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Foreword

Projects exist to deliver change. Government projects are about getting things 
done to help trans form society and the way govern ment works. The range of 
projects is diverse and excit ing: from new hospit als or rail networks, to innov at ive 
IT systems and trans form a tional change. Projects require substan tial invest ment; 
the whole life cost of the Government Major Projects Portfolio (GMPP) alone is 
about £500bn, and there is huge poten tial to deliver these projects more effi-
ciently and more effect ively.

I have worked in and around major projects for 30 years and, in my  
exper i ence, success comes down to having the exper i ence and confid ence  
to make sound judge ments to consist ently ‘do the right project right’. Having  
highly skilled and motiv ated project deliv ery profes sion als equipped with 
know ledge of what works will help us imple ment projects well and deliver 
excel lence.

To improve the deliv ery perform ance of major projects, we need to learn from 
previ ous exper i ence. This can be achieved by looking for patterns, for example, 
are we consist ently finding the same issue in projects? Unfortunately, I often find 
that we fail to learn – or apply – the lessons of the past. For example, the condi tions 
for project success are often set right at the very outset. Aspects for consid er a-
tion include whether all the scope has been included in the baseline, whether 
risks and uncer tain ties have been iden ti fied, whether the project has an 
appro pri ate mix of resources and whether a suit able manage ment control process 
has been imple men ted. It is good prac tice to check, and ensure, these are in 
place from the very earli est stages of the project, regard less of the project size or 
complex ity.

This guide focuses on integ rated baseline reviews (IBR) but the prin ciples it 
follows are applic able to other types of review. The intent of the IBR is to look at 
the process as a whole to see if it is working as inten ded and to improve confid ence 
that the inform a tion you are using to make decisions is reli able. The book guides 
the reader through the review process, suggest ing what the review should be 
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Foreword

looking for, and how the output should be used not only to improve the project 
under review, but rather how outputs can be collated to prevent common issues 
from reoccurring.

Tim Banfield
Director, Strategy

Major Projects Authority
Cabinet Office
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Preface

This docu ment is based on a Ministry of Defence (MoD) Document – A Guide 
to the Integrated Baseline Review Process – first issued in October 2002. The 
MoD kindly gave permis sion for APM to make use of this guide. The original 
docu ment was based on best prac tice, was developed over a period of time by 
various contrib ut ors and it became specific to the require ments of the MoD. The 
APM Planning, Monitoring and Control (PMC) Specific Interest Group (SIG) has 
reviewed and updated the guide to improve its clarity, applic ab il ity and access i  -
bil ity result ing in this pan-sector, pan-industry version, whilst adher ing to the 
original guide’s intent.

Stephen Jones
Chairman APM Planning, Monitoring and Control

Specific Interest Group
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Applicability

This hand book provides guid ance on the conduct of an indi vidual review in the 
context of the overall integ rated baseline review (IBR) process, a formal process 
conduc ted to assess the content and integ rity of the baseline against which 
project perform ance will be meas ured.

The guide offers an IBR over view for projects and their custom ers, describ ing 
the activ it ies, plan ning and train ing prior to the start of the review, the review 
respons ib il it ies and criteria for the review team, and guid ance for the review of 
inform a tion.

Guidance is inten ded to be applied to projects of all sizes in all industry sectors. 
The IBR process should be scaled and tailored to the project concerned.

IBRs are typic ally conduc ted in envir on ments util ising earned value 
management to ensure that the baseline that under pins the perform ance data is 
robust, but all projects can benefit from this type of baseline review to check the 
valid ity and robust ness of their project controls envir on ment.

This hand book may be used in conjunc tion with APM’s Earned Value 
Management Compass [1] with which it shares many common attrib utes and the 
goal of having a single source of truth and better informed decision making.

Each busi ness may apply differ ent termin o logy to that described in this 
docu ment and as such should apply sens ible judge ment to the intent of the 
review.Prop
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1

Introduction

An integ rated baseline review (IBR) is the process of perform ing a tech nical and 
sched ule review to estab lish a balanced under stand ing of the plan ning matur ity 
of the project. The IBR will review:

n the project manage ment plan;
n the methods and metrics used to measure contract perform ance or progress;
n the manage ment control processes that operate during the project’s execu tion;
n the tech nical merits of the sched ule;
n the risk asso ci ated with the baseline.

The purpose of the IBR is to achieve and main tain a project and under stand ing of 
the risks inher ent in the perform ance measurement baseline (PMB) and the 
manage ment control processes that will operate during its execu tion.

The process involves a review of docu ment a tion, an on-site review of the 
project’s proposed plan ning and manage ment systems, and iden ti fies follow-up 
actions as neces sary to ensure that the baseline has matured to an accept able 
level.

Integrated baseline reviews are not to be confused with audits. An audit looks 
in depth for conform ance to a stand ard or proced ure, whereas an IBR is looking 
for assur ance that your baseline is robust, the entire process is oper at ing as it 
should and you are in control. The IBR should be seen as a precursor to success ful 
project deliv ery.

The guid ance within this docu ment is geared around an initial full review. It is 
also applic able to subsequent reviews such as demon stra tion and surveil lance 
reviews [2, 4]. It is expec ted, however, that subsequent reviews will gener ally be 
of smaller scale than the initial, and the guid ance within this hand book should be 
tailored as required.

Self-assessment is an import ant part of any pre-review activ ity, and this guide 
should be used in support of that process. It contains what could be called  
‘the exam ques tions’, and the project manager should use these to identify the 
poten tial find ings or gaps to determ ine if the project is ‘ready’ for the review.  
The EVM Compass [1] is recom men ded as a good prac tice process to support 
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2

self-assessment. The self-assessment should be shared with key stake hold ers 
before the review starts because this may raise areas the review team may wish 
to focus on. A gap analysis between the two should be part of the post review 
activ it ies.

It is import ant to agree terms of refer ence for the review, which are approved 
by the review sponsor in advance of the review.

An IBR is not an oppor tun ity to give a colleague a grilling or criti cise someone’s 
work. Reviews should be construct ive and inde pend ent. The review team 
consti tutes a fresh set of eyes looking at a project, confirm ing what the project 
manager should have already known through self-assessment, and is char ac ter-
istic of the good culture all projects should embrace. IBRs provide an oppor tun ity 
to further improve the project baseline and control processes, giving the project 
a greater chance of success and promot ing the char ac ter ist ics of good project 
manage ment culture.
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2

Purpose

The purpose of an IBR is to achieve and/or main tain a project and customer 
under stand ing of the content of the perform ance meas ure ment baseline (PMB), 
the risks inher ent in the PMB, and the manage ment control processes that will 
operate during the project’s execu tion.

It should confirm that:

n the PMB incor por ates the entire scope of the project;
n the work is sched uled to meet the project’s object ives;
n risks are iden ti fied and are being managed;
n an appro pri ate amount and mix of skilled and exper i enced resources have 

been assigned to accom plish all require ments;
n suit able manage ment control processes are being imple men ted.

The review should provide both the project and its customer the assur ance that 
valid and timely perform ance data will be provided through out the execu tion of 
the project. The output of the IBR should be repor ted via the exist ing project 
governance forums for considered decision making.

Any find ings from the review that require a correct ive action should be 
analysed for ‘root cause’, identi fy ing whether the cause is specific to the project 
or system atic within the project deliv ery organ isa tion. This will facil it ate the iden-
ti fic a tion of improve ment initi at ives, using Pareto Analysis for example, to identify 
where efforts will produce the greatest results. This may require a number of 
reviews, across a number of projects, to be performed before suffi cient data are 
avail able. It is import ant to conduct root cause analysis as early as possible to 
maxim ise the oppor tun ity for timely recti fic a tion.
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3

IBR process summary
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4

Review timing

The project must be confid ent that the baseline is complete before holding  
the IBR.

The initial review is considered the most import ant as it seeks to achieve an 
under stand ing and agree ment of the baseline from which perform ance data will 
be gener ated. It is bene fi cial to conduct the initial review as close as possible to 
the comple tion of the first report ing cycle after commen cing the project. This is 
to ensure data is avail able for the review and thor ough plan ning has been 
under taken early in the project life  cycle. An early review will provide the 
oppor tun ity for timely comple tion of any recti fic a tion activ it ies.

Subsequent reviews should be held when the review sponsor agrees that a 
review would be bene fi cial. These may be on a peri odic basis, aligned with 
project/plan ning phases, or with pre-planned manage ment reviews such as key 
stage gates (or similar).

The timing of subsequent reviews will be depend ent upon a number of factors 
includ ing:

n project dura tion;
n risk;
n complex ity;
n project perform ance;
n change;
n customer require ment;
n company policy.

The dura tion of the review depends on the terms of refer ence, but can take 
anything from a few days up to two weeks; however, a typical review will last  
five days.
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9

5

Roles and respons ib il it ies

The follow ing table outlines the roles and respons ib il it ies of the various stake-
hold ers involved in the integ rated baseline review.

Table 1 Roles and respons ib il it ies

Role Responsibilities

Review sponsor (this 
may be a person 
internal or external 
to the organ isa tion 
deliv er ing the 
project)

Person who initi ates the review, i.e. the review is conduc ted on behalf 
of the review sponsor.
n  Agree the object ives and sched ule for the IBR process and 

support ing reviews
n  Ensure an adequate number of suit ably qual i fied and exper i enced 

person nel are avail able to support the IBR process
n  Ensure issues result ing from reviews are resolved in a timely manner

IBR lead The person leading the review on behalf of the review sponsor.
n  Ensure consist ency of approach by the review team
n  Review and approve the IBR hand book
n  Deliver out-brief and IBR report

IBR facil it ator The person provid ing day-to-day manage ment of the process on behalf 
of the IBR lead.
n  Provide tech nical direc tion and lead er ship
n  Assign respons ib il it ies to review team members
n  Coordinate outputs from the review team
n  Ensure review team members are adequately trained and prepared 

for their review activ it ies

Review team 
members

Everyone parti cip at ing in the review working for the IBR lead.
n  Be prepared for the review and attend IBR train ing work shops
n  Familiarise them selves with the state ment of work (SoW) prior to the 

review
n  Review the project’s plan ning docu ment a tion and under take data 

traces for their area of respons ib il ity
n  Conduct inter views/discus sions with project team members

(Continued)
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Role Responsibilities

n  Provide a record of the docu ment a tion reviewed and an output from 
the inter views and data traces conduc ted, ready for inclu sion into 
the final IBR report

Project manager Responsible for deliv ery of the project.
n  Provide a project lead

Project lead (this is 
often the project 
manager)

Point of contact from project being reviewed.
n  Provide the appropriate planning documentation to the team for 

review prior to the start of the IBR
n  Provide working space and support for the IBR review team
n  Arrange sched ules for inter views/discus sions with relev ant project 

person nel
n  Deliver in-brief

Project team 
members

Everyone support ing/working on the project being reviewed.
n  Make your self avail able for discus sions/inter views as per timetable

The IBR lead, facil it ator and review team members should be inde pend ent of the 
project under review and may be inde pend ent of the organ isa tion to add 
addi tional objectiv ity.

