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1

Software Requirements Spec.& Use 

Cases

2/17 3/3 3/10 300,000 $        2/18 3/6 3/13 300,000 $        - $           - $             - $             - $               

2 Prelim. Project Plan 2/18 3/4 3/11 100,000 $        2/23 3/9 3/16 100,000 $        - $           - $             - $             - $               

3a User Experience Brief 2/25 3/11 3/18 100,000 $        2/25 3/13 3/18 100,000 $        - $           - $             - $             - $               

3b Site Map & Content Reqmts. 2/25 3/11 3/18 100,000 $        2/26 3/14 3/19 100,000 $        - $           - $             - $             - $               

4 Logical Data Model 2/25 3/11 3/18 100,000 $        2/27 3/15 3/20 100,000 $        - $           - $             - $             - $               

5a Test Guideline Specification 2/25 3/11 3/18 200,000 $        2/28 3/16 3/21 200,000 $        - $           - $             - $             - $               

5b Customer Acceptance Spec. 2/25 3/11 3/18 200,000 $        3/1 3/17 3/22 200,000 $        - $           - $             - $             - $               

6 Operational Assessment Report 2/25 3/11 3/18 200,000 $        3/2 3/18 3/21 200,000 $        - $           - $             - $             - $               

- Gap Analysis Document 2/25 3/11 3/18 - $               3/1 3/17 3/20 - $               - $           - $             - $             - $               

7 User Interface Prototype 3/11 3/25 4/1 200,000 $        3/3 3/20 3/27 200,000 $        - $           - $             - $             - $               

8a Activity Diagrams 3/13 3/27 4/3 50,000 $         3/13 3/27 4/3 50,000 $         - $           - $             - $             - $               

8b Finalized Project Plan 3/13 3/27 4/3 50,000 $         3/18 3/27 25,000 $         - $           - $             (25,000) $      (25,000) $         

9 Deployment of Beta App. 3/20 4/3 4/10 925,000 $        3/27 4/10 462,500 $        - $           - $             (462,500) $     (462,500) $       

10 Deployment of Final App. 4/13 4/27 5/4 925,000 $        4/13 231,250 $        - $           (231,250) $     - $             (231,250) $       

11 Data Model Spec & Data Dictionary

4/15 4/29 5/6 200,000 $        4/15 50,000 $         - $           (50,000) $      - $             (50,000) $         

12

Application System Release & Mgt. 

Guide

4/20 5/4 5/11 200,000 $        4/20 50,000 $         - $           - $             - $             - $               

3,850,000 $     2,368,750 $     (768,750) $       

Baseline Earned Value - taken from the signed contract or approved change orders

Actual Earned Value - represents project results to-date Negatively affects current earned value

Schedule Variance - The difference between planned vs. actual earned value to-date

Earned Value as of: 4/29/2002

Schedule Variance as of 4/29 Baseline Earned Value Actual Earned Value
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1 Overview

1.1 Purpose of this Document

This document describes the rationale and techniques for setting up and applying a status report template to an IT project.

There is a fundamental decision one must make about the approach to status reporting:

	Option
	Recommendation
	Use of This Document

	1. Use this template
	Recommended
	This document is a guide

	2. Use the contractor’s template
	Not recommended unless the template conforms to the described in the next section
	This document is a useful background document


1.2 Approach

The status report template takes a quantitative and variance-based approach.  Most status reports focus on past achievements, upcoming activities and any issues or obstacles to project progress.  In contrast, this status report template advocates the following

· A project should be based on a written contract and Statement of Work that define the duties of each party.

· Status should report variance in performance of contractual duties, the impact of variance on project budget, schedule and quality, and proposed corrective action.  It should report variance against plan for all parties involved in the contract, including the client’s.  This answers the executive question:  “are we on track, and if not, what should we do about it”.

· Status should report ongoing risk mitigation progress.  This answers the executive question:  “what issues do you foresee that are likely to impact the project in the future, what actions should we take to minimize the risk, and how are we doing in taking those actions”.

· Status should be transparent, traceable, and audit-able.  A quantitative approach tied to the project’s SOW allows for the project to be independently audited.

1.3 Earned Value on a Fixed Price Contract

Earned Value measures two key metrics:  cost variance and schedule variance.  On a fixed price contract, cost variance as measured by earned value is not a factor.  Thus the purpose of tracking Earned Value in this scenario is in quantitatively and graphically representing variance from the planned schedule.

