant 

risks to achieving the entity’s objectives

•Forms the basis for determining control 

activities

Control Environment

•Sets the tone of the organization

•Influences control-consciousness of its people

•Foundation for all other components

•Includes factors such as integrity, ethical values, 

competence, authority, and responsibility.

Control Activities

•Policies and procedures that ensure 

management directives are carried out

•Range of activities including approvals, 

authorizations, verifications, access 

control, performance reviews, asset 

security, and segregation of duties
MONITORING

INFORMATION AND 

COMMUNICATION

CONTROL ACTIVITIES

RISK ASSESSMENT

CONTROL 

ENVIRONMENT
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Committee of Sponsoring Organizations of the 

Treadway Commission (COSO) Framework

recommended by the SEC
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The IBR is a critical success factor in ensuring a comprehensive 
understanding of the baseline and changes throughout the 
project lifecycle

The intent is for the IBR to be a continuous part of the process of program 

management by both the government and the contractor.

Critical to the Success of the IBR:  Ensure that objectives of the IBR and clearly 

stated and agreed on by government and program manager.

•Track Action Items & Liens

•Evaluate Risk Mitigation 

Strategies

•Assess project performance

•Perform ongoing 

Schedule Risk 

Assessments

•Perform ANSI/EIA 748 

Competency Assessment

•Determine follow on 

IBR Requirements

•Provide Refresher Training

•Evaluate Programmatic 

Documentation

•Conduct CAM 

Interviews

•Identify Risks & 

Issues

•Perform Schedule 

Risk Assessment

•Develop Outbrief

•Document Liens & 

Action Items

•Perform IBR Readiness 

Review

•Conduct Pre-IBR Scoping 

Session

•Establish Expectations & 

Assumptions

•Determine Team 

Composition

•Identify Key Roles and 

Responsibilities

•Design & Deliver Training

•Establish the Performance

Measurement Baseline

Preparation Execution After Care

IBR Operating Model
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The Monthly Metrics Report is a program health report that 
analyzes individual program cost, schedule, performance and 
budget data

– Provides stakeholders a valued 
and relevant program health 
assessment on a monthly basis

– Provides a detailed report of all 
business and financial metrics in 
one easy-to-reference, recurring 
format:

 Key Earned Value metrics

 Funding vs. cost summary

 Program schedule / key milestones

 Risk funding

 Production phase and quantity 
profiles

($M) FY06 FY07 FY08 FY09 FY10 FY11 FY12 FY13 Total

Baseline POE (APB) - Jan 08 113.0 174.1 221.2 176.1 92.1 27.4 5.7 0.0 809.7

Baseline Budget RDTE (PB09) - Feb 08 164.9 170.5 194.7 165.0 91.6 27.2 5.7 0.0 819.6

Current Cost Position - Mar 08 113.0 182.5 260.8 213.3 173.5 88.6 9.7 0.0 1,041.4

          - Program Risk (incl. PM MR) 0.0 0.0 0.0 10.5 68.7 36.4 0.0 0.0 115.6

          - Contractor Costs (incl. MR/UB) 99.3 147.6 237.2 167.6 72.7 30.0 0.0 0.0 754.4

          - Government Costs 13.7 34.9 23.7 35.2 32.1 22.1 9.7 0.0 171.3

Current Budget RDTE (FMB10) - May 08 164.9 170.5 220.9 154.5 91.6 27.2 5.7 0.0 835.4

Annual delta (Budget - Cost) 51.9 (11.9) (40.0) (58.8) (81.8) (61.3) (4.0) 0.0 (206.0)

Cum. Delta (Budget - Cost) 51.9 40.0 (0.0) (58.8) (140.6) (201.9) (206.0) (206.0)
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Program Risk

KTR Costs incl. KTR MR/UB

Government Costs

Baseline POE

Baseline Budget (PB09)

Current Cost Position Total

Current Budget (PB09)

Current Month Cum (Inception) Current Month Cum (Inception)

0.83 0.89 0.85 0.98

Current: May 2008 performance

Cum (Inception): Cumulative performance since beginning of Contract in 2004.

Cum (Rebaseline): Cumulative data since 2006 rebaseline (reported in CPR since Apr 06).

CPI SPI

Cum (Rebaseline) Cum (Rebaseline)

0.85 0.97

3 Month Moving Average
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CPI SPI Trend (CPI) Trend (SPI)

0.76

0.95

Cost vs Budget / 

Risk $

Earned Value analysis
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Risk Identification & Analysis involves balancing trade-offs 
across projects or programs

PMs should break down the risk process into individual elements and combine best 

practices such as advanced analytics and proven delivery frameworks.  

