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Why are we here? 

•  To create a shared understanding of the Business Change Initiative 
(BCI) and why changes are needed 

•  To focus on how the EVM Action Team and sub-teams are crucial to 
the success of the BCI  

•  To open a dialogue among us – you’ve been invited here today 
for your ideas, feedback and active involvement 

•  You are the Earned Value Management community 

•  You’re the ones who will identify what needs to change 

•  You’re the change agents who will make this happen 
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Agenda 
Overview 

 Our Goal; Why Change Is Needed; FPD Business Change Initiative; 
Phases and Process 

Scheduling Action Team  
 Purpose; Accomplishments; Applicability to EVM; Findings 

EVM Action Team 
 Why is EVM Necessary; Why Are Our EVM Efforts Important 

EVM Sub-Teams and Updates 
 Process and Policy; Tools; Reporting; Training 

Action Team Timelines 

Encouragement to Participate and Overview of Future Envisioned 

Discussion and Questions 
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Why is Change Needed? 
 Internal challenges include rising costs, schedule delays, disparate 
processes, diminishment of institutional processes and tools, a need to ensure 
optimally-trained staff, and a retirement wave that will seriously impact our need 
to capture knowledge and best practices 

 External challenges include a significant increase in external reviews and data 
requests; greater competition and stakeholder pressure; significant 
perceptions of GSFC’s budgeting and scheduling challenges; and our peers 
have made strides in all aspects and are outmaneuvering and marketing on our 
weaknesses (e.g., Goddard is good but they won’t stay within budget or on 
schedule) 

 Our world is changing as evidenced by recent GAO findings that NASA is not 
managing its projects well; budgets are tightening that will lead to additional 
scrutiny for selection—past performance does matter; being the “most technically 
competent” will no longer be enough 

We are recognized globally as being world class in mission development and execution of 
projects, but we are not consistently utilizing best practices or being recognized for staying 
within budget or on schedule, and this has to change now! 
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Our Goal → 

A disparate community with pockets 
of expertise that are not well known 
and where projects create their own 
unique solutions to solve problems 

An integrated community to educate, 
openly share and instill best 
practices across the organization  
and within the projects 

Current State Future State 

Our ideal state is to be recognized as world class in all three elements of project management
—cost, schedule and technical management—with known subject matter experts integrated 
across the community.  We need your assistance in identifying and supporting your SMEs in 
this role 

FPD consistently applies the best practices and actions  
to ensure cost effective and on-time delivery of all projects 
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FPD Business Change Initiative 
•  Code 400 started the BCI in late 2011. Five Action Teams focus on tangible actions to 

improve our processes and effectiveness and for transference of knowledge and best 
practices: 

–  Scheduling Action Team 
–  Management Reporting Action Team 
–  Earned Value Management Action Team  
–  Business Rapid Information Skills & Knowledge (BRISK) Action Team  
–  Cost Estimating Action Team  

•  Action Teams will progress through a five-phase process that guides the change 
from concept vision and definition through rollout and deployment 

•  Collaboration is key—the BCI is guided by Code 400 Civil Servants and contractors 
and requires alignment and coordination with the Office of Human Capital 
Management /110, Office of the Chief Financial Officer/150, Applied Engineering and 
Technology Directorate/500, and other partners 

•  As we go forward, we can use this process to tackle other changes in the Directorate 
or at the Center 
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Action Teams follow a simple and repeatable eight-step process: 

…and key findings, best 
practices, and subject 
matter expert discovery 
will be captured and 
shared along the way 

Action Integration Team ensures consistency among Action Teams and knowledge sharing 
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Scheduling Action Team 
Purpose 

•  Identify scheduling Best Practices throughout Goddard and share with the entire 
program/project community 

Accomplishments & Current Activities 
•  Formulated 10 Planning & Scheduling Principles and identified 31 Best Practices;  

currently documenting Best Practice instructions and guidance  
•  Implementation of FPD Planning & Scheduling Knowledge Center (SharePoint site) 

to disseminate planning & scheduling Best Practices and related resources is under 
way 

