Comments & Questions FRA EVMS Procedures
In general all the tools (software, hardware) that are used as part of the integrated EVMS need to be listed by name; scheduling tool is P3, EV tool is MPM, Accounting tool is Deltek etc…   Also a flow chart of how these tools interface is recommended.   
While the ANSI does not specify which tools should be used the Company’s documentation should.
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1. The document is labeled “FERMILAB PROCEDURES PROJECT MANAGEMENT”.  What are FRA’s procedures?
2. The effective date is 10/17/08 yet when printed the 1st page says ‘draft’.

3.0 RESPONSIBILITIES

3.1 Project Manager (PM) is responsible for

The Project Manager is responsible for

• establishing project requirements and criteria

• developing the project work scope by using appropriate design and engineering resources to create a technical description

• working with the control account managers (CAMs) and Fermilab functional line management to identify the resources for the project

• defining the WBS, WBS Dictionary, OBS, and RAM for their project for internal control and for external reporting

• maintaining the WBS, WBS Dictionary, OBS, and RAM as controlled documents

• ensuring the preparation of drawings, specifications, procurement documents, installation and test instructions, and other documents to establish and record the project configuration, including as-built documentation

• storage and management of documents listed above

• establishing the project controls systems referenced in this procedure
3. Systems are already in place, are they not? The policies, processes and procedures should be consistent from project to project.  You don’t want the PM creating something new each time a project is awarded, do you?

4. Don’t you mean the PM is responsible for executing or implementing the system?

4.0 PROCEDURE

4.1 Work Breakdown Structure (WBS)

“The project WBS is a product-oriented grouping of work elements that organizes and defines the total scope of the project. The WBS is a multi-level framework that organizes and graphically displays elements representing the work to be accomplished in logical relationships. Each descending level represents an increasingly detailed definition/division of a project component. The WBS is the structure that integrates and relates all project work (technical, schedule, and budget) and is used throughout the lifecycle of a project to identify, assign, and track specific work scopes. The WBS is detailed to a level agreed to with the customer in the Project Execution Plan (PEP) or attached as an appendix to the PEP. Each project will have a WBS unique to that project. A sample Work Breakdown Structure can be found in Appendix C.”

5. The level of detail to which a WBS is driven is dictated by the performer’s need to manage.  The customer should and will provide the top level contract or project WBS but has no input into how far down FRA wishes to go.

4.1.1 WBS Development Process

WBS development at Fermilab will take into account the following:

· At its upper levels, the WBS has elements designated for reporting performance data to the funding agencies.
· All required external reporting elements (such as CD Reviews) are included.

6. Please explain.

“4.2 WBS Dictionary: The WBS Dictionary is a set of specific definitions that describe the scope of each work element identified in the WBS. It defines each element in terms of the content of the work to be performed. The WBS Dictionary also documents or references the relevant requirements that pertain to this element. The WBS Dictionary demonstrates that the scope of work for the project and the WBS are fully reconciled. Each project will have a WBS Dictionary unique to that project. A sample WBS Dictionary can be found in Appendix D. This format is not required, but the information contained must be included in any format used.”

7. Please consider making the format standard within the company to be used across all projects.  Lessons learned from other reviews – when ALL document formats are consistent within the company there is less chance of non-compliance issues.  You’ve already done the work of creating the Dictionary template.  It doesn’t make sense to have the PM put the time into creating something new for each project.
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8. The document is labeled “FERMILAB PROCEDURES PROJECT MANAGEMENT”.  What are FRA’s procedures?
9. The effective date is 10/17/08 yet when printed the 1st page says ‘draft’.

3.0 RESPONSIBILITIES

3.1 Project Manager (PM) is responsible for

• establishing the project controls system(s) identified in this procedure

• appointing the Control Account Managers (CAMs) for the project with the concurrence of the affiliated functional manager(s)

• providing the CAMs with high-level scope, schedule, and cost boundaries for the project, as well as customer requirements, other constraints, and planning guidance prior to the development of control accounts

• concurring with the CAMs development of their control account information.
10. Systems are already in place, are they not? The policies, processes and procedures should be consistent from project to project.  You don’t want the PM creating something new each time a project is awarded, do you?

11. Don’t you mean the PM is responsible for executing or implementing the system?

4.4 Control Account Development Process

“There are many items CAMs should consider when setting up control accounts, including, but not limited to, the reporting requirements of various funding types (such as R&D or MIE), segregating costs for future capitalization of equipment and facilities, and project phasing.”
12.  Please help me understand how the statement above reconciles with the WBS being a product-oriented grouping of work elements.

13. Reporting requirements for the various types of funding can be accomplished with unique identifiers being applied in the accounting system.