Table 1 Continued
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6

Overview of process
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The follow ing tables describe the overall process for imple ment ing an integ rated 
baseline review. The numbers in the first columns refer to the steps in later 
chapters of this book.

Table 2 Pre-IBR

Input Process Output Responsibility

1.1 New contract / 
contract change / 
company policy / 
signi fic ant project 
change

Decision to 
hold an IBR

n  Updated contract and 
project plan

Review sponsor

n  Terms of refer ence

1.2 n  IBR guide
n  Contract

Agree 
object ives and 
accept ance 
criteria

n  Communicate IBR plan 
(includ ing object ives, 
timings, accept ance 
criteria and  
expect a tions)

IBR lead
Project lead

Table 3 Preparation

Input Process Output Responsibility

2.1 n  IBR plan Identify 
required 
compet en cies
Identify 
review team

n  Review team iden ti fied, 
contact list prepared, 
roles and respons ib il it ies 
agreed, arrange ments 
put in place to bring in 
inde pend ent team 
members where 
required.

IBR lead
Project lead

2.2 n  IBR hand book 
template

n  IBR plan

Produce draft 
IBR hand book

n  Draft IBR hand book IBR lead
Project lead

2.3 n  Review team 
members

n  Project team 
members

Train teams as 
required

n  Trained project and IBR 
team members

IBR lead
Project lead
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Overview of process

Input Process Output Responsibility

2.4 n  Project team 
members

n  Draft IBR 
hand book

n  EVM Compass 
[1]

n  Scheduling 
Maturity  
Model [3]

Project 
conduct 
self-
assessment

n  Actions list, includ ing 
issues for resol u tion prior 
to the IBR

Project lead

2.5 n  Draft IBR 
hand book

Agree the IBR 
timetable, 
includ ing 
inter view 
sched ule

n  Updated draft IBR 
hand book to include 
timetable

IBR lead
Project lead

2.6 n  Draft IBR 
hand book

Organise the 
IBR, e.g. book 
rooms, issue 
invites, 
secur ity etc.

n  IBR event organ ised Project lead

2.7 n  Draft IBR 
hand book

Finalise and 
issue IBR 
hand book

n  Final IBR hand book IBR lead
Project lead

2.8 n  Final IBR 
hand book

Collate and 
issue 
docu ments to 
be reviewed

n  Documentation issued to 
review team

Project lead

2.9 n  Project docu-
ment a tion

Review and 
famil i ar ise 
with 
docu ments

n  Review team prepared IBR lead

2.10 n  Project docu-
ment a tion

n  Action list

Prepare 
in-brief 
present a tion 
and process 
story board

n  In-brief
n  Storyboard

Project lead

Table 3 Continued
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Table 4 Execution

Input Process Output Responsibility

3.1 n  In-brief
n  Storyboard

Brief review 
team on 
current project 
control system 
status

n  Fully briefed review team IBR lead
Project lead

3.2 n  IBR 
docu ment a tion

n  Final IBR 
hand book

Conduct data 
traces

n  Highlighted poten tial 
issues or good prac tice

Review team 
members

3.3 n  Highlighted 
poten tial issues

n  CAM specific 
data

n  Final IBR 
hand book

Project team 
discus sions

n  Highlighted issues or 
good prac tice

Review team 
members

3.4 n  Highlighted 
issues or good 
prac tice

n  Final IBR 
hand book

Collate and 
docu ment 
find ings

n  Draft IBR report Review team 
members

3.5 n  Draft IBR report
n  Final IBR 

hand book

Daily 
feed back 
sessions

n  Project response to 
issues raised

Review team 
members

3.6 n  Draft out-brief 
present a tion

n  Final IBR 
hand book

Produce 
present a tion

n  Out-brief present a tion Review team 
members

3.7 n  Draft IBR report
n  Out-brief 

present a tion

Present key 
issues and 
find ings

n  Fully de-briefed output 
team

Review team 
members
Project team 
members

3.8 n  Draft IBR report
n  Out-brief 

present a tion

Prepare and 
issue IBR 
report

n  IBR report IBR lead
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Table 5 Post review

Input Process Output Responsibility

4.1 n  Final IBR report Prepare 
correct ive 
action plan

n  Corrective action plan Project team 
members
IBR lead

4.2 n  Corrective action 
plan

Close-out 
actions

n  Fully signed correct ive 
action plan

Project team 
members
Review team 
members
IBR lead

4.3 n  Project self-
assessment

n  Final IBR report
n  Corrective action 

plan

Root cause 
analysis

n  Trend of reoccurring 
issues

n  Initiatives to reduce 
future occur rence of 
common IBR find ings

Review sponsor

Where appro pri ate, it may be neces sary for the review sponsor to identify a 
sched ule of future IBR, demon stra tion and surveil lance reviews based on the 
find ings of the review.

In order to support the continu ous improve ment of the IBR process, it is 
advis able to conduct a post review feed back, to review the process from the 
parti cipants’ point of view.
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7

Pre-IBR

7.1 Step 1.1 Decision to hold an IBR

Ideally, the sched ule of reviews will have been planned and agreed in advance; 
however, signi fic ant events that affect the project may also trigger the require-
ment for a review, as indic ated in Chapter 4 Review timing.

The review sponsor will make the decision to hold an IBR based on the  
criteria. The review sponsor will ensure the need for an IBR is repres en ted in the 
contract or project plan. If not amend ments shall be made to the relev ant docu-
ment a tion.

The review sponsor will produce terms of refer ence for the review, as per the 
example in Annex A.

7.2 Step 1.2 Agree object ives and 
accept ance criteria

As soon as the decision to conduct an IBR has been taken, the IBR lead and the 
review sponsor should agree and define the specific object ives and accept ance 
criteria for the review. This agree ment may be docu mented in an initial draft of 
the project IBR hand book, which is produced by the project lead. The follow ing 
list provides the typical IBR object ives; to assess the PMB the intent is to estab lish 
that the follow ing has been achieved:

n Assumptions under ly ing the plan are reas on able and docu mented.
n Project require ments have been trans lated into appro pri ate break down 

struc tures and author ised through docu ments such as work break down 
struc ture (WBS) and state ment of work (SoW).

n Project sched ule key mile stones are iden ti fied and reflect a logical flow to 
accom plish tech nical work scope.

n The project organ isa tion is iden ti fied and a clear respons ib il ity link to the WBS 
is shown, e.g. respons ib il ity assign ment matrix (RAM).
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n The planned use of resources (budgets, facil it ies, person nel, skills etc.) reflects 
avail ab il ity and is suffi cient to accom plish the tech nical scope of work within 
sched ule constraints over the entire perform ance period.

n Sub-contract effort and perform ance report ing is integ rated to the level that is 
effect ive for project control.

n Earned value tech niques applied are appro pri ate for the scope of work being 
under taken in order that project perform ance data will accur ately reflect 
project achieve ment during the entire perform ance period.

Having taken project specifi cs into account and agreed the IBR object ives, care 
should be exer cised to ensure that all parties involved are aware of the approach 
to be taken in conduct ing the review.

In order to form al ise the review, the IBR lead should prepare an IBR plan, 
which is commu nic ated to team members and the contractor.
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8

Preparation

8.1 Step 2.1 Identify required compet en cies 
and identify review team

The IBR lead and project manager should identify the review team members. It is 
required that the review team include (where possible) person nel inde pend ent 
of the project and ideally have cross-functional repres ent a tion.

Reviews should be led by a suit ably qual i fied repres ent at ive to ensure that  
a compre hens ive eval u ation of the perform ance meas ure ment baseline (PMB)  
is performed and that all project control aspects have been addressed and 
captured.

Review team members should comprise project control special ists, with 
support from the project’s engin eer ing and tech nical staff. Project staff should be 
know ledge able on the subject matter being examined. All team members will be 
alloc ated specific areas of respons ib il ity ideally asso ci ated with their field of 
expert ise.

The follow ing areas of discip line and/or exper i ence are required:

n project manage ment;
n plan ning;
n schedul ing;
n project control;
n busi ness manage ment;
n sub-con tract manage ment;
n tech nical manage ment;
n contract manage ment;
n risk manage ment;
n resource manage ment.

The size of the team and dura tion of the review should be propor tion ate and 
aligned with the project size and complex ity. This should be agreed by the review 
sponsor, IBR lead and the project lead with refer ence to the terms of refer ence.
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8.2 Step 2.2 Produce draft IBR hand book

A draft IBR hand book cover ing all aspects from within this guide that are 
applic able to the review in ques tion should be produced and distrib uted. This 
will ensure that every one involved has a clear under stand ing of the expect a tions, 
how it will be under taken and the timing of the review.

8.3 Step 2.3 Train teams as required

Joint train ing sessions should be held wherever prac tic able for all person nel 
involved in the review, either as a review team member or project team  
member. The intent of the train ing is to provide enough inform a tion for the  
team to mutu ally under stand both the IBR process and the cost, sched ule, 
tech nical and manage ment processes that should be used on the project. When 
neces sary, it may be appro pri ate to bring in external person nel for train ing and 
facil it a tion.

Training should be designed and delivered to support the object ives of the 
review as agreed by the IBR lead and project lead. The essen tial elements of the 
train ing should include the follow ing:

n commu nic a tion skills (inter view/discus sion tech niques, active listen ing 
etc.);

n perform ing the review (data traces, collect ing evid ence, dealing with conflict 
etc.);

n record ing and report ing (how to docu ment find ings and issues, i.e. being 
clear, concise and consist ent).

8.4 Step 2.4 Project conduct self-assessment

To assist in the prepar a tion of a review, a self-assessment should be conduc ted, 
using APM EVM Compass [1] or this guide. This may completely replic ate the 
entire scope of the IBR, or may just focus on partic u lar areas of concern raised by 
the review sponsor. The self-assessment will identify areas that require further 
devel op ment, the current and target system matur ity and estab lish actions to 
address any issues prior to the IBR.
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Preparation

In order to prepare for the IBR and to ensure all parti cipants fully under stand 
the process and bene fits of the IBR, coach ing should be arranged by the project 
lead or review sponsor.

The project should under take data tracing as part of a self-assessment to 
identify any poten tial problem areas that subsequently can be briefed to the 
review team members.

