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What is an IBR?

The Review o Outcome

A Government program manager
led review to ensure the

Contractor's baseline plan has:

ﬁ)/CAA G/ECE
y

Baseline Declaration:
Q/The baseline is achievable
 The baseline is not achievable

 Baseline achievability cannot
be determined

Adequate scope of work & definition;
Realistic schedule;

Adequate skill mix & sufficient
resources;

Objective performance measurement
indicators to measure work
accomplishment

Sufficient management reserve and
schedule margin to mitigate future
known and unknown risks'

Why wouldn’t all programs use this IBR approach? (DNRO 12/15/16)

1. NRO IBR Team Handbook, Reference r. 2




The Impetus for Change

« JSCC Better EVM Implementation Study: T

« The Joint Space Cost Council Better EVM o e
Implementation Study recommendations i —
prompted the CAAG/ECE to refocus the IBR iy
Process across the NRO . § indust

- After preliminary reviews, the CAAG/ECE came coE \ed '\d‘“th%oéost of f\s\',\\,\ng
to the same conclusion of the JSCC study that T awdy O g into g% N
recent IBRs were process reviews and data incorP® Pegﬁ?o' RAS
integrity checks rather than technically -Pubu |

focused reviews to assess baseline
achievability of cost, schedule and performance
contract objectives

« NRO Refocused IBR Pilots:

 The JSCC study and IBR pilot feedback
revealed that NRO program managers already
highly value the IBR

« The IBR pilot success proved to be an
enterprise opportunity to improve advance Ui
warning of future program execution risk -puplish N i —

EVM System's
High Cost

BPO/CAAG/ECE |
|



Refocusing on Achievabillity

 NRO’s refocused IBR initiative puts
9 industry-accepted project management
constraints' at the center of the IBR

« Scope * Risk

« Time » Procurement

« Budget * Project Integration

« Resources -+ Customer Relations
* Quality

POTEFPDO!L

» The overarching goals are to focus on baseline achievability, enhance
involvement of NRQO’s technical community and hold the PM/COTR
accountable for delivering on contract requirements

1 Adapted from — Kerzner, Harold, Project Management, A Systems Approach to Planning, Scheduling, and Controlling, 6" edition; Project Management
Institute, Project Management Body of Knowledge, 5! edition; Crawford, J. Kent, Project Management Maturity Model, Providing a Proven Path to Project
Management Excellence, 2002,

BPO/CAAG/ECE
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() Constraint Theory and IBR Focus

Project Management
Constraints

Scope Time Budget Resources Quality
Scope |_ . |_ |_ . L
|— definitFi)on, Duration or Fiscal Prerequisite Product
technical completion limitations on skill sets, acceptance,
boundaries, limitations on program facilities, tools, requirements
technology program planning and and other sell-off, rework,
maturity planning and execution ,;ﬁf{ogri‘e Mission
limitations on execution miaens ﬁ;si?rﬁnrc]:e
program ations
execution
Risk Procurement Project Integration Customer Relations
. S Uncertainty &
I_ l_Jng:erFamty & |_ Limitations in I_ . leltat'lons on |_ limitations of past
limitations on acquiring integrating GFx; performance
program goods and cost, schedule culture, ’
planmng_ and services, i.e., and performance management
execution subcontracts, commitment for
Material program planning

and execution

* — Adapted from PMBOK © Guide, 5t Edition, Knowledge Areas. The PMBOK cites ten Knowledge Areas. NRO’s nine constraints
bundles: Communications and Stakeholder Management within Customer Relations; replaces Cost with Budget; and replaces Human

BPO/CAA G/ECE Relations with Resources.
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Avoiding IBR Pitfalls

An IBR is not: Focus is not on:
« Pass/fail review « |dentifying findings
 Process implementation * Performing data traces
review  Interviewing personnel
« EVMS Surveillance review * Process demonstration
. Monthly reviews (PMR, BMR) » Deriving a color-coded risk
assessment

« Design review
- Proposal evaluation and fact - Identifying liens

finding - Taking ownership of the PMB, MR
* Approval of the PMB and MR and data quality away from the
Contractor

» Asking fact finding questions

The achievability assessment is valued over the

understanding of management processes

BPO/CAAG/ECE
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IBR Framework Enabling Achievability
Assessment

