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Integrated Baseline Review
Purpose

● The purpose of an Integrated Baseline Review is to achieve and/or maintain 
a project and customer understanding of the content of the Performance 
Measurement Baseline (PMB), the risks inherent in the PMB, and the 
management control processes that will operate during it’s execution. 

● It should confirm that: 
– The PMB incorporates the entire scope of the project;
– The work is scheduled to meet the projects objectives; 
– Risks are identified and are being managed; 
– An appropriate amount and mix of resources have been assigned to 

accomplish all requirements;
– Suitable management control processes are being implemented. 

● This should provide both the project and its customer the assurance that 
valid and timely performance data will be provided throughout the execution 
of the project.

DEVMIG – A Guide to Conducting IBRs – Issue 2



Integrated Baseline Review
The Performance Measurement Baseline

 

Time 

Standard EVM Terminology 

BCWS (PV) Budgeted Cost of Work Scheduled 
 (How much work should have been done) 

BCWP (EV) Budgeted Cost of Work Performed 
 (How much work has actually been done) 

ACWP (AC) Actual Cost of Work Performed 
 (How much the actual work done has cost) 

SV Schedule Variance 
 =     BCWP – BCWS 
 (A measure of project effectiveness) 

CV Cost Variance 
 =     BCWP – ACWP 
 (A measure of project efficiency) 
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Integrated Baseline Review
Objectives

● Assumptions underlying the 
plan are reasonable and 
documented. 

● Project requirements have 
been translated into 
appropriate breakdown 
structures and authorised 
through documents such as 
work breakdown structure 
(WBS) and statement of work 
(e.g. SOW). 

● Project schedule key 
milestones are identified and 
reflect a logical flow to 
accomplish technical work 
scope

● The project organisation is 
identified and a clear 
responsibility link to the WBS 
is shown e.g. Responsibility 
Assignment Matrix (RAM).

● The planned use of resources 
(budgets, facilities, personnel, 
skills, etc.) reflects availability 
and is sufficient to accomplish 
the technical scope of work 
within schedule constraints 
over the entire performance 
period.

● Sub-contract effort and 
performance reporting is 
integrated to the level that is 
effective for project control.

● Earned Value Measurement 
techniques applied are 
appropriate to the scope of 
work being undertaken in 
order that Project 
Performance data will reflect 
project achievement during 
the entire performance period. 

DEVMIG – A Guide to Conducting IBRs – Issue 2



Integrated Baseline Review
Project Control Reviews

Concept
Preferred 

Supplier(s)
Development Delivery In Service

Down 
Select

Contract 
Award Acceptance

System 
Review

Integrated 
Baseline 
Review

Demonstration 
ReviewProvide customer 

assurance that the 
contractor has the 
capability (process, 

people, toolset) to meet 
the requirements of 

EVM reporting

Provide customer assurance that 
the contractor’s Performance 

Measurement Baseline (PMB) is 
appropriate and well constructed 

with sensible resources and 
timescales

Provide customer assurance 
and confirm that the 

contractor’s Earned Value 
Management System 

(EVMS) is working correctly. 

MoD – Acquisition Operating Framework



Integrated Baseline Review
Standards & Guidance

IBR Standards

● ANSI/EIA 748A – Earned Value Management Systems

● AS 4817 – Project performance measurement using Earned Value 

● Earned Value Management: APM Guide for the UK 

IBR Guidance

● ANSI/EIA-748A – Earned Value Management Systems Intent Guide

● DCMA SSOM – DoD, Defense Contract Management Agency, 
EVMS Standard Surveillance Operating Manual

● DEVMIG – A Guide to Conducting Integrated Baseline Reviews 
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Integrated Baseline Review
Process

IBR Team Responsibility
• Should start 1-2 months before the review
• Should be collaborative
• Should include training of the IBR Team
• Outputs:   IBR Handbook 
IBR Team Responsibility
• Can be 1 week to ½ day activity
• Desk top review of project control data
• Outputs:   Issues to cover during interviewsProject Team Responsibility
• The first element of the on-site review itself
• Should provide the IBR Team with a good understanding of 

the Project Control System
• Outputs:   Presentation and Storyboard
IBR Team Responsibility
• Interviewees selected based on data trace and In-brief 

findings
• Outputs:   Interview schedule and interview questionsIBR Team Responsibility
• Can take 2 – 10 days
• The main element of the on-site review
• Outputs:   Issues raised against review criteria
IBR Team Responsibility
• The final element of the on-site review
• Issues are consolidated against review groupings
• Issues are characterised into CARs or Observations
• Outputs:   Out-brief presentation and final report/CARs



Integrated Baseline Review
Scope

Against the ANSI 748 Standard

Reciprocity with APM EVM Guide

Organisation

Scheduling/resourcing

Budget/Work Auth’n

Management Materials

Risk Management

Change Management

Managerial Analysis

Accounting

ANSI
748

IBR

DR



Major Corrective 
Actions

Minor Corrective 
Actions

Observations

Integrated Baseline Review
Consolidation of Issues



Integrated Baseline Review
Level of Confusion

In-brief
Data traces

Project Staff
Discussions/Interviews

  Final Discussions
  Write Up

Le
ve

l o
f 

C
on

fu
si

on

Time

Also need to 
consider the 

forming, storming, 
norming team 

dynamic



Jubilee & Northern 
Line Upgrade 
Programme (JNUP)



The signaling upgrade to the London 
Underground’s Jubilee and Northern Lines

Being implemented by Thales on 
behalf of Tube Lines Limited.

