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BDO Industry Specialty Services
Program Optimization and Project Controls Solutions

• In addition to our cost accounting, FAR 
knowledge, CAS compliance, and 
business systems capabilities – we have 
many years of experience implementing, 
supporting, and providing compliance 
assurance for Earned Value Management 
(EVM) & Integrated Program 
Management (IPM) Systems

• BDO’s support services include: 
u Project and financial management assessment & 

requirements
u EVM Assessment vs. EIA-748 Standard
u IPM & EVM System Design, Configuration, 

Integration, and Training
u IPM & EVM System Support Services
u Project Scheduling & Schedule Risk Analysis
u EVM System Surveillance and IBR Support

• IPM & EVM Applications
• Deltek PM Compass – Process Automation
• Deltek Cobra – EVM Cost Engine
• wInsight Analytics – Analysis & Reporting
• CloudEVM – EVM Cost Engine & Reporting
• Encore Analytics Empower – Analysis & 

Reporting

• Project Scheduling Applications
• Microsoft Project & Project Server
• Oracle Primavera P6
• Deltek Open Plan
• Deltek Acumen Fuse & Risk
• Steelray Project Analyzer

BDO	is	the	5th largest	public	accounting	firm	in	the	world	and	the	GCAS	organization	has	400+	
government	contractor	clients	



Learning Objectives

Define	the	BDO	IPM	
model	and	how	it	
relates	to	other	
industry	standards

Introduce	some	of	
the	integration	
challenges	
associated	with	each	
discipline	area

Explore the	cost	
management	
discipline	and	how	
systems	can	be	used	
to	overcome	some	
of	the	challenges
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Agenda

1) Introduction to Integrated Program Management 
a) IPM Model
b) Work Breakdown Structure
c) IPM Disciplines
d) IPM Benefits

2) Program Cost Management 
a) Requirements and Guidelines
b) PMBOK Best Practices
c) IPM Systems and Examples



What is IPM?
• Integrated management disciplines to ensure programs are executed to the 

highest possible standard of performance in terms of quality, cost, and schedule. 

Technical	Deliverables	
and	Requirements

Program	Cost	
Management

Financial	
Management

Resource	
Management

Schedule	
Management

Risk	
Management

Quality	
Management



PMBOK
• The PMBOK is developed by the Project Management Institute 

(PMI) and provides a standard set of terminology and guidelines 
for managing projects

• Many of the PMBOK best practices are presented in this material 
alongside other industry best practices

5	
Process	
Groups

Initiating

Planning

Executing
Monitoring	

&	
Controlling

Closing

• 5	Process	areas	intersect	with	processes	organized	
into	10	Knowledge	Areas:

• Project	Integration	Management
• Project	Scope	Management
• Project	Time	Management
• Project	Cost	Management
• Project	Quality	Management
• Project	Human	Resource	Management
• Project	Communications	Management
• Project	Risk	Management
• Project	Procurement	Management
• Project	Stakeholder	Management



BDO Model vs. PMBOK
• The BDO and PMBOK models are very similar but we have 

developed some enhancements based on our experience 
working with Government Contractors
1. Technical deliverables and scope are at the center of the wheel. This reflects that 

each discipline is supporting the objective of controlling scope and ensuring 
deliverables are submitted in a timely manner, on cost, and to the required 
specifications 

2. Communication, integration, and stakeholder management are core disciplines 
supporting the other management disciplines

3. Procurement management is not represented as a discrete discipline, it is included in 
financial management

4. Financial and Program Cost Management are separate disciplines as they are usually 
distinct tools with separate departments responsible



Technical Deliverables and 
Requirements

Includes the deliverables, according to the defined technical specifications, 
that are required for the project:

• Statement of Work (SOW) – Narrative description of products, 
services, or results to be delivered by a project

• Integrated Master Plan (IMP) – Provides an event based plan that 
documents the significant accomplishments required to complete the 
project

• Systems Engineering Plan (SEP) - Systems Engineering Plan (SEP) 
for Milestone Decision Authority (MDA) approval in conjunction with 
each Milestone review

• Requirements Documentation – A detailed list of technical 
requirements that help to gain consensus amongst the project 
stakeholders and includes a requirements traceability matrix (RTM) 

• Product Breakdown Structure - (PBS) is a tool for analyzing, 
documenting, and communicating the outcomes (deliverables) of a 
project

• Work Breakdown Structure - (WBS) A hierarchical, product oriented 
grouping of work which organizes and defines the total scope and 
activities of the project

• WBS Dictionary – Connects the WBS to the SOW by providing a 
description of each element as well as success criteria