8.5 Step 2.5 Agree the IBR timetable 
includ ing inter view sched ule

The draft IBR hand book should be updated to include a timetable. This will show 
the major IBR activ it ies, which shall include:

In-brief

n In-brief for the review team members explain ing the purpose of the review 
and provid ing the oppor tun ity for the intro duc tion of both review and project 
team members.

n An over view of the project – to famil i ar ise the team with the project scope, 
content and context; to gain an under stand ing of the project controls 
frame work (PCF) and its matur ity.

Data traces

n The review of project plan ning data, includ ing system data traces and review 
of the PCF or equi val ent and any asso ci ated project direct ives or instruc tions 
that support the PCF.

Discussion

n Discussions with control account managers (CAM(s)) identi fy ing the basis on 
which the plan was estab lished, ensur ing that resources have been alloc ated 
and that appro pri ate earned value techniques have been iden ti fied.

n Typically discussions will also be held with project management, programme 
management office (PMO), finance, commer cial, senior manage ment and 
other signi fic ant stake hold ers.
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Daily review team meet ings

n Plan of the day. This is a stand-up meeting held at the start of the each day to 
final ise/amend the sched ule of activ it ies for the day, and discuss what should 
be achieved.

n Daily feed back. This is a meeting that is held at ‘close of busi ness’ each day, 
which includes the follow ing activ it ies:
– confirm a tion of comple tion of activ it ies sched uled for the day;
– confirm a tion of write-up reports of discus sions conduc ted;
– sharing of review team find ings;
– daily de-briefs.

Out-brief

n A joint exit briefi ng by the review team address ing the review find ings.
n An excep tion report address ing the review team’s concerns and find ings. All 

concerns requir ing resol u tion should be iden ti fied and, if not already resolved 
prior to comple tion of the IBR, the estim ated dates for resol u tion should be 
agreed.

Figure 1 Typical review cycle

Reproduced with kind permis sion from the APM Planning, Monitoring and Control 
Specific Interest Group working group.
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Preparation

8.6 Step 2.6 Organise the IBR

The IBR will require a certain amount of admin is tra tion in order to ensure the 
smooth conduct for the benefit of all stake hold ers.

The project lead will typic ally arrange the follow ing:

n Ensure that review team members are cleared for any access require ments, 
and that arrange ments are in place for them to be collec ted/escor ted whilst  
on site.

n Provide working space and support for the review team includ ing a working 
area and admin is trat ive support as required.

n Schedule discus sions with CAM(s) and other project manage ment staff and 
ensure all person nel are avail able.

n Ensure that rooms for discus sion are avail able – ideally the project’s own work 
envir on ment.

8.7 Step 2.7 Finalise and issue the  
IBR handbook

The draft IBR hand book should be final ised and issued to all stake hold ers to 
ensure that they have an unam bigu ous under stand ing of the object ives, process 
and timetable for the review.

This is the respons ib il ity of the IBR lead and project lead.

8.8 Step 2.8 Collate and issue docu ments  
to be reviewed

The follow ing inform a tion should be provided to the review team members prior 
to the review to allow the team to famil i ar ise them selves with it:

n state ment of work;
n project manage ment plan;
n work break down struc ture and diction ary;
n organ isa tional break down struc ture;
n respons ib il ity assign ment matrix;
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n project sched ules, includ ing top-level and lower-level sched ules;
n outputs from risk analysis;
n risk register and oppor tun it ies log;
n project control frame work (some times referred to as the earned value 

manage ment system descrip tion);
n assump tions, exclu sions, depend en cies and constraints.

In addi tion the follow ing docu ments may also be required:

n busi ness case;
n work author isa tion docu ments;
n signed control account plans or equi val ent;
n change control docu ments (if appro pri ate);
n current and previ ous months perform ance reports (if avail able at the time of 

the first review);
n list of major suppli ers;
n basic contract and modi fic a tions.

8.9 Step 2.9 Review and famil i ar ise with 
docu ments

The review team members should famil i ar ise them selves with project inform a-
tion provided in Step 2.8.

8.10 Step 2.10 Prepare in-brief present a tion 
and process story board

Prior to the IBR the project should prepare an IBR in-brief and story board. The 
in-brief will provide an over view of the project and the processes it employs, 
typic ally identi fy ing where any issues exist, as iden ti fied in Step 2.4. This should 
not comprom ise the progress of the review by focus ing upon known issues.

The story board provides a visual repres ent a tion of inter ac tions between the 
various elements of the project control system.
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9

Execution

The purpose of the review is to eval u ate the robust ness and suit ab il ity of the 
project control frame work (PCF), the project controls envir on ment and the 
project’s compli ance with it. The review provides assur ance to the busi ness that 
the PCF and processes are fully integ rated and suit able for the size and complex ity 
of the project.

The review provides the project team with an early inde pend ent check to 
valid ate the project’s systems and baseline, and to enable continu ous 
improve ment initi at ives.

9.1 Step 3.1 Brief IBR team members on 
current project control frame work status

The in-brief is an oppor tun ity for the review team members to gain an under-
stand ing of the project being reviewed and the PCF being oper ated within. The 
presenter should also high light areas where the project may benefit from closer 
scru tiny with a view to obtain ing poten tial solu tions and guid ance. In addi tion to 
present ing the in-brief present a tion, this may include:

n office induc tion (e.g. tour of welfare facil it ies, health and safety inform a tion 
etc.);

n intro duc tions to key staff;
n site tour (if appro pri ate).

9.2 Step 3.2 Data traces

Data tracing is an import ant compon ent of any review and is a meth od o logy for 
tracing a source data element through the PCF and under stand ing how the 
overall system oper ates.

Guidance on the conduct of data traces may be found in Annex B.
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9.3 Step 3.3 Project team discus sions

A key feature of the IBR is to conduct discus sions in accord ance with the agreed 
timetable and inter view sched ule (see Step 2.5 Agree the IBR timetable includ ing 
inter view sched ule).

Discussions are held between the CAM and other signi fic ant stake hold ers 
(with support from project team members if required) and review team members. 
This may be done in pairs, to allow one review team member to ask ques tions 
while the other makes notes.

Each discus sion is sched uled for a maximum of two hours, includ ing a short 
allow ance for captur ing the key issues iden ti fied.

Annex C provides discus sion guid ance and lines of enquiry that could be 
followed.

9.4 Step 3.4 Collate and docu ment find ings

Results of the discus sions should be recor ded and collated at the daily feed back 
session, to be incor por ated into the review report.

Issues iden ti fied are categor ised into those that require correct ive action and 
those that are possible areas for improve ment. It is advis able to prior it ise the 
correct ive actions into categor ies such as major and minor. These are to be 
discussed at the daily feed back session.

9.5 Step 3.5 Daily feed back sessions

It is bene fi cial to main tain a written record of the issues found during the review and 
to feed them back on a daily basis. This will provide all review team members with 
an over view of how the review is progress ing and enable the project to clarify any 
issues, respond to the issues raised, and to prevent any ‘surprises’ at the out-brief.

9.6 Step 3.6 Produce present a tion

Towards the end of the review an IBR out-brief present a tion should be prepared to 
present the key issues and findings to the project team members and stake hold ers.
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Execution

9.7 Step 3.7 Present key issues and find ings

After comple tion of a review, an IBR out-brief should be held with the project 
team members and stake hold ers in order to present the key issues requir ing 
correct ive action, areas for possible improve ment, and any good prac tices that 
should be shared.

9.8 Step 3.8 Prepare and issue  
final IBR report

Following the review the IBR lead will prepare a final IBR report that summar ises 
the review. This includes, but is not limited to:

n the review parti cipants’ (review team plus project team staff engaged during 
the review) names and contact details;

n distri bu tion list;
n the purpose and scope of the review;
n IBR lead over view;
n key issues requir ing correct ive action;
n areas of possible improve ment;
n recom mend a tions;
n lessons/learn ing from exper i ence (LFE) on the conduct of the review.
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10

Post review

10.1 Step 4.1 Prepare correct ive action plan

The IBR lead should agree on a plan of actions to address each of the key issues 
raised in the IBR report with the project lead. The action plan should identify who 
is respons ible for closing out the actions. The IBR lead reviews the adequacy of 
the proposed actions. The project lead is respons ible for close-out of the 
correct ive actions.

Areas of possible improve ment iden ti fied in the IBR report should be resolved 
by the date agreed between the project lead and IBR lead.

Any addi tional risks/issues iden ti fied during the IBR are recor ded in the risks/
issues log and managed accord ingly. The project lead should ensure that project 
team members have taken appro pri ate action to record these risks/issues.

10.2 Step 4.2 Close-out actions

A correct ive action plan will be provided to identify the key issues raised in the 
IBR report; these will be closed out by the action owner. The IBR lead will sign 
off the action with the agree ment of the review team member raising the action.

The review sponsor is account able for ensur ing that the actions are completed 
follow ing the review.

10.3 Step 4.3 Root cause analysis

The review sponsor is respons ible for ensur ing root cause analysis is conduc ted 
for the self-assessment find ings and the key issues raised in the IBR report.

The root cause of key issues and areas for improve ment can be determ ined  
by using tech niques like the ‘5 whys’ and causal diagrams (e.g. Ishikawa 
diagrams).
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The ‘5 whys’ is an iter at ive ques tion ing tech nique used to explore the cause-
and-effect rela tion ships under ly ing a partic u lar problem. The primary goal of the 
tech nique is to determ ine the root cause of a defect or problem. The ‘5’ in the 
name derives from an empir ical obser va tion on the number of iter a tions typic ally 
required to resolve the problem.

A coding system should be used to group the root cause descrip tions into 
categor ies, for example beha viour, commu nic a tion, docu ment quality, plan ning 
etc. This will allow trend ing of common root causes across a number of projects, 
enabling initi at ives to reduce future occur rences of common IBR find ings.

Root cause trends should be prior it ised using an appro pri ate meth od o logy 
(e.g. Pareto) and repor ted on a ‘score card’ to high light areas of concern.

Figure 2 Causal diagram

Wikimedia Commons, a freely licensed media file repos it ory.
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Post review

Figure 3 Typical score card

Reproduced with kind permis sion from the APM Planning, Monitoring and Control 
Specific Interest Group working group.

Prop
ert

y o
f A

PM 

For 
pe

rso
na

l u
se

 on
ly 

Do n
ot 

dis
trib

ute



Prop
ert

y o
f A

PM 

For 
pe

rso
na

l u
se

 on
ly 

Do n
ot 

dis
trib

ute



33
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Summary

An IBR is the process of perform ing a tech nical and sched ule review to estab lish 
a balanced under stand ing of the plan ning matur ity of the project. It should 
achieve and main tain a project and customer under stand ing of the risks inher ent 
in the perform ance measurement baseline (PMB) and the manage ment control 
processes that will operate during its execu tion. The review should also provide 
both the project and its customer the assur ance that valid and timely perform-
ance data will be provided through out the execu tion of the project.