It involves the design, procurement 
and installation of SelTrac®,

SelTrac® is Thales’s Communications-
Based Train Control, CBTC

JNUP
What is the programme?



JNUP
SelTrac® CBTC, Communications-Based Train Control 

SelTrac®

● SelTrac® CBTC offers the opportunity to enhance performance and 
safety and lower life-cycle costs:

– SelTrac® systems are installed on transit networks around the 
world;

– The methodology and technology has been proven in use for thirty 
years. 

SelTrac® Programme Benefit

● Proven capacity increase:
– San Francisco MUNI;
– London Underground; 

● Jubilee; 35 km, 63 trains 
● Northern; 57 km, 106 trains

– 20% capacity improvement due to signaling;
– Minimum impact to ongoing revenue operations.



JNUP
Programme Complexity

Programme interventions scheduled during:
– Nightly non-operational 

hours;
– Scheduled weekend 

engineering shutdowns;
– Holiday shutdowns.

System software 
being written in 

Toronto, Canada

Programme being 
managed from Canary 

Wharf, London

Involves additional 
railway signalling 
engineers in India

Also involves alignment 
with other engineering 

improvements; coordinated 
through Tubelines



January 2012, the 
contract between 

Tubelines and 
Thales moved from 

Cost+ to Target 
Fee

Prompted a re-
baseline of the 
Northern Line 
Programme

IBR to check the 
validity and 

robustness of the 
JNUP PMB

JNUP
Why the need for an IBR?



Self Assessment & 
the EVM Compass



Self Assessment
Why is it a good idea?

The quality of the IBR In-
brief is highly variable

Need for greater intrusion 
and investigation during 

interviews

Risk of sub-optimal IBR 
outcomes and CARs

Less 
efficiency

Less 
effectiveness



A structured 
EVM 

Assessment 
Tool

Enable 
Project 
Control 

Teams to 
assess their 

EVM 
performance 

in a 
structured 
manner

The 
EVM 

Compa
ss

Self Assessment
The Requirement

Need a 
method to 
support a 
structured 

approach to 
the In-brief

……a shared 
assessment

….. a more 
collaborative 
approach …



The EVM Compass
What is it?

The EVM Compass provides a mechanism to:

● Assess the current level of operational maturity
– Using a structured approach that is applicable across 

projects
– Provides a reference point for future improvement

● Establish a target performance level
– allowing the prioritisation of improvement actions to areas 

that will provide the greatest short term return

The EVM Compass aims to measure  
current performance with a view to 
Improving Performance



The EVM Compass
How was it created?

EVM Compass developed by the UK Association for 
Project Management EVM Specific Interest Group

● Sub-group formed to develop model, 
consisting of individuals from BAE Systems, 
BMT Hi-Q Sigma, UK Ministry of Defence, 
OTC Optima, Rolls Royce, Thales and Taylor 
Woodrow (now VINCI Construction)

Assessed existing 
EVM Maturity 
Models  
(e.g. from BAE Systems)

Develope
d 
Compass 
to ensure 
applicability 
upon 
Projects 
across 
sectors

Develope
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Updated & 
Released 
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testing



The EVM Compass
Components

Maturity Stages (from LFE)

● Introduced based upon experience 
during trials

● 4 Stages to achieving a mature 
EVM system

– Establish EVM Foundations
– Establish EVM Basics
– Execute EVM
– Achieve the EVM Goal

● Help provide a roadmap to EVM implementation and help ensure 
maturity assessment takes into account the stage of the implementation

– E.g. Don’t expect to be managing using EVM when foundations are 
not established

●  25 “Attributes” are split across the 4 Maturity Stages 
– Each attribute is scored on a maturity level of 1-5





The EVM Compass
Physical Products – Maturity Grid

Maturity Model

● 25 
Attribut
es, 
each of 
which is 
individu
ally 
assess
ed

● 5 levels 
of 
perform
ance 
against 
each of 
the 
Attribut
es

● Score 
both the 
current 
perform
ance 
level 
(“as is”) 
and 
target 
perform
ance 
level 
(“to be”)



Benefits of the 
revised IBR
approach



Benefits of the Approach

A more collaborative activity during IBR Preparation
• Project Team Self Assessment against the Compass in 

parallel with IBR Team preps
• Supporting the development of a more open In-brief 

discussion

A more focussed approach data trace and IBR interviews
• Data trace and interview activities are focussed on 

verification of Self-Assessment strengths and weaknesses

Less intrusive IBR Interviews
• A need for fewer and less time consuming IBR interviews 

to objectively verify Self Assessment strengths and 
weaknesses against review criteria

More focussed IBR Outputs
• Self-assessment has already created the consolidation of 

project control issues leading to more focussed and useful 
outputs



Summary



Summary

Described:

● The concept and process of Integrated Baseline Reviews;

● The scope of the JNUP programme;

● How self-assessment using the EVM Compass can 
improve IBR outcomes;

● The benefit of this approach on the JNUP IBR



A Broader Conclusion

Concept
Preferred 

Supplier(s)
Development Delivery In Service

Down 
Select

Contract 
Award Acceptance

System 
Review

Integrated 
Baseline 
Review

Demonstration 
Review

Approach is possibly most applicable to:
• On-going projects that need to re-baseline
• Demonstration/Surveillance Reviews



Any Questions?

David Bright

Sector Director Defence
BMT Group Ltd
Mob: 07793 040919
email: dbright@bmtgroup.com
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