1.4 Assumptions and Limitations

This document and the templates it describes assume the following:

· The user has at least an intermediate level understanding of Microsoft Excel.  Customizing the Status Report Spreadsheet to your project’s needs involves adding, deleting and copying rows with formulas in them, formatting cells with borders and colors, adjusting ranges in graphs and other such operations.  Rather than fully automating the process, the template relies on the built-in features in Excel.  It avoids the use of procedural code, in order keep the process simple, avoid the need for technical support, and to minimize concerns about viruses.

· The project has a fixed commitment contract with an outside party, typically a systems integrator.  Although this template can be adapted for internal use, it is optimized for measuring progress on projects where the services to execute the project are outsourced to a separate company. 

· The services for the project are captured in a deliverables-based Statement of Work (SOW).  This means that project is broken down into a series of deliverables each with a dollar (or alternately, % of contract value) assigned and a set of formal acceptance criteria.

1.5 References

	Reference
	Observations

	Earned Value??
	A practical and thorough analysis of using earned value in project management

	Project Management Body of Knowledge, version 2000, the Project Management Institute.
	The fact that earned value measurement has been incorporated into the 2000 version of PMI’s PMBOK is a sign of how mainstream this technique has become


2 Setting up the SOW for Measuring Earned Value

2.1 Description

The core purpose of the Status Report template is the measurement of variance between actual and baseline earned value.  This measurement is straightforward if the project’s Statement of Work (SOW) is setup properly, but becomes difficult if the SOW lacks the needed elements.  

A detailed list of elements is below.  This format achieves the following critical goals from the point of view of measuring earned value:

· Each project deliverable is identified, a target date is identified and a value is placed upon its delivery

· The conditions leading to acceptance of that deliverable are clearly described.  The decision maker (“Acceptor”) is identified.  The criteria upon which a deliverable is to be accepted are enumerated.  A sample is attached to facilitate greater practical understanding between the parties as to the format, size, scope, and level of detail expected.  This clarity protects both parties from an expectations mismatch at end of a project.

2.2 Content

Document IMP-4b (SOW Deliverables) provides an example of the how the deliverables portion of the SOW can be setup to enable earned value measurement.

	Service
	Deliverable
	Due

Date
	Sample
	Acceptance Criteria
	Acceptor
	Base Payment Upon Acceptance

	Development of Implementation Project Plan
	Preliminary Work Breakdown Structure (WBS), Gantt Chart & Resource View
	3/4/02
	Sample #1
	· Deliverables conform to the format, breadth of content, implied quality and depth of detail outlined in the sample to the satisfaction of the Client.  

· WBS deliverable clearly identifies all major tasks, task durations and dependencies and key project milestones.  

· The Gantt Chart identifies the calendar dates of each task start/stop.  

· The Resource View allows an understanding of hours of labor estimated for each team member and demonstrates a plan that minimizes over allocation of any individual.
	Project Sponsor
	$nn,nnn


Table 1:  Sample SOW Deliverable Description

	Service:
	A label of the service provided

	Deliverable:
	A tangible result from providing the service.

	Due Date:
	The contractual date when the deliverable is formally due to be delivered by the service provider.

	Sample:
	A reference to an attachment of an example of the identified deliverable.  This facilitates greater practical understanding between the parties as to the format, size, scope, and level of detail expected.  

	Acceptance Criteria:
	The agreed basis on which acceptability is determined

	Acceptor:
	The decision maker as to whether a deliverable is accepted.

	Base Payment:
	The amount payable to the service provider upon acceptance.


2.3 Procedure

There are many methods for assigning earned value.  The method below has been found to be simple, practical and fair to the parties of the SOW.  

1. Identify Deliverable Groups
Create categories that can be used to group deliverables.  Often the categories parallel the teams that deliver them.  For example, a project may consist of a project office, a technical team, a business process team and an organizational change management team.  Each of these teams will have their own deliverables.

2. Assign a Relative Value to Each Deliverables Group
Based on such considerations as the size of the team producing a group of deliverables, the relative value to the client, the cash flow considerations of the service provider, and other business considerations, assign a percentage of the contract value to each group.  For example, the contract value may be distributed as follows:

10%
Project Office Deliverables

40%
Technical Deliverables

30%
Business Process Deliverables

20%
Organizational Change Management Deliverables

3. Enumerate Individual Deliverables
List the deliverables within each group.  For example, the Technical Deliverables group may include such deliverables as “Custom Report Mockups” or “CRM Interface Specification”.