The process involves a review of docu ment a tion, an on-site review of the 
project’s proposed plan ning and manage ment systems, and iden ti fies follow-up 
actions as neces sary to ensure that the baseline has matured to an accept able 
level.

The guid ance within this docu ment is geared around an initial full review. It is 
also applic able to subsequent reviews such as demon stra tion and surveil lance 
reviews. It is expec ted, however, that subsequent reviews will gener ally be of 
smaller scale than the initial one and the guid ance within this hand book should 
be tailored as required.

Using this IBR guide will provide a stand ard and consist ent approach to 
baseline reviews and support an improved approach to project deliv ery. The 
process will need to be applied iter at ively and as required by your busi ness and 
projects. Prop
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Annex A – Example terms 
of refer ence

Overview

Overview of project
(Should include brief descrip tion of project and a state ment about the read i ness for the review)

Purpose

What is the high-level purpose of this review?

What is the scope of the review?

Stakeholder

List the key review stake hold ers
(See Table 1)
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Inputs

What inform a tion is required for the review to fulfil its oblig a tions?
(See Step 2.8 in Chapter 8)

Who is respons ible for provid ing this inform a tion?

In what format should the inform a tion be provided?

When will the inform a tion for the review be avail able?

Outputs

What inform a tion will be repor ted from the review?

To whom will this inform a tion be repor ted?
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Annex B – Data traces

This section provides guid ance on how the follow ing data traces are  
under taken:

n scope, organ isa tion and author isa tion;
n budget;
n sched ule;
n labour;
n mater ial;
n sub-con tract manage ment;
n earned value;
n mana gerial analysis;
n risk.

All docu ments shall be the latest approved version and made avail able for review 
when reques ted, typic ally this will be one week before.

13.1 Scope, organ isa tion and author isa tion

The scope, organ isa tion and author isa tion trace shows the progress ive  
break down of a discrete piece of scope from the contract to at least the control 
account (CA) and usually to a lower level.

It is sugges ted that the follow ing docu ments should be reviewed:

n the contract;
n work break down struc ture (WBS) and WBS diction ary;
n respons ib il ity assign ment matrix (RAM);
n state ment of work (SoW);
n control account plan (CAP);
n work package author isa tion.
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Data traces steps to be performed

a. Determine the scope from the contract to be used for the data trace.
b. Determine the control account contain ing the trace item from (a) above, by 

review ing the WBS and WBS diction ary.
c. Annotate the WBS and WBS diction ary pages to indic ate the contract line 

item and deliv er ables that relate to the control account in (b) above.
d. Ensure that the control account (b) is assigned to a single respons ible  

owner.
e. Review the work package author isa tion docu ments for the control account 

that contains the trace item (b). Verify consist ency in that the respons ible 
owner in the work package author isa tion docu ments is the same as the 
respons ible owner in both the RAM and the control account.

f. Ensure that the work package author isa tion docu ments are approved and 
signed by the respons ible owner desig nated in the RAM.

g. Ensure that the scope is consist ent in the work package author isa tion and 
WBS diction ary.

13.2 Budget

The budget trace confirms that all the elements in the contract budget  
(Figure 4) consist ently add to the contract price.

Where there are changes to the original contract, ensure that the changes 
have been tracked.

The hier archy of budget elements is shown in Figure 4 below.
It is sugges ted that the follow ing evid ence be reviewed:

n work package author isa tion;
n state ment of work;
n work break down struc ture (WBS) and WBS diction ary.

Data trace steps to be performed

a. Select a control account to perform the data trace upon.
b. Ensure that the sum of the plan ning package budgets plus the work  

package budgets equals the control account budget for the trace item in  
(a) above.
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Data traces

c. Check for consist ency and determ ine how control account budget  
values were estab lished on the basis of estim ate or purchase order (if 
applic able).

d. Review work package plan ning sheets and other perform ance meas ure ment 
reports for the data trace item to determ ine if a tangible meas ure ment 
tech nique is applied for assess ing progress.

e. Verify that budget inform a tion in all internal and external perform ance reports 
align.

It is sugges ted the review checks that all budgets, from the control account 
budget through to the contract price, agree as per Figure 4.

13.3 Schedule

The sched ule trace should estab lish a baseline has been set.
It is sugges ted that the follow ing docu ments should be reviewed:

Figure 4 Contract budget elements

Modified from the Earned Value Management: APM Guidelines (2008).
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n state ment of work;
n project sched ules;
n work package author isa tion docu ment.

Data trace steps to be performed

a. Determine the scope from the contract to be used for the data trace.
b. Confirm that all the sched ules in Figure 5 contain the data trace item. Compare 

this against the state ment of work for consist ency.
c. Verify if the data trace item is logic ally linked to other appro pri ate pack ages.
d. Determine at which level the earned value will be captured, i.e. the perform-

ance meas ure ment baseline. This will become the baseline sched ule.
e. Check that the data trace item has a start and finish date on the baseline 

sched ule.

Figure 5 Schedule hier archy integ ra tion diagram

Modified from the Earned Value Management: APM Guidelines (2008).
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Data traces

f. Check for consist ency of cost and dura tions on the control account docu ments 
with the budgeted cost for work sched uled (BCWS), start and finish dates on 
the baseline sched ule and work package author isa tion docu ment.

g. Check that the sched ule follows good schedul ing prac tice (all work pack ages 
have prede cessors and successors, minimal leads and lags, no negat ive float, 
no logic links on summary and justi fic a tion for any constraints or tasks with 
high float).

13.4 Labour

The labour trace aims to under stand how the direct labour costs are captured  
and trans ferred into the project control frame work. The trace checks that the 
submis sion of an employ ee’s timesheet flows through the account ing system and 
then into the perform ance meas ure ment system. The timesheet error correc tion 
system/process should also be included in this partic u lar trace.

Data trace steps to be performed

a. The trace should identify an indi vidual trans ac tion against a charge code in the 
control account ing for a partic u lar period.

b. This should trace back to the completed employ ee’s signed timesheet.
c. Check that this has been approved by a CAM, prior to entry into and out of 

the company account ing system.

The hourly cost rate should be applied to the hours booked to gener ate a total 
labour cost. This may take place in the account ing system or possibly in the 
perform ance meas ure ment tool. The charge code may share its iden tity with the 
work package (WP). Further evid ence will be the roll up of the WP(s) into  
the control account and to the actual cost of work performed (ACWP) appear ing 
in the perform ance reports.

The timesheet error correc tion process/system should be included in this 
trace. Typically this should start with the CAM request ing a change to be made 
to an entry in the accounts or finance journal. The correc tions to the control 
accounts should be approved by the CAM accept ing the costs prior to entry into 
the account ing system. Where timesheets are elec tronic this may require 
re-approval by the CAM or their deleg ate. There should be a trans ac tion showing 
the imple men ted correc tion.
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13.5 Material

Material traces (that could include mater ial, parts or sub-assemblies etc.) will vary 
consid er ably depend ing on the type of mater ial(s) being used and the nature of 
the work being under taken. A rough guide is that the detailed sched ule should 
identify when the mater ial has to be ordered, so it is avail able when required for 
use or integ ra tion.

Data trace steps to be performed

a. Select an item from the control account docu ment which has a mater ial 
require ment to be used for the data trace.

b. Find the work package that deliv ers this mater ial.
c. Identify the work package on the sched ule and check the dates are appro pri-

ate, i.e. the planned placing of the external commit ment (purchase order) 
allows enough time for the mater ial to be delivered ready for use.

d. Check that the internal commit ment (purchase request) has been raised,  
and the values, qual it ies and timings are correct and author ised by the  
CAM. If the purchase order has been raised, check the values align to the 
purchase request.

e. Check the earned value tech niques (EVTs) are appro pri ate for the mater ial 
item.

f. Check the value in the sched ule aligns to the control account.

If the project has been running for a length of time, these addi tional checks may 
be under taken.

The procure ment depart ment or func tion will have raised a purchase  
order (PO) for mater i als. Find the PO for the data trace item. A price  
vari ance analysis can be carried out, compar ing the order value with the  
budgeted price. If the mater ial has been received, identify how the earned value 
was claimed.

13.6 Sub-contract manage ment

The sub-con tract manage ment trace will verify the appro pri ate controls are in 
place and the sched ules are integ rated.
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Data traces

Data trace steps to be performed

a. Select an item from the control account docu ment that has a sub-con tract 
require ment to be used for the data trace.

b. Find the work package that relates to the sub-con tract.
c. Identify the work package on the sched ule and check the timings are aligned.
d. Check that the internal commit ment (purchase request) has been raised, and 

the values, qual it ies and timings are correct and author ised by the CAM. If the 
purchase order has been raised, check the values align to the purchase 
request.

e. Check the earned value tech niques (EVTs) are appro pri ate for the subcon-
tract.

f. Check the value in the sched ule aligns to the control account.

If the project has been running for a length of time, these addi tional checks may 
be under taken.

The procure ment depart ment or func tion will have raised a purchase order 
(PO). Find the PO for the data trace item. A price vari ance analysis can be carried 
out, compar ing the order value with the budgeted price. If the sub-con tract has 
progressed, identify how the earned value was claimed.

13.7 Earned value

The earned value trace demon strates the process for the collec tion of earned 
value status.

It is sugges ted that the follow ing docu ments should be reviewed:

n project sched ules;
n work package author isa tion docu ment.

The follow ing checks may be under taken:

a. Do the control accounts identify earned value tech niques (EVTs) at work 
package level (or lower) to enable effect ive meas ure ment of progress?

b. Review level of effort content of control account budgets to ensure it is only 
applied where appro pri ate. If possible obtain a summary of LoE work pack ages 
from the contractor.
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c. Identify where the per cent complete EVT has been used and ensure that the 
CAM has appro pri ate rules of credit to prevent subject ive progress meas ure-
ment. There should be detailed tasks or work pack ages with iden ti fied discrete 
mile stones.

d. Where progress has been claimed, is it in accord ance with the EVT  
iden ti fied?

e. Check control account status sheets to ensure that progress is being claimed 
appro pri ately. For example, a 0–100% EVT package should have zero progress 
until it is complete.

13.8 Managerial analysis

This data trace will verify that the data is reli able and the inform a tion is useful for 
manage ment decisions.

