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Process Name:  Perform TEAM Site Earned Value Management (EVM)





Description:  Earned Value Management at NAVAIR TEAM Sites (e.g., Depots, NAWC Sites) may be implemented in accordance with TEAM guidance and program needs.  This effort includes the initial feasibility studies at the Sites through the use and maintenance of an EVM System (EVMS).  If it is determined that the implementation of EVM is feasible then an assessment of the current management system and Legacy Systems are made to determine if changes are required, and if so to what extent.  A detailed plan is developed for the implementation of the EVMS.  During implementation, experienced personnel are needed to help integrate existing systems/processes or to incorporate new systems/processes and to document the system description.  After this is completed and Site personnel are trained, an assessment review may be conducted by the command, with potential assistance from other services to assess the compliance and implementation of the management system.  Once this is complete, the system is ready for use, maintenance, and process improvements.





Purpose:  This process is the performance of TEAM Site EVM.  EVM provides a common framework for the communication of program cost, schedule, and technical performance.  EVM requires an activity to plan, budget, and schedule the work in time-phased increments; and enables a comparison of the work accomplished versus the total authorized cost and schedule requirements.  EVM allows for better planning, carry over visibility, and aids in the defense of program budgets.








Preceding Process: 





Establish & Maintain Cost Reporting & Management Control Requirements 


When the program manager is developing requirements, they will determine if they need to manage the contract using earned value guidelines.  This preceding process will most likely flow directly into the feasibility study.








Inputs & Suppliers:  





Input								Supplier(s)





Assess Project EVM Feasibility


Contract/program  					PMA, AIR-6.0	


At a minimum the contract should include a statement of work, schedule, cost, and data requirements.





Resources (Staffing/Funding)				TEAM Site, AIR-00, PMA, AIR-6.0


Resources are a key ingredient to this process.  Staffing will be needed in order to perform the feasibility study.  This staffing could be government or contractor support, but in most cases it will be a combination of the two.  Funding will need to be provided by one or many of the suppliers.





�
Assess Current Management System Implementation 


Legacy Systems  					TEAM Site


The Legacy Systems consists of the various TEAM Site peculiar management sub-systems utilized for current management.  Included in the Legacy Systems are accounting, scheduling, and work authorization processes/systems to name a few.  Particular attention needs to be made to the accounting system because it is difficult to affect changes in this area.





Implement EVMS


Resources (Staffing/Funding)				TEAM Site, AIR-00, PMA, AIR-6.0


Resources are a key ingredient to this process.  Staffing is needed by the TEAM Site to put their EVMS in place.  This staffing may be government or contractor support, but in most cases it will be a combination of the two.  Funding will need to be provided by one or many of the suppliers.  Coordinating the resources will be a major activity in the implementation of the EVMS.





Use EVMS


Schedule							PMA, AIR-6.0


A schedule is needed to show when the work on the contract needs to be performed.





Work Authorization						PMA, AIR-6.0


Some type of authorization is required for the TEAM Site to proceed with the work.





Surveillance Plan/Metrics/Reports				TEAM Site, PMA, AIR-6.0, AIR-4.2


A surveillance plan details how surveillance will be conducted at a TEAM Site.  Most likely the surveillance will consist of a joint effort between the Site, PMA, AIR-4.2, and potentially AIR-6.0.  Metrics may be used to determine if the Site is using the EVMS as intended, and highlight any areas where there are problems.  Surveillance reports detail the findings of any surveillance that is conducted.





Maintain EVMS					


Surveillance Plan/Metrics					TEAM Site, PMA, AIR-6.0, AIR-4.2


Maintenance is a key ingredient to keeping the management system up to date with changing processes or systems.  Care must be taken to keep the system up to date to reflect how work is actually performed.  If there are major changes to the system then they should be coordinated with the PMA, AIR-6.0, and AIR-4.2.  Surveillance is a good area to use to review the impact of system changes and determine where additional changes may be needed








Entry Criteria:  





Product focused project greater than $6M (FY96) and more than 12 months in duration.  