14. Using this guidance your WBS will be a funding oriented structure and NOT a product-oriented one.

“Once the PMB is established (no later than at CD-2 for DOE projects), the Project Manager and the CAM will sign the Work Authorization for each control account, authorizing the work to proceed within the CA parameters. Sample Control Account Plan/Work Authorization forms are included in the appendix. The format is suggested. If the project elects to use other formats, as a minimum they must contain the information shown in the sample form, and it must be used consistently throughout the project.”

15. The Work Authorization Document needs to be initiated before the planning commences.
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16. The document is labeled “FERMILAB PROCEDURES PROJECT MANAGEMENT”.  What are FRA’s procedures?
17. The effective date is 10/17/08 yet when printed the 1st page says ‘draft’.

3.0 RESPONSIBILITIES

“3.2 Control Account Manager (CAM) is responsible for

• developing CA details

• preparing Control Account Plan/Work Authorization Form
• signing Control Account Plan/Work Authorization Form

• managing to parameters contained in the Control Account Plan/Work Authorization Form”
18. Why is the CAM preparing the Work Authorization Form (WAD)?

19. The WAD should be initiated before developing CA details.
“3.3 Project Controls is responsible for

• assisting Project Manager in developing CA guidance

• signing Control Account Plan/Work Authorization Form
• opening CA task codes after Work Authorization Form is signed”

20. Why?
4.2 Work Authorization

“The first step occurs when the customer authorizes FRA/Fermilab to initiate the project.   For

DOE projects, this would be in the form of a Critical Decision CD-0 approval and an agreement on a specific budget for the project initiation. The Director or Budget Office then issues budget authority to the Project Manager (PM).

Upon direction of the PM, the control account manager (CAM) develops the detailed scope, schedules, and resource/cost estimates for the assigned work packages. Planning packages require less rigorous detail. The CAMs forward these plans to Project Controls for validation and inclusion in the Control Account Plan/Work Authorization form for each control account. (See Control Accounts, Work Packages, Planning Packages, EVMS Procedure 12.PM-002).  The CAM prepares the Control Account Plan/Work Authorization Form.”

21.  Are these FRA employees?

22. Direction of the PM should come in the form of a WAD.

23. Same question as #18.

24. In general there is not discussion in the EVMSD or in this procedure that covers authorized unpriced work,  How does FRA handle that situation?
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25. Same question as #1 and 2.

2.0 SCOPE

“This procedure defines the scheduling approach and identifies the requirements and responsibilities for the development of plans and schedules for FRA projects where DOE Order 413.3A, “Program and Project Management for the Acquisition of Capital Assets,” is required, or for projects where an Earned Value Management System (EVMS) is deemed appropriate. The requirements of this procedure vary depending on cost, technical complexity, and other risks. For the purpose of this procedure the terms activity, task, and work package are synonymous.”

26. What requirements can vary?

27. What guidance is given to the PM to know what requirements can vary?

28. Where is that written?

29. Where is the oversight to ensure the PM is not making decisions that would cause non-compliance?

3.0 RESPONSIBILITIES

3.1 Project Manager (PM) is responsible for

• establishing project requirements and criteria
• developing the project work scope by using appropriate design and engineering services to create a technical description

• defining the WBS, WBS Dictionary, OBS, and RAM for their project for internal control and for external reporting

• working with the customer and Laboratory management to establish programmatic milestones

• working with the Control Account Managers (CAMs) to establish intermediate milestones

• working with the Control Account Managers and Fermilab functional line management to identify the resources for the project

• maintaining the WBS, WBS Dictionary, OBS, and RAM as controlled documents

• ensuring the preparation of drawings, specifications, procurement documents, installation and test instructions, and other documents to establish and record the project configuration, including as-built documentation

• establishing the project controls systems identified in this procedure using a tailored approach
• establishing and mediating interfaces between control accounts

30. Same as #25, 26, 27, and 28.

3.3 Project Controls is responsible for

• setting up the framework for the resource-loaded project schedule utilizing the scheduling software designated for the project

• entering schedule-related information provided by each Control Account Manager into the scheduling program/database

• entering additional activity information required for integration with the earned value reporting software into the scheduling program/database

• performing time analysis and budget/cost calculations using the scheduling software

• working with the Control Account Managers and other senior project managers to analyze and develop the schedule and budget to match resource and funding availabilities and arrive at a credible Performance Measurement Baseline (PMB)

• updating the Performance Measurement Baseline schedule through the change control process throughout the project life cycle

• collecting and entering schedule progress information into the scheduling program throughout the project lifecycle

• providing schedule reports to CAMs and senior project management
31. How many scheduling software tools does FRA use?