Risk Agenda Risk Analysis Tradeoff Analysis Risk Investment 

Management

Identify and 

classify risk

Employ multiple 

tools, e.g. tabletops, 

value chain analysis

Finalize objectives

Collect initial BCA 

non-risk inputs

Define Risk State 

using advanced 

modeling

Calculate the 

effectiveness of the 

capabilities to reduce 

risk

Develop options to 

reduce risk

Evaluate tradeoffs 

between mission, 

risk, cost, and other 

non-risk factors

Translate decisions 

into actionable plans

Document 

projected 

performance

Develop 

implementation plan 

baseline

Document 

measurement data, 

tools, processes and 

roles

Structured Risk List Quantified Risk 

Tradeoffs tied to 

capabilities

Prioritized investment 

list and action plan

Investment progress 

and risk value reports

Change Management
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Resource Allocation and Optimization provides a framework to 
guide thinking and action at each step in applying techniques of 
decision analysis to a problem

An innovative approach that ties objectives to results, and facilitates implementation

A consistent, dependable framework for making a decision

A methodology for performing…

– Project Portfolio Management

– Vendor Selection

– Product Selection

– Resource Allocation

– Capital Budgeting

– Strategic Planning

Identify Program Objectives, 

Resources and Scope

Optimize Results and 

Validate Analysis

Evaluate Alternatives and

Allocate Resources

Define Decision FrameworkIdentify Alternatives

1

2 3

4

5
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Tailoring methods to support requirements for your project, 
program or organization

What is the management challenge that your project is facing? 

– Does your project incorporate best practices in developing and collecting data? 

– Do you need to make decisions that include consideration of multiple baselines?

– Is your project concerned with scarce budgetary resources and funding constraints? 

– Do you have difficulty engaging stakeholders and communicating project data?

Analysis methods can be scaled to the magnitude and volume of project data

– Use of data analysis tools to support analysis are based on a spectrum of project complexity

– More sophisticated tools should be integrated with process and methodology to ensure a 
focused approach to collecting and analyzing data

There is no ñone-size-fits-allò approach
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Incorporating communication mechanisms is a key component of 
successful implementation of any data analysis approach 

Communicating processes in the PMBOK should be integrated into this process:

– Communications Planning:  Determining the information & communications needs of project 
stakeholders

– Information Distribution:  Making needed information available to project stakeholders in a 
timely manner

– Performance Reporting:  Collecting and distributing performance information, including 
status reporting, progress measurement and forecasting

– Managing Stakeholders:  Managing communications to satisfy the requirements of and 
resolve issues with project stakeholders

Incorporating the right analytical method and/or building your communication 

approach into it is a key element to program success

Reference:  A Guide to the Project Management Body of Knowledge, Third Edition (PMBOK Guide).   
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Conclusion

Project Managers need to identify and utilize the ―right‖ data analysis and integration 

methods for their project

Going beyond reporting to identifying meaningful and useful tools for management 

decision-making is key

Reference: http://web.inter.nl.net/users/pwilkins/pmtitanic.html
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Contact Information 

Susy Godbey, Associate, Booz Allen Hamilton

256-922-3184, godbey_susanna@bah.com

Steve Washam, Associate, Booz Allen Hamilton

256-922-7677, washam_stevarl@bah.com

Debbie King, Senior Associate, Booz Allen Hamilton

256-922-6392, king_debra@bah.com

mailto:godbey_susanna@bah.com
mailto:washam_stevarl@bah.com
mailto:king_debra@bah.com
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Back-Up



22

Recent legislation has introduced added complexities to project 
management in the federal government

The American Recovery and Reinvestment Act (ARRA) of 2009 (Pub.L. 111-5) 

is an economic stimulus package enacted by the 111th United States Congress and 

signed into law by President Barack Obama on February 17, 2009. 

Projects that receive ARRA 

funding have new reporting 

requirements.

Program excellence and 

compliance—coupled with 

OMB, GAO, and agency inspector 

general requirements; 

intra-governmental initiatives; 

and internal and external drivers—

demand a comprehensive approach 

to ARRA program performance.

1 Wikipedia, American Recovery and Reinvestment Act.   

1

http://www.gpo.gov/fdsys/pkg/PLAW-111publ5/content-detail.html
http://www.gpo.gov/fdsys/pkg/PLAW-111publ5/content-detail.html
http://www.gpo.gov/fdsys/pkg/PLAW-111publ5/content-detail.html
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There are new requirements for DoD programs with the Weapons 
Systems Acquisition Reform Act of 2009 (McCain-Levin Act)

The Weapon Systems Acquisition Reform Act (formally Weapons Acquisition 

System Reform Through Enhancing Technical Knowledge and Oversight Act 

of 2009) was an Act of Congress passed in 2009 that was created to reform the way 

the Pentagon contracts and purchases major weapons systems. 