OR





TEAM Site/customer decides effort is appropriate for EVM.





(If a contract/program is under either one of these thresholds it may not be value added to implement EVMS; however, it is the program manager’s option to still require the use of the EVMS.  These thresholds are taken from the DoD 5000.2-R)


�
Primary Sub-processes:





Assess Project EVM Feasibility


The purpose of performing a feasibility study is to determine whether it is likely that the implementation of EVM concepts at a TEAM Site on a particular contract/program has the likelihood of being carried through to a successful conclusion.  It may be possible to meet the entry criteria; however, the project may be determined to be infeasible for EVM.  Following are some of the steps in the feasibility study:





Provide an earned value overview and provide lessons learned/benefits to the PMA/TEAM Site senior management.  If this effort is to be undertaken it is of utmost importance to have the senior management on-board with the effort.





Discuss PMA needs for better control and visibility of projects or tasks at the TEAM Site.  Earned value will be implemented on contracts as required by the program manager.





A comparison should be made between the value of the contract and the investment which will have to be funded for implementing and maintaining EVM at the Site.  It may not be cost effective to implement EVM for certain projects.





	  


Assess Current Management System Implementation


Determine Management System Changes Needed


An assessment of the Legacy Systems needs to be made to determine what effort it will take to implement EVM.  This assessment should determine what changes are required to integrate these systems and provide the tools needed to manage using Earned Value guidelines.  In assessing the current management system, it is important to become familiar with how existing procedures and methods are used to; define the effort and assign responsibility for work; plan, schedule, budget, and authorize work; accumulate costs of work and material; compare planned, accomplished, actuals, and analyze deviations; incorporate changes; and develop estimates of final costs.





Evaluate Resource Requirements


The resources required to implement EVM need to be determined.  Resources will be required both in dollars and staffing.  All sources of funding should be explored.  Sources that will receive benefit from this type of management should be solicited.  Some examples of potential funding sources are the TEAM Site, PMA, or AIR-6.0.  Staffing to actually implement EVM may come from existing resources at the Site or through the use of Contract Support Services (CSS).  Each Site may not have the expertise; therefore, CSS may be necessary to assist in the initial implementation.  It is advisable to have Site employees intimately involved in the process so they are able to maintain the system once it is operational.  Minimal support may be provided from AIR-4.2 as well as these other sources.





Develop Plan of Actions and Milestones (POA&M):


A POA&M will be developed for the EVM implementation.  This POA&M will detail all of the steps needed to implement the EVMS, assign responsibility for the tasks, and also give time frames for completing the tasks.  In developing the POA&M thought should be given to the resources needed in each of the steps.





�
Implement EVMS


A TEAM approach will be utilized for EVMS implementation.  The program office introduces EVMS concepts and intentions to the Site.  The program manager facilitates agreement to implement, and provides guidance to the TEAM Site.  AIR-4.2 supports implementation strategy, conducts in-process reviews and assessments, and provides analysis of data.  The TEAM Site members promote a climate for meaningful change and implement transition strategy and manage progress.  EVMS implementation strategies follow TEAM Earned Value policy (the PMA is the driver of the need for EVM), partner with TEAM Sites to implement EVM, and provide on-site expertise to government users.





Acquire EVMS Expertise


In order to implement an EVMS it is necessary to have EVMS knowledge.  If this knowledge is not resident at the Site, it will be necessary to seek outside assistance.  In order to gain the immediate knowledge needed, it may be useful to hire CSS to assist and develop guidance in the implementation effort.   





Integrate/modify processes/systems


TEAM Sites should use the most cost effective Management Information System to support EVM.  Sites should exploit existing systems already deployed at other TEAM Sites.  Integration of the current processes and systems with each other is key to EVM.   With this integration it is ensured that all of the pieces to the process are integrated with each other.  It is important to keep manual intervention at a minimum to minimize the chance for errors.  While the emphasis is to make the EVMS work within the constraints of the existing management system/processes, it may be necessary to modify some of the current processes/systems.  These changes should only be made when it will be value added to the EVM process and will help alleviate the chance of distortions or make the management process better.