32. What is FRA’s EV software?
4.2 Detailed Schedule Preparation –

“Step 4. Organize work scope and technical milestones based on WBS

Work packages and planning packages are organized within a WBS. Each activity and milestone is assigned to a WBS element, which is used to map activities to Control Accounts.  For in-kind work scope, milestones are used to measure progress, since actual costs are not tracked for this work.”
33. Please explain

“Step 5. Determine nominal durations for each activity

Determine the most probable duration for each activity, factoring in the planned level of resources and level of risk. Activity duration shall be of relatively short duration and consistent with information provided in the activity’s Basis of Estimate (see Cost Estimating, EVMS Procedure 12.PM-005). For activities that do not lend themselves to a short duration, an explanation in the WBS definition explaining the activity’s scope and specifying “pegpoints” for earned value analysis may be necessary.”
34. Please explain.

“Step 8. Assign labor and material resources to each activity

Using the RBS, types and quantities of resources are assigned to each activity. The desired spread of each resource’s assigned quantity over each activity’s duration is specified. To create the performance measurement baseline, this spread shall match the expected accrual of costs for the activity. An obligation baseline can also be created based on resource spreads shifted to earlier dates. This baseline is used only to match time-phased funding, not for earned-value analysis.”

35. Please explain.
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36. Same question as #1 and 2.

3.0 RESPONSIBILITIES

3.1 “Project Manager (PM) is responsible for

• Establishing minimum thresholds for variance reporting and analysis

• Requesting Estimate to Complete (ETC) from control account managers (CAMs) on a monthly basis

• Reviewing variance reports and provide acceptance or required corrective action

• Reviewing and approving monthly status report draft

• Monitoring corrective action on a monthly basis

• Preparing and submitting a project Monthly Status Report (MSR) to the Department of Energy (DOE)

• Scheduling monthly Project Management Group (PMG) meetings”
37. Can the CAM establish thresholds which are less stringent than those identified?

4.2 Variance Thresholds

“Project Controls will apply CPI and SPI color-coded variance thresholds at the control account (CA) level. The variance thresholds will be used to report three-month rolling average current period as well as cumulative variances to CAMs and to assess variance issues.”
38. Current period data should be just that – not a 3 month rolling average.  Current period data/variances provide the PM and CAM with early indications of a potential problem with cost/schedule performance in advance of the cum variance tripping the threshold.  The 3 month rolling average masks (hides) significant one time problems, skews relevant data and reduces data transparency.
4.3 Variance Review and Analysis

“Some control accounts may be more reasonably tracked with a different variance trigger than the standard cost performance index (CPI) and schedule performance index (SPI) ratios.  An example found in Fermilab projects would be a cost account where the majority of the work is accomplished with in-kind contributions of labor and/or materials from collaborators. In these cases, the project may establish a threshold for variance analysis based on another independent measure, such as the number of missed low-level milestones. Such thresholds should be documented by the project in the Project Management Plan.”
39. I need a better understanding of this before I can determine if it is appropriate.

4.4 Variance Reporting and Corrective Action

“Variances for in-kind work shall be reported outside the TPC reports, since the value of this work is not included in the TPC. Earned value reporting will be meaningful only for schedule variance, since actual costs are not tracked on in-kind work.”

40. Same as #38.

4.5 Estimate to Complete (ETC)

“On a monthly basis while generating the MSR, the CAM shall review the ETC for the elements of their control account. If, in the judgment of the CAM, the current ETC does not accurately reflect the cost and schedule for the remaining work in the control account, the CAM develops a new estimate and submits it to the Project Manager. The ETC shall include any cost or schedule variances to date, as well as estimates for known pending changes and mitigation of known risks. On at least an annual basis, the project manager will request that all CAMs review their ETC, and perform and submit a detailed, bottoms-up estimate for the remaining work.”

41. ABSOLUTELY NOT!  The estimate is to determine the cost of the remaining work and is not to be used to level set variances (zero out variances).
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1.0 PURPOSE

“This procedure describes the change control process for projects, including those managed under the FRA Earned Value Management System. The change control procedure is the documentation of changes to a project’s Performance Measurement Baseline (PMB), including scope, budget, and/or schedule. Changes are controlled to maintain the integrity of the baseline. Changes shall not be authorized to mask cost or schedule variances that can be corrected by management attention or action.”
42. What about variances that cannot be managed by corrective actions?
2.0 SCOPE

“The Project Manager ensures that the change control process is used proactively and is not a reactive mechanism. Requested changes to the project baseline to eliminate poor project performance issues and/or mitigate baseline variances are generally not approved. Baseline changes designed to eliminate variances at the beginning of a fiscal year are also not appropriate unless customer funding changes result in a need to adjust baseline scope, schedule, or budget parameters. For those change requests not approved, no baseline adjustments are made, but an entry in the change control log is maintained. The project will continue to measure and report progress against the approved baseline until the change request is approved and the baseline changes are incorporated.”