The follow ing checks may be under taken:

a. Is the estim ate at comple tion (EAC) being updated and provid ing mean ing ful 
indic a tion of the likely outcomes? This can be object ive or subject ive.
n If an object ive method is used, check it aligns with the earned value 

indic at ors as per the EVM Guidelines [2] and EVM Handbook [4].
n If a subject ive method is used, test the integ rity of the method by taking into 

account the follow ing:
– past perform ance;
– required effi ciency to recover;
– costs (incurred and commit ted) to date;
– the use of contract char ging rates (incor por at ing over head cost pools) to 

obtain the cost of labour-based estim ates;
– tech nical assess ment of tasks remain ing;
– cost and sched ule vari ances incurred to date;
– expec ted future effi ciency;
– percent age of task already completed and remain ing risks (risk review 

and prob ab il ity of cost impact);
– ongoing or outstand ing manage ment actions;
– fore cast sched ule comple tion of the task;
– anti cip ated changes to the scope of work;
– future economic condi tions, fore cast rate changes and escal a tion indices;
– previ ous EAC trend.
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Data traces

b. Review vari ance analysis reports to ensure the follow ing:
n Reasons for the vari ance are adequately explained (i.e. it should not simply 

say that there was a vari ance).
n Impact is iden ti fied, e.g. how it affects other control accounts and whether 

it affects the sched ule overall.
n Corrective action or recov ery plans are iden ti fied and are SMART (specific, 

meas ur able, achiev able, real istic and time-bound).
c. Ensure that earned value report ing is being under taken in accord ance with the 

PCF.

13.9 Risk

The risk trace confirms that all risks (threats and oppor tun it ies) are recor ded in 
the risk register, and that the approval process (if required) is correctly author ised 
and monitored.

It is sugges ted that the IBR Team should try to accom plish the follow ing:

a. Confirm all risks are iden ti fied within the risk register.
b. Confirm that risks are being managed in accord ance with the risk manage ment 

plan (RMP). It is good prac tice to assign owners to each risk and their 
subsequent actions; this should be stated in the RMP.

c. Check any risk manage ment actions are embed ding into the baseline.
d. Are the risk manage ment actions being progressed and monitored on a regular 

basis, in line with the RMP?Prop
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14

Annex C – Preparing for 
discus sions

This check list should be used as a guide to support data scrub activ it ies that may 
be under taken in prepar a tion for a CAM discus sion.

Project specifi cs will demand that other checks are made in conjunc tion  
with the review of the wider project control frame work against the selec ted 
stand ard.

14.1 Organisation charts

n Does the organ isa tion chart correctly reflect the control account manager 
(CAM), CAM No. and control account title?

n Does the work break down struc ture (and/or related docu ment a tion/EV 
system) detail the control account work scope?

14.2 Control account plan

Figure 6 illus trates that work pack ages (WP) 1 to 3 are in an open status and 
would have cost collec tion numbers (CCN) because they have been planned 
prior to ‘time now’. Once complete, WPs 1 to 3 would be closed to prevent 
incor rect/acci dental book ings.

WP 4 has a closed status and no costs must be posted until ‘time now’ matches 
the WP start date because it is planned in the future.

A plan ning package (PP) always has a closed status for posting costs. It will be 
decom posed into WPs prior to the start date. Each of these WPs will be closed 
until ‘time now’ matches the WP start date.

n Does the status of all work pack ages and plan ning pack ages align with 
Figure 6?
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n Does the CAP adequately refer ence the CAM and relev ant WBS/OBS 
elements?

n Are there any discrep an cies between the WBS/OBS and control account/
control account plan refer ences?

n Are the project refer ences correct?
n Does the CAM name match that shown on the OBS chart?
n Does project docu ment a tion coding align with system data coding?
n Is the project name and/or refer ence shown?
n Are the project manage ment plan, quality plan and contract master sched ule 

docu ments refer enced? Are they correct?
n Do the hours and monet ary values at the control account level on the 

RAM/CA state ment of work and budget alloc a tion docu ments match those  
in the CAP?

n Do the break downs for other direct costs, mater i als and sub-contractor costs 
etc. match those approved at the summary level in the CAP?

n Do support ing pages and docu ments carry the same refer ences as that of the 
CAP front sheet?

n Do all the work pack ages and plan ning pack ages have state ments of work 
(SoW)?

n Do all the work and plan ning pack ages have budgets?
n Check for duplic ate WBS numbers.
n Check the WBS roll up.

Figure 6 Control account plan

Reproduced with kind permis sion from the APM Planning, Monitoring and Control 
Specific Interest Group working group.
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Preparing for discus sions

n Are WPs/PPs defined at an appro pri ate level in each project area?
n Check for duplic ate pack ages (titles/SoWs).
n Do the values on the CA sched ule match those in the CAP and the SoW?
n Do the sched ule/project titles/activ ity names etc. corres pond to the WBS?
n Are the earned value tech niques (EVTs) appro pri ate and in line with plan ning 

guidelines (project instruc tions)?
n Review the methods the CAM is using to take earned value (EVTs). This may 

be shown on the control account plan or some thing similar. Any earned value 
being repor ted to the author ity on the cost perform ance report (CPR), should 
be consist ent and recon cil able to the internal earned value.

n Are the CAM, OBS and CAP correctly refer enced on the sched ule?

14.3 RAM

n Does the RAM detail the same WBS as the WBS and OBS charts?
n Are the titles the same?
n Do the money, items and hours match the CAP front sheet?

14.4 Contract master schedule

n Does the control account sched ule reflect the require ments detailed on the 
contract master sched ule?

n Does the CAM own any signi fic ant mile stones?
n If so, are these contained within the control account sched ule?
n If so, are they planned at the required date?
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15

Annex D – Performing  
the review

15.1 Introduction

Depending on the organ isa tional struc ture of the contractor, there may be  
value in conduct ing inter views with other person nel in the contractor’s  
office, such as func tional managers, team leaders and the project manager.  
The func tional manager and team leader inter views will focus on their role  
with respect to the CAM regard ing assist ance with sched ule, resourcing,  
review of risks and review of progress. These managers may be respons ible for 
several CAMs.

The project manager inter view will focus on risks, manage ment reserve, 
report ing mech an isms within the contractor’s office and the project manager’s 
confid ence in the PMB and the PCF. The project manager should provide details 
on the risk manage ment struc tures and respons ib il it ies and these should be 
veri fied through inter views with other managers.

An inter view with the finance manager should be conduc ted to verify the 
manner in which over heads/indir ect costs are applied to the contract.

The object ive of these discus sions is to enable the review team to under stand 
the methods and reas on ing for how the PMB has been developed, how it  
will be main tained and how perform ance data will be used to manage the  
project. The partic u lar ques tions that should be asked should take account of  
the follow ing:

n the struc ture of the partic u lar project’s control system;
n any risks/issues known to the review team prior to the review;
n any risks/issues iden ti fied from docu ment a tion reviews prior to the 

discus sion.

Prior to each discus sion, the review team should famil i ar ise them selves with the 
follow ing relat ing to the CAM in ques tion:
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n budget ary inform a tion from the RAM;
n control account defin i tion and author isa tion docu ments;
n work package defin i tions and asso ci ated budget struc tures;
n sched ules;
n perform ance reports if avail able.

It is some times possible to use a dedic ated portion of the review team to under take 
pre-discussion ‘data scrubs’. This entails an off-line review of the CAM folder, 
high light ing any areas of incon sist ency or concern. This is docu mented and 
briefed to the review team member who has respons ib il ity for the inter view. A 
sample ‘data scrub’ check list is provided in Annex B.

The number of CAM discus sions to be conduc ted and the choice of CAMs 
and/or managers should be based on achiev ing an accept able level of confid ence 
that the sample is indic at ive of overall project perform ance. Particular atten tion 
should be given to any areas of the PMB or func tional depart ments that the 
review team believes pose the greatest risk to the success ful achieve ment of the 
project’s object ives.

Discussions should be conduc ted in a non-adversarial manner and should be 
treated as a joint exer cise for the benefit of both parties.

The discus sion team should normally consist of no more than two repres ent a-
tives from the review team, one leading and asking the ques tions, the other taking 
notes and ensur ing all areas have been covered. It is recom men ded that a repre-
s ent at ive from the project who has overall know ledge of the system be present as 
an observer to pick up any generic system issues. Where either the review team 
or project wish to add further observ ers, care should be taken not to detract from 
the object ives of the discus sion or put either party in a posi tion of unease. There 
may be occa sions where the review ers will need to include a tech nical peer to the 
CAM in the inter view to test the basis of estim ate, schedul ing, budget and risk.

15.2 Creating the right envir on ment for 
discus sion

n Minimise external and internal distrac tions, do not allow your mind to wander 
off, keep focused on the speaker and turn off mobile phones.

n Where possible under take the review in the inter viewee’s work area. This 
ensures a friendly envir on ment and provides the oppor tun ity for evid ence not 
imme di ately to hand to be quickly located.
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Performing the review

n Maintain eye contact to a level that you are both at ease.
n Squarely face the person, sit up straight, open your posture and 

relax.
n Lean slightly forward towards the person to show attent ive ness through your 

body language.
n Focus solely on what the speaker is saying, try not to think of your next 

ques tion, the inter view will follow a logical path after the speaker makes their 
point.

n Keep an open mind, wait until the speaker finishes before consid er ing if you 
agree or disagree. Try not to make assump tions about what the speaker is 
think ing.

n Respond appro pri ately to show you under stand – murmur, nod, say words 
such as ‘really’ and ‘inter est ing’ and give direct prompts: ‘what happens 
then?’.

n Engage your self – ask ques tions for clari fic a tion but wait until the speaker 
is finished, that way you will not inter rupt their chain of thought. After  
you ask a ques tion para phrase their response to ensure correct under  -
standing.

n Avoid letting the speaker know how you handled a similar situ ation.
n Avoid close-ended ques tions that can be answered by ‘yes’ or ‘no’. Phrase 

your ques tions so that they can be easily under stood, and give the person 
being inter viewed the oppor tun ity to explain the process.

n Avoid using leading ques tions, i.e. one that infers a response.
n Use the ‘show me’ tech nique. Structure your discus sion in such a manner to 

allow the inter viewee enough ‘room’ to discuss freely how they follow the 
process. They should be encour aged to use refer ence mater ial when 
answer ing ques tions. If they struggle to under stand a ques tion, try to reph rase 
without using jargon.

n If required, ask for relev ant mater ial to support their response. Where docu-
ment a tion is reques ted, but cannot be made avail able until after the discus-
sion, be sure to get a commit ment as to when you should receive it. This 
inform a tion is only to substan ti ate the inter viewee’s claim.

n Keep in mind your need to docu ment your work and what is expec ted as 
adequate evid ence of your conclu sions. Take notes, and be comfort able with 
silence, whilst doing so.

n Remember you are looking for object ive evid ence, not fault finding. Most 
import antly, treat the inter viewee like you would like to be treated if you were 
in the same situ ation.
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15.3 After the discus sion

Immediately follow ing the discus sion, the inter view notes should be compiled 
into obser va tions. It is recom men ded that review ers main tain their own  
discus sion files to keep notes for subsequent write-ups. You can then refer to 
them along with other data you may compile to complete the total write-up for 
your assigned review area. Follow-up on data requests if they are slow in being 
honoured.