Note that the status report should be listed as a project management deliverable, and the template described by this guide can then be referenced as a sample.  This sets the procedure in place to use this template from the beginning.

4. Assign a Value to Each Deliverable
Once the deliverable group has been assigned a value, there is a limited pool of value to be distributed to each deliverable.  The value of each deliverable should be weighted according to its importance to the project, as well as other business considerations similar to those identified in the previous step.

For the most important deliverables, it is often desirable to add a second, earlier draft version as a separate deliverable.  This serves to smooth out the earned value curve and 

5. Adjust as Needed
Once earned value has been assigned to all deliverables, there may be reasons to modify due to practical considerations.  These may be business considerations, such as cash flow for either the client or service provider.  Or they may be project considerations, such as unrealistic due dates between two interdependent deliverables.

3 Status Report Section 1:  Executive Dashboard

3.1 Description

The dashboard provides an executive summary view of the health of the project utilizing a limited set of factors that each are scored both subjectively (i.e., “Alert Level”) and objectively (i.e., “Metric”).   It also scores Contractor and Buyer duties separately.

3.2 Content
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Figure 1:  Sample Executive Dashboard

3.2.1 Contractor Metrics
	Factor
	Metric
	Description

	1. Project Progress
	earned value schedule variance
	The difference between planned and actual earned value independent of total cost (since the total cost is fixed).

	2. Acceptance / Quality
	% on-time submittal
	The un-weighted percentage of deliverables submitted on or before the date specified in the Statement of Work.

	
	%1st time acceptance
	The un-weighted percentage of deliverables accepted after the first submittal.

	
	# of level 1 issues
	The cumulative buyer-generated showstopper issues during acceptance review.  A “showstopper” issue is one that is serious enough to prevent buyer acceptance of a deliverable.

	3. Risk Mitigation
	% on time actions
	The un-weighted percentage of risk actions completed per initial plan.

	4. Issue Resolution
	# of open level 1 issues
	The number of level 1 issues currently open.  See section below on “Issues”.

	
	# of open level 2 issues
	The number of level 1 issues currently open.  See section below on “Issues”.

	
	current issue trend
	Specifies whether the number of open issues is increasing or decreasing.  Values are:  “Up” or “Down”.


3.2.2 Buyer Metrics
	Factor
	Metric
	Description

	1. Project Progress
	# of open issues relating to Buyer Duties
	The number of issues in the project issue log still open that relate to buyer duties specified in the governing SOW.  An example is where a critical resource on the buyer’s staff who was staffed on the project is not available to define business requirements.

	2. Acceptance / Quality
	% on-time responses
	The un-weighted percentage of deliverables where the official buyer response was submitted within contractually required period.

	3. Risk Mitigation
	% on time actions
	The un-weighted percentage of risk actions completed per initial plan.

	4. Issue Resolution
	% on-time resolutions
	The number of closed issues in the project issue log that were resolved within the time period specified in the governing SOW. 

	
	# of currently open late issues
	The number of closed issues in the project issue log that were resolved within the time period specified in the governing SOW. 


3.2.3 Change Orders
	Factor
	Metric
	Description

	5. Change Orders
	number
	The number of change orders submitted, broken down by those accepted, open, and rejected by the buyer.

	
	cumulative cost impact
	The monetary sum of change orders submitted, broken down by those accepted, open, and rejected by the buyer.

	
	cumulative schedule impact
	The sum of the change in the go-live date, measured business days, of change orders submitted, broken down by those accepted, open, and rejected by the buyer.


3.2.4 Alert Level

For each factor, a subjective assessment is provided.  The values are color coded for convenience of the reader.  The values are:

	Alert Level
	Description

	Red (R)
	Steering Committee action required in this area

	Yellow (Y)
	No immediate Steering Committee action required in this area.  The project manager is making the Steering Committee aware because there are some concerns that are currently being managed effectively by the project team.

	Green (G)
	Project proceeding according to plan in this area, and is functioning within reasonable limits.


3.3 Procedure

To be specified

4 Status Report Section 2:  Variance Analysis

4.1 Description

The purpose of this section is quantify and describe the impact of any variance against the project’s plan as captured in the Statement of Work.  It uses Earned Value techniques to measure the variance.