PBS defines where you want to go, the WBS tells you how to get there



WBS Development Approaches
Approach Focus

Functional • Focus	on	areas	of	responsibility,	or	functional	disciplines	
• Program	Management,	Systems	Engineering,	Logistics

Product	/	
Deliverables

• Focus	on WHAT	is	being	developed	or	built
• Organized	by	systems,	components,	modules

Life	Cycle	/	Process • Focus	on	HOW	the	product	is	being	produced
• Focus	on	a	time	phased	development	or	production	cycle

Mixed

• Combination	of	the	above
• Common	approach	is	a	product	and/or	life	cycle	orientation	at	

the	higher	WBS	levels	with	a	functional	orientation	at	the	lower	
WBS	levels



WBS Level
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WBS – OBS – CA Relationship

The WBS defines 
“what” work is to 
be completed as a 

part of this 
project

OBS (Who)

WBS 
(What)

CA1 CA2 CA3

CA 4 CA5

CA6 CA7

CA8

The OBS identifies 
“who” is 

responsible for 
doing the work on a 

project. 



WBS Helpful Tips

• Organization Elements are not a part of the WBS, 
Organizational level performance information is supported 
by the OBS

• Maintain flexibility in the WBS as scope can change
• Reflect appropriate level of visibility
• Mirror reporting requirements to ensure compliance
• Have technical staff, management, customer, and 

contractors (not financial analysts) develop WBS
• Ensure that WBS has drill down/sum up capability



Program Cost Management

• The people, processes, and tools that aide in budgeting, measuring 
performance, collecting actual costs, and forecasting for major tasks or 
deliverables

• Commonly confused with organization cost management, program cost 
management allocates the budget and tracks cost at the program level

• Integrated Process Example: Developing the program cost baseline 
which would require understanding of technical deliverables, resource 
availability, and schedule of activities

• Common Challenges include:
o Developing baseline cost at the appropriate level of detail
o Maintaining internal and subcontractor actual costs at the Control Account level (or 

lower)
o Tracking formal and informal changes to the baseline cost
o Complying with contractual reporting requirements including CFSR
o Providing monthly forecast updates to your customer



Financial Management

• The people, processes, and tools that control the allocation 
of direct and indirect costs in a manner that integrates 
across other program management disciplines

• Integrated Process Example: Recording costs against the 
WBS at a level of detail appropriate for the work being 
executed and in a manner consistent with how the budget 
was created

• Common Challenges include:
o Collecting costs at a detailed level
o Aligning costs with the budget and WBS
o Identification and capture of direct vs. indirect costs
o Implementing and enforcing project time collection
o Calculation, production, and timely distribution of relevant report
o Compliance with government requirements and audits



Resource Management

• The people, processes, and tools to manage resource allocation / 
availability information, which may be integrated with project 
scheduling in order to provide visibility into resource requirements 
and availability

• Integrated Process Example: Aligning the required resources with 
the timing of activities in the project schedule but also adjusting 
the schedule to address over/under allocation of resources

• Common Challenges include:
o Identifying resources with the appropriate skill set
o Management of resources to avoid under or over utilization
o Communication between the resource manager and project management as 

to when activities will really occur
o Managing daily resource allocations vs. bigger picture project requirements



Schedule Management

• The people, processes, and tools related to the project schedule 
or integrated master schedule

• Integrated Process Example: Developing a project schedule that 
reflects all the major activities in the WBS/SOW 

• Common Challenges include:
o Developing a schedule that enables a useful critical path analysis
o Aligning resources with scheduled activities
o Incorporating realized and potential risks/opportunities into the schedule
o Adjusting the schedule based on resource availability
o Compliance with CDRL’s specifying IMS and SRA reporting



Risk Management

• The people, processes, and tools that help proactively 
identify and manage potential projects risks and 
opportunities

• Integrated Process Example: Including a risk mitigation 
activity in the schedule and forecasting cost appropriately 
once the decision has been made to implement that activity

• Common Challenges include:
o Flowing decisions made in risk management through the schedule and 

forecast in a dynamic environment
o Leveraging process to identify opportunities as well as risks
o Developing probabilities and cost estimates for identified risks
o Compliance with contractual risk reporting



Quality Management
• The people, processes, and tools related to ensuring the technical scope of 

work is delivered to the defined quality standards at the enterprise level (may 
apply to program office‘s or contractor’s quality activities)

• Strong relationship between systems engineering (SE) and quality 
management (QM). SE considers both the business and the technical need 
with the goal of providing a quality product that meets the stakeholders 
requirements. Quality is the degree to which a set of inherent characteristics 
fulfils requirements