The review team will review the key issues and if considered neces sary, will 
present them to the project team to be resolved. It is the respons ib il ity of the 
various review team members to ensure that they prepare a well-documented 
correct ive action plan.

15.4 Themes

The follow ing themes provide guid ance on ques tions that may be asked during 
CAM discus sions. For each theme, the intent and lines of enquiry are described 
through the remainder of the annex.

n busi ness case;
n organ isa tion;
n sched ule, estim ate and resourcing (labour and mater ial);
n budget ing;
n sub-con tract manage ment;
n cost account ing;
n mana gerial analysis;
n change manage ment;
n risk;
n behaviour/general – train ing, support, tools.

Business case

Intent

To confirm that the para met ers, assump tions and constraints against which the 
project has to deliver are real istic and carry an appro pri ate level of risk. Make sure 
the object ive output(s) of the busi ness case are consist ent with the project scope.
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Performing the review

Lines of enquiry

n Alignment:
– Establish that the project busi ness case aligns with the programme busi ness 

case, where applic able.
– Determine if the busi ness case includes a narrat ive explain ing the afford -

abil ity and deliv er ab il ity of the project, i.e. is it real ist ic ally achiev able  
within the given constraints?

– Determine if the project scope, key dates and estim ates align with the 
busi ness case.

– Ensure the cost profiles in the busi ness case look reas on able and are 
consist ent with the key activ it ies and end dates in the sched ule.

– Establish that the qual it at ive and quant it at ive risk is aligned with the expect-
a tions of the busi ness case.

– Confirm that the risk manage ment plan aligns with risk strategy in the 
busi ness case.

n Document:
– Ensure the review is against the latest approved busi ness case.

Organisation

Intent

To test the inter viewee’s aware ness and under stand ing of struc tures, i.e. the 
OBS, the WBS, the RAM, control accounts and work scope docu ment a tion, and 
to check that scope of work has been adequately covered.

Lines of enquiry

n Organisation break down struc ture:
– Determine if all author ised work is assigned to organ isa tional elements.
– Is all the work in a control account assigned to just one CAM, and consist ent 

with their area of expert ise?
– Are major sub-con tract ors included into the WBS/OBS?
– Are roles, respons ib il ity and account ab il it ies clearly defined and appro-

priate?
– How are roles, respons ib il it ies and account ab il it ies commu nic ated across 

the project team?
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n Work break down struc ture:
– Determine if the WBS reflects the work to be performed.
– Does the WBS cover everything to be delivered?
– Where are the deliv er ables captured (e.g. in a WBS diction ary)?
– Is there a clear link to the contract require ments and how is this  

captured?
n Responsibility assign ment matrix:

– Determine for each inter sec tion of the WBS and OBS, a single control 
account is visible, and a CAM is assigned.

– Determine if each CAM under stands what they are respons ible for and the 
bound ary of their scope.

– Do the CAMs under stand the value of their work load?
– Have the resources required to do the work been iden ti fied?

n Control account/work package docu ment a tion:
– Does the WBS extend to the control account level?
– Have the CAMs got deleg ated author ity to deliver their scope of work?
– Is the CAMs’ scope of work clearly defined (with clear deliv er ables etc.)?
– Are sub-con trac ted elements clearly iden ti fied?

Schedule, estim ate and resourcing

Intent

To test the CAM’s under stand ing of the various sched ules, the inter faces 
between them, the quality of the sched ules and if they are achiev able. To gain an 
appre ci ation of the resourcing studies that have been done and the needs iden ti-
fied, includ ing under stand ing of whether people are working reas on able hours. 
To identify risk manage ment activ it ies in CAM sched ules. To ensure that appro-
pri ate earned value tech niques (EVTs) are being used and assess if the sched ule 
is achiev able.

Lines of enquiry

n The sched ule:
– Can the CAM explain how the tasks in the sched ule meet the deliv er ables 

in contact?
– Is the sched ule real ist ic ally achiev able, i.e. has it been bench marked against 

similar projects, or used estim at ing norms?
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Performing the review

– Did the CAM build their sched ule or did they inherit it. If they inher ited it, 
do they have any concerns about its deliv er ab il ity? Do they under stand it?

– How does the sched ule inter face with related sched ules either vertic ally 
(e.g. deliv er ing contract mile stones), or hori zont ally (i.e. depend en cies 
across control accounts)?

– Check there is an appro pri ate mix of work pack ages (short term) and 
plan ning pack ages (long term).

– Has the schedul ing matur ity model [3] been used to assess the quality and 
matur ity of the sched ule quality?

– Has the sched ule been baselined?
n Basis of estim ates:

– How did they arrive at the estim ates used in the sched ule (e.g. use of 
estim at ing norms, bench ing against other similar projects etc.)?

– Where is basis of estim ate recor ded?
– Is the split between labour and mater ial clear?

n Resources:
– Is there suffi cient commit ted resource to deliver the sched ule?
– What are the util isa tion assump tions (includ ing over time)?
– Does the resource histo gram look appro pri ate, i.e. smoothed?

n Assumptions:
– What are the sched ule assump tions?
– Where are they recor ded?
– Are unstable or critical assump tions backed by risks within the risk register?

n Earned value tech niques:
– Has the APM Earned Value Management Handbook [4] been followed? 

(For further inform a tion see Section 4.22 of the APM Earned Value 
Management Handbook.)

– Have the EVTs been applied to the sched ule at the correct level, i.e. work 
package?

– Check the volume for level of effort is appro pri ate (see EVM Handbook).
n Schedule progress collec tion:

– How is progress captured?
– How frequently?

n Schedule analysis:
– How is the sched ule analysed (e.g. crit ical path analysis (CPA), mile stone 

track ing etc.)?
n Supplier sched ules:

– See sub-contract manage ment lines of enquiry.
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Budgeting

Intent

To test whether the budget ing system shows that there is suffi cient budget to 
cover the full scope and dura tion of the project. The budget system has to be 
integ rated with the project’s sched ules and able to plan earned value and record 
actual earned value.

Lines of enquiry

n Determine if all work pack ages (WP) within a control account have:
– a baselined budget value;
– a baseline value that has been phased in line with the earned value 

tech nique;
– an align ment with the work pack ages’ baselined dates.

n Determine that all plan ning pack ages (PP) have a budget and the sum of work 
pack ages and plan ning pack ages equate to the control account author ised 
budget.

Figure 7 Earned value tech niques (EVT)

Taken from the APM Earned Value Management Handbook (2013).
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Performing the review

n Gain an under stand ing of whether the budget is suffi cient for the tasks to be 
under taken through discus sion of risks/assump tions/sched ule.

n Understand the follow ing budget values:
– level of effort tasks;
– split between WPs and PPs;
– split between labour and mater i als;
– amount of sub-contract.

n Determine how manage ment reserve has been gener ated, who owns it and 
how it is used.

n Understand how undis trib uted budgets are controlled.
n Understand the process for how budget is earned (budgeted cost of work 

performed (BCWP)) and collec ted; to include labour, sub-con tract and mater i als.

Sub-contract

Intent

To test that work being performed by sub-contractors has been incor por ated into 
the project’s baseline with appro pri ate collec tion of actual/fore cast data taking 
place.

Lines of enquiry

n Control account work package docu ment a tion:
– Determine if the major sub-contractors have been iden ti fied in the project 

docu ment a tion and struc tures (e.g. OBS, WBS diction ary, CAPs etc.).
– Ascertain how sub-contract sched ules have been incor por ated into the 

control account sched ules and meet the master sched ule require ments.
– Look for evid ence that sub-contractors’ costs have been scru tin ised and 

included in the control account’s budget baseline.
– Determine whether the CAM has used an appro pri ate earned value 

tech nique (EVT) for meas ur ing perform ance and kept any level of effort 
work to a minimum.

n Process:
– Determine how the collec tion of actual cost and actual perform ance from 

sub-contractors is done and assess for timeli ness and accur acy.
– Review frequency of sub-contractor estim ated comple tion dates and 

estim ated costs are adequate.
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Cost collec tion (account ing)

Intent

To test that cost collec tion codes exist for all planned work, and that costs for 
labour and purchases are being made in an accur ate and timely manner.

Lines of enquiry

n Determine how the direct costs are booked (labour and mater ial).
n Determine how you get visib il ity of the costs attrib ut able to your CA. This will 

include indir ect costs and journal trans fers.
n Determine how the system ensures that the costs booked to your account 

are accur ate.
n Determine how you would rectify a mistake.
n Determine who else is involved in the cost collec tion process.
n Determine that the cost situ ation is repor ted. Who looks at it? How is it 

reviewed/author ised?
– cash flow;
– author ity to spend;
– budget alloc a tion;
– commit ment values;
– PO manage ment process.

n Review whether the project uses accru als or ‘estim ated actual costs’ to avoid 
arti fi cial cost vari ances and how these are managed.

n Determine how would you assure your self that contractor applic a tions for 
payments are reas on able and in line with contrac tual expect a tions.

n Determine how you ensure that you have received all costs before closing 
pack ages of work. Refer to disal low able costs, invoices on hold and not paid, 
disputes on quality and deliv er ables. Matching POs to invoices.

n Determine how you would stop work.

Managerial analysis

Intent

To test that the mana gerial analysis and report ing require ments are being met, 
and the content of the report is appro pri ate and under stood by the inter viewee. 
To ensure that reports produced are accur ate, add value and any vari ances are 
acted upon.
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Performing the review

Lines of enquiry

n Reporting:
– Identify what perform ance inform a tion is gener ated or received.
– Ensure budgets, earned value and actual costs are repor ted in terms of 

labour, mater ial and other direct costs.
– Check that the frequency of the report gener ated is appro pri ate (typic ally at 

least monthly).
– Check who receives the reports. What level of manage ment gets EV-based 

report ing?
– Check their under stand ing of the report content (e.g. do they know how 

much has been spent, are they on, behind or ahead of sched ule, do they 
under stand why?).

n Variances:
– Test their under stand ing of the vari ance thresholds of their control accounts 

and how they will know when this has been exceeded.
– If they are not on track, do they under stand the consequences to the project 

of what will happen, and what action they need to take?
– Determine that vari ance reports show a state ment of the problem, the 

vari ance, its cause and impact, and proposed correct ive action.
n Action Plans:

– Demonstrate how plans are approved.
– Demonstrate how correct ive action plans are tracked to ensure they are 

carried out in a timely manner.
n Forecasting:

– Determine how cost and sched ule fore cast ing is completed (e.g. Estimate 
to Complete (ETC) and EAC and fore cast dates).