– 95% of DoD Acquisition programs, on average, are two years behind schedule 

– Original budgets have been exceeded by a combined total of over $300M

– Pressure exists to increase funding in the Non-DoD portions of the Federal budget

Major Aspects of the Act:

– Re-establishes government system engineering organizations and developmental test 
capabilities

– Establishes a new, independent Director of Cost Assessment and Program Evaluation 
(Cape)

– Requires OUSD DR&E review of the critical technologies for Major Acquisition Programs

– Requires Acquisition chiefs from all military departments within 180 days of enactment to 
submit a report detailing compliance (including government staff on hand to implement)

2 Wikipedia, Weapon Systems Acquisition Reform Act.   

2
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Having the right data:  Earned Value

Earned Value Management System (EVMS) –

– EVMS requires fully integrated cost, schedule, and technical baselines to ensure accurate, 
realistic, and timely project reporting, analysis, and forecasting. 

– Procedures are be documented in the Management Control Systems Description (MCSD), 
which provides guidance for the compliant and consistent application of the ANSI/EIA-748 
criteria.

– The best practice approach includes tailoring based on the size, risk, and complexity of the 
program or project.
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Our Approach to EVMS

The Work Breakdown Structure (WBS) is the key to an effective Project 

Management environment and provides the foundation for an EVMS

– Deliverable-oriented WBSs provide insight into the scope of work, a framework for reporting, 
and our forecasting

– Work Authorization Documents facilitate administrative control and provide traceability 
between the scope of work and requirements

– Best practice is to generate time-phased budgets (planned value), collect actuals (actual 
cost), and track performance (earned value) utilizing integrated tool suites

– The WBS is the foundation for generating earned-value metrics, including the Cost 
Performance Index (CPI) and Schedule Performance Indicator (SPI), and analyzing 
cost/schedule variances to identify issues and potential risks

An ultimate outcome of an EVMS is the ability to forecast final dates and costs and 

provide substantive ñat completionò analysis

– A solid approach addresses historical status but also utilizes the data to validate forecasts 
by generating independent Estimate at Complete (EAC)

– Projects should utilize advanced forward-looking earned value metrics, including the To 
Complete Performance Index, to validate EACs

– In addition, utilizing thresholds to determine variance reporting requirements and generate 
quantitative variance analysis reports is important to arriving at the ultimate outcome
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The Integrated Master Schedule (IMS) is the impetus to effective planning and 

scheduling

– Effective planning and scheduling requires accurately maintaining the IMS and performing 
critical path analysis

– In addition, Project Managers should integrate internal and external dependencies into the 
IMS for accurate forecasting, and maximize the use of discrete, measurable milestones

– Best practice is to resource load and level the IMS and establish a baseline plan, ready for 
incorporation into a Performance Measurement Baseline (PMB)

An integrated EVMS tool suite is made up of industry-leading COTS software 

products

– An EVMS tool suite should contain a robust set of cost and schedule tools and portals, and 
supports electronic information data transfer to provide stakeholders with instantaneous, 
secure access to program status and projected performance

– These tools provide maximum reporting and analysis flexibility and have drill-down capability

– Subject matter experts should be familiar with industry-recognized tools, including MS 
Project, MS Excel, Primavera, Cobra, MPM, wInsight, and Steelray

– EVMS tools should support the generation and analysis all five formats of the Contract 
Performance Report, including WBS; Organization Breakdown Structure; and Baseline, 
Staffing, and Variance Analysis

Our Approach to EVMS
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These data integration concepts are centered in the monitoring 
and controlling process group but span all knowledge areas

Components of having the right data exist in Planning and Executing

– Planning:  Activity Definition, Sequencing, Resource Estimating, Duration Estimating and 
Schedule Development; Cost Estimating & Budgeting; Risk Management Planning, 
Identification, Risk Analysis and Response Planning

– Executing:  Direct & Manage Project Execution

Knowledge Area PMBOK Process

Integration Monitor & Control Project Work

Scope Scope Control

Time Schedule Control

Cost Cost Control

Communications Performance Reporting

Risk Risk Monitoring and Controlling
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A Guide to the Project Management Body of Knowledge, Third Edition (PMBOK Guide).   

1
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