Train Personnel


It will be necessary to train the personnel involved with implementation, utilization, and maintenance of EVM.  These personnel encompass the workers on the floor to the top management at the Site.  While the training for the artisans on the floor or upper management may only be familiarization training, the Control Account Managers will need detailed training on how to interpret the data, develop estimates of completion costs, and how earned value will benefit them.  Without the proper training, the managers will be unable use the EVMS to its fullest extent.





Conduct EVMS Assessment Review


An EVMS Review will be conducted as the final step in the Sites implementation to ensure that the Site has implemented a valid EVMS and that they are following their own documented EVMS procedures.  These procedures were documented in the Site’s system description.  During the assessment, emphasis will be placed on the value added by the system, not on the deficiencies which are found.  When in place, the EVMS should be used as an integrating tool for technical, cost, and schedule management.  The extent of this review will depend on whether the Site is required to have a system in compliance with the EVMS Criteria (reference 5000.2R).  If the Site is not required to be in compliance with the criteria, the scope of this review will be reduced and emphasis will be shifted to understand and assess the system the Site has implemented.














The team for this assessment may be comprised of representatives from various sources.  Personnel from the TEAM Site, PMA, and AIR-4.2 may be asked to participate on the team, with leadership of the team coming from AIR-4.2.  In some cases personnel from other services may be added if there is the possibility for the service to use the Site for products or services in the future.





The following is a list of some of the areas which will be assessed during this review:


Organization:  defines the authorized work elements for the program and identifies the program organizational structure for accomplishing the work.  EVMS provides for the integration of the Sites’ planning, scheduling, budgeting, work authorization, and cost accumulation processes.





Schedules:  schedules show the sequence of work and the identification of significant task interdependencies required to meet contract/program requirements.  These schedules should identify physical products, milestones, and technical performance goals that will be used to measure progress.





Budgeting:  a time phased budget baseline will be established and maintained against which performance can be measured.  Significant cost elements (e.g., labor, material) will be identified for established budgets.





Accounting:  the EVMS will provide for recording of direct and indirect costs.  Summarization of these costs from the lowest level of the work breakdown structure or control account will enable analysis of actual costs.





Analysis:  EVM will enable the comparison of the amount of planned budget and the amount of budget earned for work accomplished.  This comparison provides an indicator of schedule variance.  A comparison of the amount of the budget earned and the actual cost for the same work provides a cost variance and enables the development of revised estimates of the cost at completion based on performance to date and estimates of future conditions.





Revisions and Maintenance:  the EVMS will provide the methodology for incorporating and documenting changes to budgets or schedules in a timely manner.








Use EVMS


Establish EVM Reporting Requirements


EVM reporting requirements need to be established to determine what reporting will be needed by the customer.  These reports, which may include a Cost Schedule Status Report (CSSR) or Cost Performance Report (CPR), will be tailored by the customer to make sure that only the information which is needed is obtained.  In some instances while a report may not be required the Site may still use the EVMS to manage the effort.





Manage Project Execution


Control account managers and functional managers use the data to manage their areas of responsibility.  The program manager at the Site would also use the data to highlight areas for them to act on.  Upper management at the Site may use the EVMS data to keep them apprised of all the activities happening at the Site.











On the customer side (PMA/AIR-6.0), the data may be used to track the funding they have provided to the Site.  The data aids in the management of the contract, tracking of expenditures, and defense of  budgets.  Technical personnel from the customers organization keep current on their areas in regard to technical, schedule, and cost.  The EVM data will help them do just that.  An integrated baseline review is conducted to understand the plan for project execution.








Maintain EVMS


Conduct Surveillance Program


TEAM Sites have the prime responsibility for surveillance and self validation.  The focus is on insight versus oversight.  Surveillance may be performed through recurring reviews to ensure that the EVMS provides:





Technical, cost, and schedule performance information that depicts actual conditions and trends; and that data being received is timely, accurate, and reliable.