– Determine frequency of when EAC is revised and check it is  
appro pri ate.

– When and where are fore casts form ally incor por ated into an  
EAC?

Change manage ment

Intent

To test whether the inter viewee (typic ally the control account manager or project 
manager) has an under stand ing of the change manage ment process, and to 
under stand whether the processes are being applied appro pri ately.
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Lines of enquiry

n Does the inter viewee know where to find the change manage ment process?
n Can the inter viewee demon strate their under stand ing of this process?
n Determine whether changes are being author ised for the right reasons.
n Determine if project changes have applied the process correctly.
n Determine if changes are made in a timely manner to avoid retro act ive changes.
n Ensure changes are correctly author ised.
n Ensure the change log is updated in line with the process.
n Can the original budget be recon ciled to the current budget?
n Ensure that the hier archy of budget elements as described in Figure 4, has 

incor por ated all changes and is arith met ic ally correct.
n Determine if author ised changes have resul ted in changes to the appro pri ate 

project docu ment a tion.
– For example, but not restric ted to, WBS, WBS diction ary, lists of deliv er ables, 

control account author isa tions, state ment of works, project manage ment  
plan etc.

n Determine if the change has resul ted in a change to the control account plans’ 
detailed sched ules.

Risk

Intent

To test the inter viewee’s under stand ing of the risk manage ment process, 
includ ing how they identify, assess and plan responses to risks. To ensure that 
the exist ing responses are appro pri ately controlled (budgeted within the 
sched ule) and ensure that the process to manage future risk responses is 
under stood and funding exists.

Lines of enquiry

n Risk manage ment process:
– Do they under stand the process and asso ci ated termin o logy?
– How is manage ment reserve (MR) governed and applied on your control 

account?
– How have you provi sioned for the trans fer of resid ual risk at control account 

comple tion?
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Performing the review

n Risks:
– Do they know what the top project risks are, and are they appro pri ate?
– Demonstrate what risk manage ment actions are within their sched ule.
– Do they feel the project adequately under stands its cost, sched ule and 

tech nical risk?
n Risk analysis:

– Determine their know ledge of risk analysis (quant it at ive and qual it at ive).
– Determine how allow ance has been made for risk in baseline estim ates.
– Confirm that risks held in the register do not duplic ate the allow ance.
– Determine how risks are escal ated.

Behaviour/general

Intent

To test the envir on mental factors that have been put in place to encour age and 
support the success ful deliv ery of the project.

Lines of enquiry

n Training/compet ence devel op ment:
– What train ing is there for project staff, CAMs and senior managers involved 

in the project or its controls?
– How is their competence assessed for their roles?

n Support from manage ment:
– What level of support is received from senior manage ment?
– Investigate if the inform a tion provided by project controls is actu ally  

used.
– Determine examples of how recov ery actions were suppor ted.
– Demonstrate how good prac tice is encour aged and rewar ded.
– How would bad news/unfa vour able vari ances be received?

n Strength of func tion:
– What level of support is received from the func tions (project manage ment, 

finance, commer cial etc.) to ensure that the project succeeds?
n Strength of process:

– Is the process compre hens ive?
– Do people under stand their roles in project control?
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n Effectiveness of tool sets:
– Does the toolset support or hinder deliv ery of the project (data received on 

time, simple to make changes etc.)?
– What control does the project have over the toolset? And is it appro pri ate?

n Customer:
– Is there an open, collab or at ive rela tion ship with the customer?
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Glossary

Acceptance criteria A prior it ised set of criteria that the project product 
must meet before the customer will accept it, i.e. meas ur able defin i tions of the 
attrib utes required for the set of products to be accept able to key stake hold ers.

Activity An element of work performed during the course of a project. An 
activ ity normally has an expec ted dura tion, an expec ted cost and expec ted 
resource require ments. Activities are often subdivided into tasks.

Actual cost of work performed (ACWP) The costs actu ally incurred 
and recor ded in accom plish ing the work performed within a given time period.

Authorised work That effort which has been defined and is on contract plus 
that effort for which contract costs have not been agreed to but for which written 
author isa tion has been received.

Baseline See Performance meas ure ment baseline.

Benefit The meas ur able improve ment result ing from an outcome perceived 
as an advant age by one or more stake hold ers.

Budget The resources (in money and/or hours) assigned for the accom plish-
ment of a specific task or group of tasks.

Budgeted cost for work performed (BCWP) The value of completed 
work. This is the sum of the budgets for completed work pack ages and completed 
portions of open work pack ages, plus the applic able portion of the budgets for 
level of effort and appor tioned effort. See Earned value.

Budgeted cost for work sched uled (BCWS) The planned value of the 
work to be done. This is the sum of the budgets for all work pack ages, plan ning 
pack ages etc., sched uled to be accom plished (includ ing in-process work 
pack ages), plus the amount of level of effort and appor tioned effort sched uled to 
be accom plished within a given time period.

Change control A process that ensures that all changes made to a project’s 
baseline scope, time, cost or quality object ives are iden ti fied, eval u ated, 
approved, rejec ted or deferred.
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Glossary

Control account (CA) A manage ment control point at which actual costs 
can be accu mu lated and compared to budgeted cost for work performed. A 
control account is a natural control point for cost/sched ule plan ning and control 
since it repres ents the work assigned to one respons ible organ isa tional element 
on one work break down struc ture (WBS) element.

Control account manager (CAM) The manager who is respons ible for 
plan ning, perform ing and monit or ing the elements of work defined within a 
control account.

Control account plans (CAP) A group of docu ments that identify the 
scope of work and how it will be delivered within the defined cost and time para-
met ers.

Cost collec tion numbers (CCN) A booking number or finance code 
alloc ated to collect labour, mater ial and other direct costs against the baseline 
plan, at a level determ ined by the organ isa tion.

Cost perform ance report (CPR) A contrac tu ally required report, prepared 
by the company, contain ing inform a tion derived from the internal system. 
Provides status of progress on the contract.

Cost variance (CV) A metric for the cost performance of a project. It is the 
algebraic difference between the earned value and the actual cost (CV = BCWP – 
ACWP).

Critical path (CP) A sequence of activ it ies through a project network or 
sched ule from start to finish, the sum of whose dura tions determ ines the overall 
project dura tion. There may be more than one such path. The path through a series 
of activ it ies, taking into account inter de pend en cies, in which the late comple tion 
activ it ies will have an impact on the project end date or delay a key mile stone.

Customer The person or group who commis sioned the work and will benefit 
from the end results.

Data trace A data trace is a meth od o logy for tracing a source data element 
through the project control frame work (PCF).

Deliverable (or output) A special ist product that is handed over to the 
user(s).

Earned value (EV) The value of completed work expressed in terms of the 
budget assigned to that work. See BCWP.
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Glossary

Earned value manage ment (EVM) A best prac tice project control 
process that is based on a struc tured approach to plan ning, cost collec tion and 
perform ance meas ure ment. It facil it ates the integ ra tion of project scope, 
sched ule, cost, risk and resource object ives and the estab lish ment of a baseline 
plan for perform ance meas ure ment.

Earned value tech niques (EVT) Methods of object ively meas ur ing earned 
value.

Estimate An approx im a tion of project time and cost targets, refined 
through out the project life  cycle.

Estimate at comple tion (EAC) Actual direct costs, plus indir ect costs 
alloc able to the contract, plus the estim ate of costs (direct and indir ect) for 
author ised work remain ing.

Estimate to complete (ETC) The forecast of labour hours and costs 
required to complete the remaining authorised work. It is based on a bottom-up 
analysis of remaining work and consideration of past and future performance is 
taken into consideration.

Integrated baseline review (IBR) A process to enable a tech nical and 
sched ule review to estab lish visib il ity into the matur ity of the plan ning and 
execu tion. The focus of the review is on the assign ment, defin i tion, schedul ing, 
integ ra tion and resourcing of work.

Level of effort (LoE) Effort of a general or support ive nature which does 
not produce defin ite end products.

Management reserve (MR) An amount of the total alloc ated budget 
with held for manage ment control purposes rather than desig nated for the 
achieve ment of a specific task or set of tasks. It is not a part of the perform ance 
meas ure ment baseline. Also known as contin gency.

Milestone An activ ity of zero dura tion prin cip ally used to enhance the clarity 
of the programme struc ture.

Organisational breakdown structure (OBS) A hierarchical way in which 
an organisation may be divided into management levels and groups, for planning 
and control purposes.

Performance meas ure ment baseline (PMB) The time-phased budget 
plan against which contract perform ance is meas ured. It is formed by the budgets 
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assigned to control accounts and the applic able indir ect budgets. For future 
effort, not planned to the control account level, the perform ance meas ure ment 
baseline also includes budgets assigned to higher level WBS elements, and 
undis trib uted budgets. It equals the total alloc ated budget less manage ment 
reserve (MR).

Planned value (PV) See Budgeted cost for work scheduled.

Planning The process of identi fy ing the means, resources and actions 
neces sary to accom plish an object ive.

Planning package (PP) A budget for future work that is not yet prac tical to 
plan at the work package (WP) level.

Project controls The applic a tion of processes to measure project perform-
ance against the project plan, to enable vari ances to be iden ti fied and correc ted, 
so that project object ives are achieved.

Project controls frame work (PCF) A docu ment that iden ti fies the 
processes, guid ance, key roles, reports and reviews for using project controls for: 
cost and sched ule manage ment; perform ance meas ure ment; project execu tion. 
Where earned value is applied this may be known as the earned value 
manage ment system descrip tion (EVMSD).

Project lead The person leading the review on behalf of the project.

Responsibility assign ment matrix (RAM) A depic tion of the rela tion-
ship between the contract work break down struc ture elements and the organ isa-
tions assigned respons ib il ity for ensur ing their accom plish ment.

Review sponsor The person who initi ates the review.

Risk response (mitig a tion action) Actions that may be taken to bring a 
situ ation to a level where expos ure to risk is accept able to the organ isa tion. These 
responses fall into a number of risk response categor ies.

Rules of credit Criteria used to determ ine the progress of work done.

Schedule A sched ule is the timetable for a project. It shows how project activ it ies 
and mile stones are planned over a period of time. It is often shown as either a 
mile stone chart, Gantt chart or other bar chart, or a tabu lated series of dates.

