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July 19, 2004

From: Wayne Reiersen

To: NCSX Job Managers

Subject: Avoiding poor CPI/SPI performance

Our CPI and SPI values have continued to drop.  We recently went through the worst offenders and tried to understand what the problems were.  A systemic problem was observed.  We would make appropriate changes in our plans as we went along, but failed to update the performance measurement baseline (PMB) in a timely manner.  We received no earned value for new tasks because they were not in the PMB, with an attendant impact on the CPI.  Tasks which were in the PMB, but were delayed because of ading new scope, had a poor SPI because we were not working on them.  To address this systemic problem, I would ask the Job Managers to adhere to the following guidelines and the RLMs to hold them accountable.
1. If new scope is added, identify the required changes to the performance measurement baseline (PMB) in time for them to be incorporated for the next monthly status meeting.  This might require processing an ECP to get budget for the new scope if reprogramming options are not found.  Do not work on activities that have no budget associated with them.
2. If new scope impacts the schedule for already planned activities, then an updated schedule for the planned activities should be developed in time to be incorporated into the PMB for the next status meeting.  Come status time, there should be no difference between what we plan to do and the PMB.
3. Start dates for activities not yet started should always be current.  If we know an activity will not start until September even though it is scheduled to start in July, then we need to make sure the PMB is updated to reflect our current plan.  Come status time, there should never be an activity that was scheduled to be started, but has not been.
4. If we no longer plan to do something or now view it as unnecessary (or of low value), then take it out of the PMB.  We should be continually scrubbing the PMB to identify low value activities, especially out-year activities whose value is less certain.  There are plenty of places we can use reprogrammed funds now.

5. Be objective in reporting % complete.  It always amazing me how quickly we get the first 90% of each activity done and how long it takes to get the last 10% done.

6. Define jobs by activities that are typically not more than a month or two in duration.  This facilitates making schedule adjustments and reporting status.  It is easy to move the start of an activity that has not been started when updating the PMB.  The start of an activity cannot be moved once it has been started.  Short activities have less ambiguous content and are easy to assess % complete.  On the other hand, omnibus activities such as “Final Design” are ambiguous with no clear metrics to assess % complete.  Job Managers might be attracted the freedom from accountability that is afforded by this approach, but that dog will not hunt anymore.  The exceptions to this rule are true level of effort jobs, such as management, project control, etc.
7. Own the plan.  The Job Manager’s plan and the PMB must be reconciled each month prior to statusing.  The Project must support this by being prepared to update the PMB at least once a month.  Our Project Execution Plan allows us to update the PMB as often as necessary.  DOE approval is not even required if we do not need to [1] draw down contingency, [2] change any DOE Level II milestones (which includes the project completion date), or [3] change the approved NEPA/EA documentation.  However, we should document all changes to the PMB in ECPs.
8. Review the Job Cost Report for your job(s) each month.  Make sure all the charges are appropriate.  If not, fix them.  Job Managers must have a clear understanding with the people doing the work on [1] the scope of work and deliverables, [2] the budget available for the work, and [3] when the work needs to be completed.

These guidelines are in effect now.  We need to brief Greg Pitonak of upcoming calls on contingency by the end of this week (7/23) to get his buy-in so when he returns from his vacation (8/2), we have an ECP ready for his signature whose content is already familiar.  Strykowsky can then formally update the PMB and generate the status bar charts for our next status meeting (typically the first Friday in the month which would be 8/5).
Please provide me with your comments and suggested improvements re the guidelines.  Thank you for your cooperation in making the system work for us instead of against us.
Cc: J. Schmidt, R. Simmons, R. Strykowsky, H. Neilson