IMS, PMB & MR

Achievability and Sufficiency
Challenges , Assessment
Synthesis

Enablers
Risks & Opportunities
TN
S

Program | .Promote
Risk & -Demote

Opportunity | *Retire

Register | *Accept
-Modify

__REViEW  JSYNTHESZE L R

W/CAA G/ECE .
gl

The baseline is achievable

U The baseline is not achievable

 Baseline achievability cannot
be determined




O IBR Focus: Progressing from Processes and
Data to Evaluating Achievabillity

3 3 o The baseline is achievable

QY N :> O The baseline is not achievable

O Baseline achievability cannot
be determined

Management Contractor Evaluation and Final Out-brief

Processes Data Synthesis and Report

\ J
!

Understanding Contractor management
processes and data should be largely
completed in advance of the IBR

|| Pulling a thread to a conclusion
WCAAG/ECE 8




O IBR Focus: Progressing from Processes and

Management Contractor
Processes Data
» Contractor Procedures « Contracting Officer
+ Contractor provides IBR Letter Data call
process overview & + Contractor data
training prior to IBR submission
» Customer reviews  Contractor trains
processes to inform Customer on how to
awareness for review data
reviewing data and » Customer data review
conducting PM / CAM before and at IBR
discussions « PM / CAM discussions

Data to Evaluating Achievabillity

saseline eclaration:

¥ The baseline is achievable
U The baseline is not achievable

O Baseline achievability cannot
be determined

Evaluation and Final Out-brief
Synthesis and Report

» Evaluate processes, data,
constraints, planning
assumptions, risks &
opportunities in PMB and PM /
CAM discussion results

 Cross-functional team
assessment (PM, SE,
Contracts, Finance, EVM)

» Synthesis starts prior to and is
completed at IBR

|| Pulling a thread to a conclusion

WCAA G/ECE
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@ Examples of Refocused IBR Improvements

Topic Area IBR Question — Past | IBR Question — Present Re-focused
Approach

Show me your risk
management process.

IBR In-brief topic:

Management

Show me your risk
management process
and how you budget for

IBR In-brief topic:
Management
Reserve
Adequacy

CAM Discussion:
Performance
Measurement

Show me your earned
value technique (EVT)
and if your detail planning
has been completed (all
work packages contain

BPO/CAAG/ECE

Show me how your PMB is risk-adjusted.
Show me the program risk register and
explain how contract reserves including
schedule margin and management reserve
adequately address future known and
unknown risks and opportunities.

How confident are you that your Management
Reserve is sufficient for all future known and
unknown risks and opportunities?

How will this earned value technique be used
to accurately depict progress toward a
technical performance objective and your
definition of done?

10



NRQO’s IBR Tool

Constraint not Assessed
No Actions or Risks Identified

« Supports NRO'’s refocused IBR approach e

« Portrays contract metadata
» Documents responsibilities by WBS
« Creates CAM discussion questionnaires

Customer Satisfaction
Project Integration

Budget
Quality
Resource
Risk
Scope

Time

» Produces baseline analytics WBS

[o]
l]mocurement

 Creates an IBR out-briefing template NS

z > .
2 g Blind spots?
o< = E
| EE
o -
Bl |3 5
: 5 |
|5 o] ——
|ﬁ| - - Ir/‘k Option NotYet Program AAA Budget ($K)
H 1 _— Authorized

6%

Total Contract Budget ($K)

NOTIONAL
DATA

NOTIONAL
DATA

NNNNNNNNNN TEEE IR R R L R R R EE TR
HHHHHHHHHHHHHHHHHHHHHHHHHHHHHHHHHHHHH 68%
SEERSREEERESSSS8gSEERERSESSSgSSEERREeEE
Tn‘hREPR‘}TRE\‘E?Fv‘?h?\“ﬁaﬁh“m‘kEEPR‘D\‘RE\‘EPR‘ET\‘BEPHRR‘ 200000 SK
’
IBRINCORPORATED BASELINE DATA 4/27/2017 THROUGH 9/30/2021 @Pre-IBR 9/16 - 2/17 BIBR EVAL 217 -12/17

BNOT ASSESSED 12/17 - 3/20
[PRE-IBR 5/2016 - 4/2017 OIBREVAL 4/2017 - 9/2021 BENOT ASSESSED 9/2021-9/2022

BPO/CAAG/ECE
—
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MRB, JROC A User & Ops Needs

How Does the Systems Engineering V
Relate to an IBR?