Applicability to EVM 
•  Realistic schedules are essential to successful EVM – improvement in scheduling 

will promote improvement in EVM 
•  Additional schedule performance metrics (e.g. BEI, CEI) will augment EVM 

analytics for a more robust view of project performance 
•  Enhanced schedule baseline control will enhance integrity of PMB 
•  Lessons learned from IMS design in support of EVM on MMS and GPM will benefit 

EVM implementation on other in-house projects 
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Example: Schedule Action Team Current Findings 

Opportunities for improvement 

Near Term Next Steps 

Best Practice Areas Identified 

Principles 

Best	
  Prac*ces	
  

Document Schedule Requirements in the Project Schedule Management Plan 
Assign a Lead Planner/Scheduler to the Project 
Organize the Project Schedule Office / War Room 
Plan a Successful Schedule Summit 
Develop the Project-Level Integrated Master Schedule 
Develop In-House Subsystem Schedules Using the Product Development 
Lead Checklist 
Create an Integrated Master Schedule Database in MS Project 
Estimate Realistic Activity Durations 
Document the Schedule Basis of Estimate 
Verify Schedule Integrity with Schedule Health Checks 
Identify and Control Giver/Receiver Milestones  
Plan the Project Schedule Margin 
Establish and Control the Schedule Baseline 
Implement a Schedule Control Board 
Status and Update the Project Integrated Master Schedule 
Design the Project Schedule Book 
Report the Critical Path for MSR 
Perform a Schedule Risk Analysis and Report the Results  
Assess Baseline Schedule Performance with the Baseline Execution Index 
(BEI) 

Assess Current Schedule Performance with the Current Execution Index (CEI) 

Assess Near-Term Schedule Stability with the Volatility Index (VI) 
Assess Schedule Efficiency Along the Critical Path 
Report Project Control Milestone Performance and Forecast 
Report Total Slack Changes and Trends 
Report Schedule Margin-to-Launch Trend 
Prepare and Update the Critical Milestone Schedule for MSR 

Prepare an Integrated Master Schedule Data Requirements Document 

Resource/Cost Load the Project Integrated Master Schedule 
Archive the Project Integrated Master Schedule 
Assess Current Schedule Performance with the Monthly Hit/Miss Index 
Reporting Summary Status with the Schedule Scorecard 
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Earned Value Management 
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Why is EVM Necessary?  

•  Federal Legislation and Policy Directives 
–  Government Performance and Results Act of 1993 
–  Federal Acquisition Streamlining Act of 1994 
–  Clinger-Cohen Act of 1996 
–  OMB Circular A-11, Part 7, “Planning, Budgeting, 

Acquisition & Management of Capital Assets” 
–  OMB Memorandum M-04-24, “Expanded Electronic 

Government (E-Gov) President’s Management Agenda 
(PMA) Scorecard Cost, Schedule and Performance 
Standards for Success" 

–  OMB Memorandum M-05-23, “Improving Information 
Technology (IT) Project Planning and Execution”  

–  OMB Memorandum M-10-24, “Performance 
Improvement Guidance: Management Responsibilities 
and Government Performance and Results Documents”  

–  NPR 7120.5D 
•  EVM Standards 

–  American National Standards Institute/Electronic 
Industries Association (ANSI/EIA) Earned Value 
Management System (EVMS) Standard 748 (July 1998) 

Federal legislation, policies, and NASA Directives mandate 
the use of a standard EVM System 
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Why is EVM a good idea? 

•  Why are our EVM efforts important? 

•  We must ensure our projects are delivering on time and within budget 

•  We must evaluate all of our planning and control practices 

•  We must improve and consistently all aspects of EVM 
–  Tools 
–  Processes 
–  Policies 

•  Ensuring projects consistently implement EVM practices that address weaknesses,  
help the agency manage negative earned value trends 

•  Doing so allows us to execute a higher number of interesting and important projects,  
increase our win rate for competed projects, improve our performance, and avoid 
further budget cuts or movement of funds between projects and programs 

•  Simply, our projects must be best in practice in cost integration, scheduling and  
technical performance 

•  In its most basic form, EVM is simply sound project management! Plan, Track, Analyze 

–  Training 
–  Reporting 
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Action Team Structure:  Leadership, Resources, and Projects 