Timely indications of actual or potential problems


For baseline integrity





Improve/Evolve System


Maintenance of the system is a continuing effort to keep the system up to date with the processes/systems which are being used.  Surveillance is a key area to help in keeping up with the system implementation.  System metrics may be used to help determine if the system is being used as intended, or if there are any problem areas.  Also, as new pieces of the system (accounting, scheduling, etc.) are updated, these pieces need to be integrated into the EVMS. 


  





Supporting Sub-processes:





Train Workforce


As the implementation of EVM at the Sites progresses, it is important to keep the TEAM workforce informed of the use of EVM at the Sites.  While the whole TEAM may not have day to day interaction with the TEAM Sites, at one time or another TEAM Site EVM may impact them.





Perform Resource Management:


Within the TEAM, organizations must acknowledge activities regarding TEAM Site EVM when they are identifying resource requirements.








Agents:





TEAM Site:  The TEAM Site is the most important player in the system implementation.  When the EVMS is implemented, the Site will be the owner of the system and as such must take responsibility.  





PMA:  The PMA will be one of the primary customers of the EVM data.  Also, in most cases, the PMA supplies the funding for the EVMS implementation and will be responsible for developing the contract requirements which may include EVM reporting. 











Cost Department (AIR-4.2):  AIR-4.2 participates in this process to help insure that EVM is implemented consistently across TEAM Sites.  The Cost Department will also work to ensure that lessons learned from the Sites are shared and incorporated TEAM wide.  AIR-4.2 will also be responsible for conducting EVMS Assessment Reviews when it is deemed necessary.  Cost Team Leaders and Earned Value Analysts will follow resource management and performance measurement procedures.





Industrial Capabilities (AIR-6.0):  AIR-6.0 may desire better visibility into what is happening at their depots, so they may be a potential source of implementation funding.  Standard Depot Level Maintenance (SDLM) is funded, scheduled, and managed through AIR-6.0. 





Commander NAVAIR (AIR-00):  AIR-00 has directed that TEAM Sites manage using Earned Value where it makes sense and is required by the PMA.








Outputs & Customers:





	Output							Customer(s)





Assess Project EVM Feasibility


Feasibility Study Results					TEAM Site, PMA, AIR-4.2, AIR-6.0


These results are presented to the customers to determine if the implementation effort should continue.   





Assess Current Management System


POA&M							TEAM Site, PMA, AIR-6.0, AIR-4.2 


The POA&M details all the activities and tasks necessary for the implementation of the EVMS.





Implement EVMS


EVMS							TEAM Site, PMA, AIR-6.0, AIR-4.2


The key output during this phase is the actual EVMS.  Benefits and projected payoffs depend on how good of a system is implemented.





EVMS Description						TEAM Site, AIR-4.2 


The system description is the document that describes how EVM operates at the TEAM Site.  Any project specific procedures are separately documented from the Site description.  If there are any issues with the Site processes, the first place to look would be the system description which describes how the processes should work.  The system description is a living document that evolves with the system.





Use EVMS


Cost Reports						TEAM Site, PMA, AIR-4.2, AIR-6.0


The cost reports contain the data on how the Site is performing on a particular contract.  Reporting will be tailored to what can be used effectively, and the reports will be structured to reflect how the work is actually performed.  Timeliness will be improved by only requiring essential variance information.  There are two types of Earned Value reports which may be provided; the Cost Performance Report or the Cost Schedule Status Report.  Either one of these reports can be tailored to get the information that the customer needs.  Electronic media will be used when possible.  Internally, the Site may have summary reports for the managers to help them manage the effort they are responsible for.  





�
EVMS/Corporate Metrics				TEAM Site, PMA, AIR-6.0, AIR-00, AIR-4.2


These metrics show how the Site is performing on a particular contract or as an organization.  Surveillance metrics may be developed to help reduce the actual on-Site surveillance time needed.  Some sample surveillance metrics may include; the amount of retroactive changes or the amount of actuals with no budget.





Data for Workload Planning System (WPS)				PMA/AIR-6.0


It may be possible to feed the WPS from the EVMS.