• The contractor’s quality management system (QMS) guides its activities
• Quality assurance is the part of quality management focused on providing 

confidence that quality requirements will be fulfilled
• Integrated Process Example: A deliverable is rejected during the quality 

management process and the schedule and forecast have to be adjusted to 
account for rework

• Common Challenges include:
o Developing standardized measures of quality
o Aligning quality standards with project goals
o Reporting on quality activities 
o Linking quality and risk management processes



Benefits of IPM
• Provides integrated management of program planning and execution 

which will enable accomplishment of technical scope within cost and 
schedule parameters; as well as reduce or eliminate cost overruns

• Provides objective analysis of performance which will enable visibility to 
Program Management and the Customer

• Clear documentation of the baseline scope and budget in order to 
clearly identify contract changes before these occur.  This will open up 
lines of communication with the customer regarding the path forward

• Change Management processes can easily identify new work which will 
help avoid cost overruns and contribute to additional funding and profit

• Enable Project Management to make proactive operational and 
administrative decisions based on forward looking reporting rather than 
making reactive decisions after an issue has occurred



Program Management / EVM 
Rules and Guidelines
• DIDs and CDRLs are added to your contract to dictate the types of PM reporting 

required:
• DI-MGMT-81861 – Integrated Program Management Report (IPMR) – Defines EVM 

reporting Formats 1 - 6 for the delivery of cost and schedule data
• DI-MGMT-81468 - Contract Funds Status Report (DD Form 1586) – Supplies funding data 

about defense contracts to governments PMs. Includes authorized funding to date, 
accrued expenditures & open commitments, and forecasts of remaining work

• The Federal Acquisition Regulation (FAR) are rules that govern the acquisition 
process from the government perspective:
o FAR, Subpart 34.2 Earned Value Management Systems – Requires an EVMS for major 

acquisitions for development (or a plan to establish an EVMS), monthly EVM reporting, a 
flow down to the prime contractor, and an Integrated Baseline Review (IBR)

o DFAR, 252.234-7001 / 7002 – Establishes the contract values and corresponding EVMS 
requirements

• Agencies establish their own guidelines that detail how EVM should be 
implemented - NASA NPD7120.4/NPR 7120.5, DoD Earned Value Management 
System Interpretation Guide, and  BARDA 7 Principles of Earned Value 
Management



PMBOK Best Practices

Develop	Cost	
Management	

Plan

Estimate	
Costs

Determine	
Budget Control	Costs



PMBOK - Cost Management Plan

• A plan that establishes the policies, procedures, and 
documentation for planning, managing, expending, and 
controlling of project costs

• Sample items defined in the plan include:
o Units of measure – Will resources be measured in hours, FTEs, tons, etc?
o How costs will align with the WBS
o What variance thresholds will trigger reporting or corrective actions
o Rules for measuring performance (where EVM is required)



PMBOK - Estimating Costs
• The process of developing an approximation of the dollarized 

resources needed to complete project activities

• There are several acceptable methods of developing a cost 
estimate:
1. Parametric – Uses a statistical relationship between relevant historical data and 

other variables to create a cost estimate
2. Bottom-Up – Working from the activity or work package level, the detailed cost 

estimate is rolled up to higher levels to create a project or program level estimate
3. Three-Point – Most likely, optimistic, and pessimistic estimates are plugged into a 

distribution formula to provide an expected cost and level of certainty for that cost
4. Others – Reserve analysis, Cost of Quality, Project Management Software, Vendor 

Bid Analysis, and Group Decision-Making Techniques

• The outcome of these activities will inform the Basis of Estimates



PMBOK - Determining the Budget

• Detailed cost estimates at the lower level are aggregated to 
become the project cost baseline, against which 
performance is monitored and controlled

• In addition to the cost estimates, these other inputs should 
be considered:
o Cost Management Plan
o Scope Baseline (scope statement, WBS, WBS Dictionary)
o Basis of Estimates
o Schedule
o Resources
o Risk Register
o Relationships & funding limitations



PMBOK - Controlling Costs

• The process of monitoring the status of the project to 
update the project costs, manage changes to the 
baseline, and recognize variances so that corrective 
actions can be implemented

• Requires an understanding of what the planned cost of 
the work is (Planned Value), how much work has been 
accomplished (Earned Value), and what the actual 
cost of the work accomplished was (Actual Cost)

• The Earned Value Management (EVM) discipline is 
typically used to accurately capture these three 
elements and derive performance and forecasting 
metrics 