Scheduling 
Walt Majerowicz/400 

Management 
Reporting 

John Decker/400 
EVM 

Steve Shinn/400 
Cost Estimating 
Steve Shinn/400 

BRISK 
Jonathan Bryson/403 

Process/Policy 
Jonathan Bryson/ 

403 

Tools  
Nakia Marks/153 

Training 
Walt Majerowicz/ 

403 

Reporting 
J. McKeever/460 

Integration Team 
•  6 members 

150/200/400/500 
•  5 members  

400/500/600 

•  5 members 
400/500 

•  9 members 
400/500 

EVM	
  	
  	
  	
  Sub-­‐teams	
  

The Action Teams are comprised of personnel from around the Directorate and the 
Center. Each Action Team is reaching out to stakeholders for ideas, artifacts and 
best practices. Even if you are not on an Action Team, everyone is a stakeholder. 
Contact any of the individuals noted above with your ideas and insights. 
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Earned Value Management at GSFC 
The four sub-teams are paving the way ahead for more consistent application of EVM at 
the center. 
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EVM Sub Team – Process and Policy 

Policy 
•  Framework:  NPR7120.5E and NASA FAR Clauses — we need to 

implement and enforce these (i.e., Nakia Marks in Code 150 is the EVM 
Working Group representative and reviews contract data requirements 
documents)  

•  Office of Chief Engineer:  Agency EVM System Description is an umbrella 
document to Center-level  (e.g., range of EV methods) 

•  Project: make a Project Directive or an EVM Plan (e.g., showing which EV 
methods were selected) 

•  We are building the “flow down” from OCE to the project level 
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EVM Sub Team – Process and Policy 
Process 
•  Following several GSFC project EVM implementations – will attend project 

interviews with EVM Training team 
•  Tracking ICESat-2 effort as the “pathfinder” for Project and In-House EVM 

•  Will assess the ability to comply with the ANSI/EIA -748-B EVMS 32 Guidelines, 
including potential updates due to the ANSI 748 Standard for Earned Value 
Management Systems refresh scheduled for 2012 

•  Consulting meeting between Steve Shinn et al and projects – support process 
development and provide lessons learned captured for cumulative knowledge 
(i.e., ICESat-2) 

•  Possible topic: Systematic review of recent GAO/IG reporting that we have 
done: 

–  Roles with OCE vis-à-vis Center level 
–  Can we organize their questions better? 
–  How is this instructive for other projects? 
–  How can we train our reviewers and build an orientation package 
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EVM Sub Team – Tools 
Objective  
Integrate a set of software products to develop a “Tool Suite” that will completely support 
project management in producing and reporting EVM data.  The tool suite will include all 
products required to manage projects (i.e. accounting, scheduling, earned value, reporting)  

Actions 
•  Establish a team of users, experts, and industry consultants to analyze requirements 

and recommend a tool suite that best meet our needs 

•  Interview and survey GSFC projects with  EVM requirements; document  current tools 
and processes used to manage, and their effectiveness 

•  Analyze findings from interviews and surveys then develop a general recommendation 
of what tools and processes are required to manage a typical project 

•  Meet with vendors to discuss and evaluate available products; select a set of products 
that best meet our requirements    

•  Purchase a Center Wide License Agreement (CWLA) through NSSC 

•  Develop product and process flow to recommend best practices 

•  Modify Center policies as needed 
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EVM Sub Team – Reporting 

•  Effective reporting of Earned Value metrics or Project Performance metrics is an  
essential part of the Project Communication Plan 

•  What is it? 
–  Using metrics, the project provides performance data in dollars, hours and indices to  

communicate the health of the project to stakeholders 
–  Use of the EV metrics help the project validate their “position” 

–  Metrics and values inform the stakeholder of: 
•  Where the project should be in terms of accomplishment (BCWS) 

•  Where the project is in terms of accomplishment (BCWP) 

•  The cost of the accomplishment (ACWP) 

•  How much the remainder of work to be accomplished will cost (ETC/EAC) 