/ Transition to Ops

-Requnrements 3 A~ Operdl]
" Concept of Operations g / -Lgtizchmlr::nahzaﬁon & Transttion
|=System/Function Requirements ¢ pe
Docum% s = Ground Transition
AN SFR & sSR A (gmund) /\ ORR, OAR, 2
o & VYCC pre) oe
® . Concept Specifications d VBY -
/9 \ = System /Function Concept of T erfication & | {b
% \ | Operations /| valdation <
(o) N = Systemn/Function Architecture = System/Function Integration QQ
2 = Acquisition Specifications /
OQ «Interface Contral Documents rrRA ﬁ LCR, ERR, MRR, 'F
iyt MCR
(4] -
8 LA sman &
?O SRR PDR /\ PSR A
% Preliminary Design d V& o
. : -Segmem Imegratlon and V&V .0
< .
z b Bl « HUY Integration & Test <
(2] \ “Design-to” Specifications « S Intearation & Test (b
2? and V&Y Plans S g >
"9 /A cDr A ATRR &
° Build -To Test &
*MRB - Mission Requirements Board OQ "\ | =Detailed Design = Hill Assembly P
*JROC -Jgérgnﬁquremems OISt ) \, *"Builcto” Specifications * S fem J g AT
=SRR - Sys/Seq Requirements Review % Build AJRR " -ORR- Operatifnal Readiness Review
:ggl;: gggs Etg?lzn% ‘F:s;ew «Fabricate H A\sembly I 5 *0AR — Operatiinal Acceptance Rewiew
=S5R- Sy‘sg Statugs Review \ el (S i g‘gg—_ s rlssesg;nd?;gs':el‘?ﬂ;mw
«PDR - Preliminary Design Review \L - =MCR - Mission Certification Review

=3CR - Sys Closure Review

= CDR-Critical Design Reuiew
*TRR-Test Readiness Review
*LCR~ Launch Commit Review
*PSR- Pre-Ship Review

®
Source: NBF 130 SE Management (2014)

Time & Maturity

«\/CC - Vehicle Checkout Complete
*DDR - Deactivation & Disposal Review

How is the systems engineering definition of done related to the CWBS

dictionary, IMS milestones, work authorizations, EVTs?




We're Considering Changes to
Award Fee Incentives Related to IBR

« For cost type contracts with award fee, the award fee plan needs to
address two key elements
 Ability to develop a timely and quality baseline plan to review at IBR

» Ability to execute a risk-adjusted PMB that achieves program stability
and predictive outcomes

« The focus should not be merely on completing the event

« Example Award Fee Plan language

» |IBR Readiness: The contractor shall develop the PMB with sufficient
MR in a timely manner. The Contractor’s data submissions to the
Customer shall be timely and high quality in preparation for the IBR.

* IBR Results: The Contractor shall demonstrate that the Over Target
Baseline/Schedule (OTB/S) and Management Reserve are risk-
adjusted. The Contractor’s post OTB/S cost and schedule performance
demonstrates program stability with predictive outcomes over the next X
months (award fee period) through Delivery X without significant
additional cost growth and schedule delays.

BPO/CAAG/ECE .
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Policy Issues Under Consideration

BPO/CAAG/ECE

P

(Not Current Contract Policy)

The IBR requirement is contained in an EVMS clause

The IBR is not an EVMS review, but is a program
management review

Risk: IBRs may backslide into process-focused reviews
led by finance community if the IBR requirement remains
in an EVMS clause

Possible Recommendations:
1.  Remove the IBR requirement from the EVMS clause

2. Ensure SAE determines a new homeroom for the IBR
requirement in regulation and in functional management

3. Create a new clause for the IBR requirement

4. Ensure that a requirement remains for EVM Focal Points to
support the cognizant functional leader responsible for
conducting the IBR in the procuring agency/buying command

14
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@ We're Reviewing Programs Applying Agile Methods to
Require Orientation for Program Stakeholders