43. When are they approved?  Under what circumstances?

44. Under no circumstance are fiscal year variances eliminated.

45. Will new work be performed prior to the approval of the change request?
4.1 Internal Replanning and Changes
“The objective of internal replanning is to reflect a more accurate and realistic project plan.

These replanning actions may be appropriate to compensate for budget, schedule, and technical problems that:

• have caused the original plan to become unrealistic.

• require a reorganization of work or personnel in order to increase the efficiency for accomplishing the effort.

• require different engineering or construction approaches”
46. Please explain

“Typical internal changes include:

• Scope and budget transfers between control accounts

• Changes in make vs. buy decisions requiring replanning

• Changes to the work approach that change the control account scope or the Budget at completion (BAC)

• Contingency or management reserve transfers

• Future rate changes (including Fermilab indirect rate changes) significant enough to warrant replanning

• Funding revisions that affect resource availability

• Adjusting subcontract budget values to reflect negotiated values

• Adjusting material budgets to reflect modifications to material lists after design phases

• Converting planning packages to work packages”
47. Define significant.
4.4.1 Change Request (CR) Initiation

“Change Request:

When a Control Account Manager (CAM) observes or is presented with a potential scope, schedule, or budget change the CAM will notify the Project Manager. The CAM works with Project Controls to define the impacts of the proposed change. The CAM then submits documentation for a proposed change, using a Change Request form (see Appendix D), to the Project Manager. Project Controls staff (or others as designated in the Project Management Plan) maintains the project CR Log, generates a CR number and summarize the schedule and/or budget impact of the proposed change. It may be useful on larger projects to keep change request information in a database format to facilitate reporting.”
48. Notifies the PM how?
“CR Package Preparation:

The CAM works with Project Controls to prepare an accurate and complete CR package. The package contains the documentation necessary to support proposed budget and/or schedule change(s). Each Change Request (CR) must:

• Show the affected WBS element, the level and complexity of the change.

• Be reviewed for consistency, completeness, correctness, and appropriate routing by Project Controls before submittal for approval.

CRs may be prepared using standard templates and formats created for the project.”
49. It would be appropriate to list the minimum requirements with regard to the type of documentation needed.

50. PLEASEPLEASEplease…… consider making standardized forms/formats/templates for use across all projects/programs.  It is not in anyone’s best interest to create “new” or have to learn “new” from project to project.   By having consistency in the forms/formats and templates you ensure consistency in the execution of EVMS.

“Reason/Justification:

The driver of change falls into one or more of the following categories:

• Budget Change: The budget of a given element of authorized work is newly estimated to be different than the budget originally associated with that work. This may result from such things as commodity pricing changes or unexpected results from fixed price bidding. In such case, there have been no changes in requirements or objectives of the work. Typically, there are no activities added to or deleted from the project schedule.”

51. Please explain this.  

4.4.3 Documents and Records

“Certain project documents are considered “Controlled Documents” in order to protect the integrity of the PMB and budget base, and to ensure that all project participants are aware of the latest official versions. The process by which each project will manage the documents will be detailed in the project’s Configuration Management Plan.
In general, changes to these controlled documents will be formally approved by the Project Manager, signed and dated, and the description of the change recorded. The revision log in the front of each document will be used for this purpose. Controlled documents will be reissued to project participants and selected stakeholders within 30-days of an authorized change. When reissue of revised documents is accomplished by posting to an approved project web site, participants will be informed of the change. Controlled documents for EVMS purposes are, as a minimum: the PEP and its component sections, to include the baseline scope, schedule, performance measurement baseline, WBS (to include the listing of all control accounts and associated budgets), WBS Dictionary, Work Authorization Form, and key milestones.

Documents and records generated as a result of implementing this procedure shall be generated in a manner suitable for reproduction and shall be signed and dated at the time of completion.  The Project Manager shall retain the official, signed documents.
The formats shown below as Appendices D and E are suggested formats. If projects elect to use other formats, as a minimum they must contain the information shown in the formats below. Whatever format is used by the project, the format must be used consistently within the project.”
52. The process detailed in the PEP should be identical from project to project.   This is another area that I strongly suggest be standardized for all the reasons I mentioned previously.   A standardized process helps in the consistent execution of the EVMs.

53. Same for standardizing forms/formats/templates.   You have already put the energy into creating the forms so why add a burdened onto the PM or project staff to create new ones?
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General Comment:  This procedure does not provide enough specificity in conducting a surveillance.  