Program Cost Management Systems

• Many commercial off-the-shelf applications to aid 
in cost management process, many of which also 
support compliance with the EIA-748 EVM 
guidelines
• EcoSys - Full lifecycle project controls including project 

cost management, project portfolio management (PPM), 
capital program management, budgeting, forecasting, 
estimating, workforce planning, and earned value 
management

• Deltek Cobra - A simple-to-use, powerful system for 
managing project costs, measuring earned value and 
analyzing budgets, actuals and forecasts

• CloudEVM – A cloud-based EVM application that is 
designed for easy integration with other platforms and to 
lower the overall costs of implemented EV



Cost Management System – IPM 
Example
• Basic Example: Bidding on a contract to move 1,000 men and 

100 vehicles during the duration of the contract with 
estimated costs of $10m. 

1. Price a proposal with the basis of estimate including 
direct and indirect costs as well as margin

2. Create monthly forecast updates for internal and 
external purposes

3. Track contract change requests through the change 
lifecycle

4. Fulfill internal and external reporting requirements



Proposal Pricing
• Objectives:

o Capture all baseline scope to enable the identification of out of scope work requiring a contract 
modification or new task order

o Maximize incentive fees and margins

• Tools allow an organization to maintain one set of key 
pricing inputs to ensure standardization and accuracy 
across proposals:
o Work Breakdown Structure
o Rates
o Resource cost build-ups
o Resource names and other resource attributes

• Eliminates the need for elaborated pricing spreadsheets 
with sensitive rate information

• Custom reports can be configured to add additional level of 
standardization

• Provides version control, traceability to pricing, and easy 
transfer of data once execution begins



Proposal Pricing – Standardized 
Files

WBS

Resources

Rates

Screenshots	from	Cobra



Proposal Pricing – Basis of 
Estimate

Screenshots	from	Cobra



Forecasting
• Objective:

o Maximize incentive fees and margins
o Meet or exceed program cost and quality objectives and actively communicate performance 

to the customer

• Forecasting at completion costs (actuals to date + remaining forecast) 
for the project provides valuable insight to both the organization and 
customers, if done correctly

• Processes and tools facilitate the capability to evaluate current 
projections, price new forecasts, and report the data internally and 
externally

• The forecast is built at the resource level by activity and rolls up to the 
cost account level which allows users to compare proposed margins to 
forecasted margins

• Better forecasting also enables resource management on a portfolio 
level and can be done at regular intervals (monthly/quarterly) and at the 
appropriate level (cost account or major activity) to best meet your 
organization’s needs



Forecasting – Estimate at Completion Reports
Compare	Budget	at	Completion	to	Estimate	at	Completion

Compare	Budget	at	Completion	to	Adjusted	Estimate	at	completion	based	on	Cost	
Performance	Index



Forecasting – New Rates
Adjust	Forecasted	Rates Was	$24/hr

Screenshots	from	Cobra



Change Management

• Objective:
o Create efficiencies and ensure financial compliance

• Change management ensures a disciplined 
approach to formal and informal contract 
changes
o Contract mods can be included and tracked to the resource assignment level

o Informal changes (budget and actual costs) for out of scope work performed in 
the field can be tracked separately 



Change Management – Project Log and Baseline

Screenshots	from	Cobra



Change Management – Isolating Potential 
Changes

Screenshots	from	Cobra



Reporting

• Objective
o Meet or exceed program cost and quality objectives and actively communicate 

performance to the customer

• Reporting plays a role in all of the topics 
discussed: proposal pricing, forecasting, and 
change management

• Out-of-the box reports are always available but 
customization ensures the reporting meets 
your organizations specific needs



Reporting – Proposal Pricing

Screenshots	from	Cobra



Reporting - Forecasting

Screenshots	from	Cobra



Key Takeaways for Integrated Program 
Management

1. The Integrated Program Management (IPM) model developed by BDO includes 
many best practices from the Project Management Institute (PMI), Industry, and 
Government. 

2. The management disciplines in the model have multiple touch points which 
should be considered in the activities of another discipline. 

3. Addressing these challenges through best practices and implementing an IPM 
system has many benefits, including:
• Increased visibility into cost, schedule, and technical performance for both Program 

Management and the Customer

• Change Management processes can easily identify new work which will help avoid cost 
overruns and contribute to additional funding and profit

• The ability to make proactive operational and administrative decisions based on forward 
looking reporting rather than making reactive decisions after an issue has occurred

An IPM system does not have to be implemented all at once and should be based on 
the organizations contractual and management requirements