* Prior to the IBR, the Contracting Officer submits a letter to the
contractor requesting orientation and training of agile methods
and integration practices on the contract

* The purpose of the Contractor’s training is to familiarize the
Customer with the development methods applied on the
contract

« The training also addresses the contract unigue approach for
integrating project management practices with agile methods
and supporting roles, responsibilities and authorities

« The following sample focus areas for training have greatly
enabled successful program start-up through IBR as a result
of training

BPO/CAAG/ECE

P
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Example of Pre-IBR Training Focus Areas for
Programs Applying Agile Methods (1 of 3)

What agile methods are proposed? How are they applicable to:
» Technology and requirements maturity
» Customer enterprise integration and test processes and standards supporting transition to
operations? How will it benefit the program in alignment with customer goals?
 How are estimating methods for certified cost and pricing data in proposals related to
agile methods and estimating supporting overall program planning?

« How is the CWBS and dictionary aligned with contract requirements, CLINs, agile
roadmap, release train, architectural runway, and program backlog?

« How is the organizational structure aligned with agile stakeholders with clearly
defined roles, responsibilities and authorities?

 How is the agile release train, roadmap, spin/increment plan(s), and program backlog
and the PMB under systems engineering configuration management control?

« What is the proposed approach for aligning responsible engineers with management
control points and associated epics, capabilities, features? What is the value
proposition of a control account with the agile value stream?

Are you ready for an IBR if the answers to these questions have not been

addressed and understood by all program stakeholders?

BPO/CAAG/ECE
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Example of Pre-IBR Training Focus Areas for
Programs Applying Agile Methods, Cont’'d (2 of 3)
 What is the proposed approach for aligning control account plan(s) and
associated work and planning package(s) with the agile release train,

release (spin) planning results, and program backlog?

What is the relationship of work package and planning package with associated scope in the
epics, capabilities, and features, as applicable? How are they related the delivery cadence
of releases (spins) and sprints?

 How is agile planned capacity related to the formation of authorized work
and control account plans?

 What is the proposed approach for how authorized work scope is
established and maintained in planning packages within a control account
for future work that has not been fully prioritized and planned prior to a
subsequent release (spin) planning event?

 How is an EVMS “freeze period” aligned with the program’s agile cadence
for release (spin) planning results prior to commencing sprints with timely
and efficient forward planning discipline?

« How is the IMS aligned with the authorized work in the agile release train,
sprints, and program backlog?

Are you ready for an IBR if the answers to these questions have not been
addressed and understood by all program stakeholders?




Example of Pre-IBR Training Focus Areas for
Programs Applying Agile Methods, Cont’'d (3 of 3)
 How is a work package earned value technique (EVT) established in
relation to the corresponding acceptance criteria for agile content (epic(s),

capability(s), feature(s), etc., as applicable) and the underpinning
subordinate feature(s)/stories?

 What is the relationship of EVTs with release and sprint acceptance
criteria? How do you know when you are done?

 How is schedule status of work performed and remaining work related to the
underpinning status reflected in the agile tool? How is the agile tool related
to the baseline vs. the forecast in EVMS?

« How are agile burn-up/down plans, velocity, required remaining velocity
related to EVMS managerial analysis of related information?

« How is remaining work traceable in program backlog?
« How is the EAC related to remaining work in the agile tool?

 How is the PMB change control process related to controlled changes in the
agile tool?

Are you ready for an IBR if the answers to these questions have not been

addressed and understood by all program stakeholders?

19
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Summary

We are shifting focus of readiness and outcomes...from process-
based to a content review of baseline achievability and risk

« New way of preparing for the review

* Involvement and ownership of technical leads

« QOutcome is no longer baseline “clean-up” of process implementation deficiencies

« Qutcome is indication of early-warning indicators and level of confidence in the

Performance Measurement Baseline and management reserve for success

ECE-developed tools and job-aides enable the refocused approach

« Constraint theory framework enables: prioritization of constraints reviewed,
testing of Contractor assumptions, risk / opportunity assessment and resulting
achievability declaration

» IBR Decision Support Tools: Questionnaire, Dashboard, Briefing Wizard
This initiative enhances the value and use of the IBR to NRO PMs,
COTRs, senior leadership, and our Industry Partners

BPO/CAAG/ECE N
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