Schedule vari ance (SV) A metric for the sched ule perform ance on a 
programme. It is the differ ence between the earned value and the planned value 
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(sched ule vari ance = earned value – planned value). A posit ive value is a 
favour able condi tion while a negat ive value is unfa vour able.

Scheduling The process used to determ ine the overall project dura tion. This 
includes iden ti fic a tion of activ it ies and their logical depend en cies, and estim at ing 
activ ity dura tions, taking into account require ments and avail ab il ity of resources. 
Not to be confused with plan ning.

Stakeholder Any indi vidual, group or organ isa tion that can affect, be affected 
by, or perceive itself to be affected by, an initi at ive (programme, project, activ ity, risk).

Statement of work (SoW) A narrat ive descrip tion of products or services 
to be delivered by the project (source: APM Body of Knowledge).

Supplier The person, group or groups respons ible for the supply of the 
project’s special ist products.

Terms of refer ence The scope of the review.

Undistributed budget (UB) Budget applic able to contract effort that has 
not yet been iden ti fied to WBS elements at, or below, the lowest level of report ing 
to the government.

Variances Those differ ences between planned and actual perform ance that 
require further review, analysis or action. Thresholds should be estab lished as to 
the magnitude of vari ances that will require vari ance analysis, and the thresholds 
should be revised as needed to provide mean ing ful analysis during execu tion of 
the contract.

Work break down struc ture (WBS) The complete work break down 
struc ture for a contract, it includes the contrac tu ally approved work break down 
struc ture for report ing purposes and its discre tion ary exten sion to the lower 
levels by the company, in accord ance with the contract. It includes all the 
elements for the hard ware, soft ware, data or services that are the respons ib il ity 
of the company.

Work package (WP) Detailed short-span jobs, or mater ial items, iden ti fied 
by the company for accom plish ing work required to complete the contract.

Work package plan ning sheets Documentation that captures the 
break down of a control account into work pack ages and plan ning pack ages, 
outlining the basis of cost and sched ule estim ates and the proposed earned value 
tech niques.
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Abbreviations and 
acronyms

ACWP Actual cost of work performed
APM Association for Project Management
BCWP Budget cost for work performed
BCWS Budget cost for work sched uled
CA Control account
CAM Control account manager
CAP Control account plan
CCN Cost collec tion numbers
CPA Critical path analysis
CPR Cost performance report
EAC Estimate at comple tion
ETC Estimate to complete
EVM Earned value manage ment
EVMSD Earned value manage ment system descrip tion
EVT Earned value tech niques
LFE Learning from exper i ence
LoE Level of effort
MR Management reserve
OBS Organisational break down struc ture
PCF Project control frame work
PMB Performance meas ure ment baseline
PMO Programme manage ment office
PO Purchase order
PP Planning package
RAM Responsibility assign ment matrix
RMP Risk manage ment plan
SIG Specific interest group
SoW Statement of work
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Abbreviations and acronyms

SV Schedule vari ance
WBS Work break down struc ture
WP Work package
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control account documents 41, 42, 43
control account managers (CAM(s)): and 

contract master schedules 49; and control 
account plans (CAP) 48, 49; data 
traces 41, 42, 43, 44; discussions 26, 51–2, 
54–7, 59, 63; organisation charts 47; 
organisation of IBR 23; and timetable for 
IBR 21

control account plans (CAP) 24, 37–8, 
47–9, 62

control account work scope 47
corrective actions 3, 26, 29, 45, 54
cost collection 60
cost collection numbers (CCN) 47
cost performance report (CPR) 49
cost variances (CV) 60
critical path analysis (CPA) 57
customers 3, 64

daily review team meetings 22
data scrub activities 47, 52
data traces 37–45; budget 38–9; definition 

25; earned value 42, 43–4; labour 41; 
managerial analysis 44–5; material 42; and 
review team members 9, 10; risk 45; 
schedule 39–41; scope, organisation and 
authorisation 37–8; sub-contract 
management 42–3; and timetable for 
 IBR 21

decision to hold an IBR 7, 17
deliverables 38, 56, 60
demonstration reviews 1, 15, 33
discussions: environment for 52–3; notes 

 from 54; project team members 26,  
51–2; review team members 26, 52, 54; 
themes 54–64; and timetable for IBR 21

documents for review 23–4
duration of IBR 19
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earned value (EV) 40
earned value management system description 

(EVMSD) 24
earned value techniques (EVT): and 

control account plans (CAP) 49; and 
data traces 42, 43–4; discussions 21, 
57–8, 59; and objectives and acceptance 
criteria 18; schedules 56

earned value traces 42, 43–4
estimate at completion (EAC) 44, 61
estimate to complete (ETC) 61
estimates 39, 57
EVM Compass 1, 20
EVM Guidelines 44
EVM Handbook 44, 57
execution activities 14, 25–7

facilitator of IBR 9, 10
feedback sessions 26
finance managers 51
forecasting 61
function support 63
functional manager interviews 51

handbooks 17, 20, 21, 23

IBR facilitator 9, 10
IBR handbooks 17, 20, 21, 23
IBR lead: corrective action plan 29; and 

duration of review 19; execution activities 
14; IBR handbook 23; IBR plan 18; IBR 
report 27; objectives and acceptance 
criteria for IBR 17–18; post review 
activities 15; pre-IBR activities 12; 
preparation activities 12–13; and review 
team members 19; role and responsibilities  
9, 10

IBR plan 18
IBR report 26, 27, 29
in-brief 21, 24, 25
indirect costs 51, 60
integrated baseline review (IBR) 1, 3, 5,  

25–7
interview schedule 21, 26
interviews see discussions

labour traces 41
lead see IBR lead
learning from experience (LFE) 27
level of effort (LoE) 43, 57, 59

management reserve (MR) 51, 59, 62
management support 63
managerial analysis: data traces 44–5; 

discussions 60–1
material traces 42
milestones 17, 44, 49, 57

objectives of IBR 17–18
organisation charts 47
organisation of IBR 23
organisational breakdown structure 

(OBS): and control account plans 
(CAP) 48, 49; discussions 55, 56, 59; 
documents for review 23; and 
responsibility assignment matrix 
(RAM) 49

out-brief 22, 26, 27
overheads/indirect costs 51, 60
overview of process 11–15

percent complete EVT 44
performance measurement baseline 

(PMB): discussions 51, 52; and IBR 1, 
 3, 7, 17–18, 19, 25; schedule traces 
39–41

plan for IBR 18
planning packages (PP) 38, 47, 48, 49, 57, 

58
PMO (programme management office)  

21
post review activities 2, 15, 29–31
pre-IBR activities 1–2, 12, 17–18
preparation activities 12–13, 19–24
preparation for IBR 12, 19–24
price variance analysis 42, 43
process 64
process storyboard 24
programme management office (PMO) 21
project controls framework (PCF) 21, 24, 

25, 45, 51
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Index

project lead: corrective action plan 29; IBR 
handbook 17, 23; preparation for IBR 19, 21, 
23; role and responsibilities 10, 12–13, 14

project management plan 1, 23, 48, 62
project managers 1, 10, 19, 51, 61
project team members: in-brief 21; corrective 

action plan 29; discussions 26, 51–2; out-brief 
27; role and responsibilities 10, 14, 15

purchase orders (PO) 39, 42, 43, 60
purchase requests 42, 43

report of IBR 26, 27, 29
reporting 61
resources 18, 21, 56, 57
responsibility assignment matrix 

(RAM): and control account plans 
(CAP) 48; discussions 49, 52, 55, 56; 
documents for review 23; and objectives 
and acceptance criteria 17; scope, 
organisation and authorisation traces 37–8

review cycles 22
review sponsor: close-out actions 29; 

coaching of participants 21; decision to hold 
an IBR 7, 17; objectives and acceptance 
criteria for IBR 17–18; and review team 
19; role and responsibilities 9, 12, 15; root 
cause analysis 30–1; and terms of 
reference 2

review team members: in-brief for IBR 21, 25; 
corrective action plan 29, 54; daily meetings 
22; discussions 26, 52, 54; documents for 
review 24; execution activities 14; 
organisation of IBR 23; out-brief 22; and 
performance measurement baseline 
(PMB) 51; post review activities 15; 
requirements 19; risk traces 45; role and 
responsibilities 9–10

review timing 7, 19
risk management 51, 62–3
risk management plan (RMP) 45, 55
risk responses 62–3
risk traces 45
risks/issues log 29
roles and responsibilities 9–10, 12–15

root cause analysis 3, 30–1
rules of credit 44

schedule variance (SV) 44
schedules: and budgets 58; and control 

account plans (CAP) 49, 62; data 
traces 39–41, 42, 43; discussions 56–7; 
documents for review 24; earned value 
techniques (EVT) 56; reviews 1, 17; 
sub-contract 43, 59

scheduling 19
scope, organisation and authorisation data 

traces 37–8
score cards 30–1
self-assessment 1–2, 20–1, 29
stakeholders 2, 9–10, 21, 23, 26–7
statements of work (SoW): and control 

account plans (CAP) 48, 49; data 
traces 37–40; documents for review 23; 
and objectives and acceptance criteria 
17; and review team members 9

storyboard, process 24
sub-contract management 18, 42–3, 48, 59
summary 33
suppliers 24, 57
surveillance reviews 1, 15, 33

team leader interviews 51
terms of reference: example 35–6; and IBR 

2, 7, 17, 19
themes for CAM discussions 54–64
timesheets 41
timetable for IBR 21–2
timing of the review 7, 19
toolsets 64
training of teams 20, 63

undistributed budgets 59

variances 42, 43, 44, 45, 60, 61

work breakdown structure (WBS): and 
control account plans (CAP) 48, 49; 
data traces 37–9; discussions 55, 56; 
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documents for review 23; and objectives 
and acceptance criteria 17; and 
responsibility assignment matrix 
(RAM) 49

work package planning sheets 39
work packages (WP): and control 

account plans (CAP) 47–9; data traces 
37–43; discussions 56–9

Prop
ert

y o
f A

PM 

For 
pe

rso
na

l u
se

 on
ly 

Do n
ot 

dis
trib

ute



Ibis House, Regent Park
Summerleys Road 
Princes Risborough
Buckinghamshire, HP27 9LE

Association for Project Management

Telephone 0845 458 1944
International  +44 (0)1844 271640
Facsimile +44 (0)1844 274509

Email info@apm.org.uk
Web apm.org.uk

C M Y K

C M Y K

C M Y K

C M Y K

A
 G

uide to C
o

n
d

u
ctin

g In
tegrated

 B
aselin

e R
eview

s

A Guide to
Conducting Integrated
Baseline ReviewsProp

ert
y o

f A
PM 

For 
pe

rso
na

l u
se

 on
ly 

Do n
ot 

dis
trib

ute