Schedules								TEAM Site


Schedules show when the TEAM Site plans to perform the work on the contract.  They will identify the major actions or milestones in the contract.





Work Authorization							TEAM Site


The work authorization will allow a manager to perform a certain task or tasks.  Work authorization delineates the scope of work, time frame for the work, and a budget for the work.  In some cases the budget may be in terms of hours instead of dollars.





Control Account Plans						TEAM Site


Control Account Plans  provide detailed information on how the TEAM Site is planning to perform the effort on the contract.  Schedule, scope, resources, and earned value methods are included in these plans.





Maintain EVMS


Surveillance Reports					TEAM Site, PMA, AIR-6.0, AIR-4.2


The surveillance reports detail any issues found during the surveillance, and also point out areas which may have to be looked at from a systems point of view.  Use of effective EVM provides timely auditable data produced by integrated systems for determining product oriented program status.








Exit Criteria:





Contract/program effort complete at Site.





OR





EVM determined to be infeasible.








Next Process:  Assess Site’s Cost/Schedule/Technical Performance








Handbooks, Standards, Limits:





AIR-00/PEO letter dtd 24 April 1996 (Subject: Managing with Earned Value at NAVAIR TEAM Sites) This letter delineated the policy for NAVAIR in regards to managing with Earned Value at the TEAM Sites.





DoDI 5000.2-R, SECNAVINST 5000.2B 


These documents describe EVM requirements, and also includes the EVM criteria.





NAVAIR Acquisition Guide 


Includes acquisition information for use within the Naval Air Systems TEAM.





WBS for Defense Material Items (MIL-HDBK-881B) 


This document is a guide for breaking work out in product focused pieces.  For EVM a WBS breakout can be very useful.





Earned Value Management Guide (NAVSO P3627) 


This document replaced the Joint Implementation Guide and serves as an interpretive guide to the EVM criteria.





TEAM Site Earned Value Handbook (To be developed) 


This is a conceptual document which will incorporate lessons learned from the Sites in order to aid in the EVMS implementation.








Tools:





Software (e.g., MS Project, Winsight, PA, Dekker Trakker) - There are various software tools which will aid in the analysis of contract Earned Value data or in implementing the EVMS.  It is important for the Site to spearhead the search for the software to make sure they get the software that they feel will be most value added.





Legacy Systems -  The legacy systems are listed as a tool because the Site currently uses these systems to manage and control programs/tasks.  Every effort should be made to take advantage of the tools/systems that are in place, and not to input new systems with no value added.





Migration Systems (e.g., BAIM, MRP II, NIFMS) - These systems are samples of tools which would be used as part of or impact the EVMS.  As these new systems migrate to the TEAM Site, thought should be given as to how they will integrate into the EVMS.








Metrics and Measures:  (initial metrics and measures)  all metrics should at least provide insight into when questions should be asked about the health of the EVM process.





Turnaround time (TAT) to plan - the TAT compared to the planned time may provide an indicator as to how well the management system is working.


Customer satisfaction - a quality survey may be provided to get an indication of the stakeholders’ satisfaction with the system.


Overhead rate change - EVM should provide better visibility into the rates, thus allowing better management of the overhead accounts.


Cost Performance Index (CPI) - the CPI indicates the effectiveness of the cost management for the project.  A poor CPI does not necessarily mean the management system is not being used effectively, but it will cause questions to be asked.


Schedule Performance Index (SPI) - the SPI indicates the effectiveness of the schedule management of the project.


Variance at Completion (VAC) % - this in an indicator of how well the site is using the system to estimate completion costs.


To-complete performance index to CPI - this metric will indicate how realistic the estimates at completion really are.


Time to implement EVMS - an indicator of how well the implementation process works is the time to implement.  If excessive time is needed at the Sites the process should be reviewed.


Baseline changes (other than contract scope) - if excessive changes to the baseline are made, it may indicate poor planning.  These changes should be looked at for quarterly periods.


 





	


Voice of the Customer: 	TBD





Voice of the Process: 		TBD	
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�Implement TEAM Site Earned Value Management 	
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