•  The indices derived from the values provide an indication of the projects performance 
–  Schedule Performance … “SPI, spi” 
–  Cost Performance … “CPI, cpi” 
–  “To Go” Cost Performance “tCPI” 

•  Having accurate metrics is key to effective communication and management of the project 
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Reporting – From Data to Information 

Everyone is a Stakeholder 

HQ 

PMO or Center 

Project 

CAM or Contractor 

Where the work happens ! 
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EVM Sub Team – Reporting 

So what is the EVM Reporting sub team going to do? 
•  Gather the artifacts currently used by the various projects using and reporting Earned 

Value / Project Performance metrics 

•  Assess what is being reported and where (in the chain) reporting is taking place 

•  Leverage or derive reporting formats to establish templates for projects to use or follow 
–  The goal is to produce the same view of the performance across projects 
–  Reduce questions on, what does it tell me? 
–  Effectively communicate Project Performance  

•  Validate other methods and outputs of project management performance (Schedule, IMS, 
LOBs) 

–  Work with the Training and Tools sub team to: 
•  Educate Creators 
•  Educate Users 
•  Educate Reviewers 

•  Achieve overall goal – gather valid reporting data 
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EVM Sub Team – Training 

Purpose 
Design an approach to EVM training that supports the skills needed by project teams to 
manage their work while informing other stakeholders about the performance of their 
project, system, subsystem or instrument, and to identify the foundational, tool-based, 
analytical and other forms of EVM training and learning that project teams and 
stakeholders require to best support the success of GSFC’s projects, in-house work and 
contracts 

Short-Term Actions 
•  Develop an EVM Training Framework which organizes project roles, the EVM needs 

of those roles, the skills necessary to fulfill those needs, and the training and learning 
required to obtain or enhance those skills 

•  Identify sources of EVM training and learning including instructor-led and web-based 
courses; coaching and mentoring; web/wiki-based resources; case studies; and other 
forms of training to enhance the learning experience of practitioners 

•  Schedule training courses and workshops as needed to support priority needs such 
as Integrated Baseline Reviews, baseline development or data analysis 

•  Conduct training sub-team kick-off meeting 
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EVM Sub Team – Training 

Medium-to-Long-Term Actions 
•  Identify and/or develop training courses for GSFC-unique EVM needs 

•  Establish a virtual EVM Community of Practice to share knowledge, resources and 
ideas among EVM stakeholders at GSFC 

•  Continue to coordinate with other EVM sub-teams on new and evolving training 
requirements 

Training Challenges and Considerations 
•  Cultural resistance and misunderstanding of EVM at GSFC 

•  Some policy, system, tool and reporting aspects are evolving—additional training 
courses and knowledge sharing methods will need to be modified or developed   
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Action Team Timelines are phased to maximize team impact 
and results 

Time now: May16 
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•  Identify, improve and embrace new project management business practices
—make change a priority  

•  Actively engage with the EVM Action Teams to seek breakthroughs and 
ensure long-lasting change 

•  Collaborate across projects and Directorate, and evolve to a community of 
known experts and practitioners—but it is imperative that we share ideas, 
best practices and actively engage 

•  Use Code 400 as a “compass” to direct projects to improved practices and 
resources 

•  Enable the next generation of business management personnel to sustain 
NASA’s success 

•  We highly encourage you to get involved and contact the Action Team leads 
to provide insights and assistance  

As a Team, we must get involved to: 

Endorse these changes as they happen by serving as vocal advocates of what’s 
new, what’s different and why it matters 
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The Future: We will uncover best practices and identify subject 
matter experts to leverage across the Center to 
improve our project management practices  

The future of our projects is an integrated 
community of “expert” practitioners yielding: 

•  Improved cost and schedule performance 
•  Higher efficiency of projects and teams 
•  Improved integration  and collaboration across teams 
•  Recognized lists of business systems SMEs 
•  Improved business training and skills development 

Outcomes to include a proliferation of  
new approaches:  

•  Revamped and relevant training 
•  Improved workforce collaboration and feedback 
•  Implemented best practices across all the 

business practices 
•  Standardized tools and approaches 
•  New knowledge management, repositories  

and portals 
•  Standard operating procedures/guidelines 
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Discussion and Questions 