4.2 Content

4.2.1 Calculation of Earned Value

Earned Value is accumulated using the following formula:


EV = started_EV + submitted_EV + accepted_EV

Where:


started_EV = (deliverable started?) * deliverable_started_%


submitted_EV = (deliverable submitted?) * deliverable_submitted_%


accepted_EV = (deliverable accepted?) * deliverable_accepted_%

Also where:

	(deliverable started?):
	Whether worked on the given deliverable has been started (Yes=1, No=0).  The default is 25%.

	deliverable_start_%:
	The % out of total of 100% assigned once the deliverable is started

	(deliverable submitted?):
	Whether the deliverable has been formally (i.e., in writing) submitted to the buyer for acceptance (Yes=1, No=0).  The default is 25%.

	deliverable_submitted_%:
	The % out of total of 100% assigned once the deliverable has been submitted.  

	(deliverable accepted?):
	Whether the deliverable has been formally (i.e., in writing) accepted by the buyer (Yes=1, No=0).  The default is 50%.

	deliverable_accepted_%:
	The % out of total of 100% assigned once the deliverable has been accepted.


Measurement of Variance:

Earned Value variance is measured against the “as of” date (reporting date).  This means that variance can only occur if the “as of” date is on or later than baseline date.  For example, if the variance report is issued as of 5/24, the fact that a deliverable due to start on 5/26 actually started later does not impact the 5/24 variance.

4.2.2 Earned Value Schedule Variance Table
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1

Software Requirements Spec.& 

Use Cases

2/17 3/3 3/10 300,000 $     2/18 3/6 3/13 300,000 $     - $         - $         - $         - $           

2 Prelim. Project Plan 2/18 3/4 3/11 100,000 $     2/23 3/9 3/16 100,000 $     - $         - $         - $         - $           

3a User Experience Brief 2/25 3/11 3/18 100,000 $     2/25 3/13 3/18 100,000 $     - $         - $         - $         - $           

3b Site Map & Content Reqmts. 2/25 3/11 3/18 100,000 $     2/26 3/14 3/19 100,000 $     - $         - $         - $         - $           

4 Logical Data Model 2/25 3/11 3/18 100,000 $     2/27 3/15 3/20 100,000 $     - $         - $         - $         - $           

5a Test Guideline Specification 2/25 3/11 3/18 200,000 $     2/28 3/16 3/21 200,000 $     - $         - $         - $         - $           

5b Customer Acceptance Spec. 2/25 3/11 3/18 200,000 $     3/1 3/17 3/22 200,000 $     - $         - $         - $         - $           

6 Operational Assessment Report 2/25 3/11 3/18 200,000 $     3/2 3/18 3/21 200,000 $     - $         - $         - $         - $           

- Gap Analysis Document 2/25 3/11 3/18 - $            3/1 3/17 3/20 - $            - $         - $         - $         - $           

7 User Interface Prototype 3/11 3/25 4/1 200,000 $     3/3 3/20 3/27 200,000 $     - $         - $         - $         - $           

8a Activity Diagrams 3/13 3/27 4/3 50,000 $       3/13 3/27 4/3 50,000 $       - $         - $         - $         - $           

8b Finalized Project Plan 3/13 3/27 4/3 50,000 $       3/18 3/27 25,000 $       - $         - $         25,000 $    25,000 $      

9 Deployment of Beta App. 3/20 4/3 4/10 925,000 $     3/27 4/10 462,500 $     - $         - $         462,500 $   462,500 $    

10 Deployment of Final App. 4/13 4/27 5/4 925,000 $     4/13 4/27 462,500 $     - $         - $         - $         - $           

11

Data Model Spec & Data 

Dictionary

4/15 4/29 5/6 200,000 $     4/15 50,000 $       - $         50,000 $    - $         50,000 $      

12

Application System Release & 

Mgt. Guide

4/20 5/4 5/11 200,000 $     4/20 50,000 $       - $         - $         - $         - $           

3,850,000 $   2,600,000 $   537,500 $    

Baseline Earned Value - taken from the signed contract or approved change orders

Actual Earned Value - represents project results to-date Negatively affects current earned value

Schedule Variance - The difference between planned vs. actual earned value to-date

Earned Value as of: 4/29/2002

Schedule Variance

# Deliverable

Baseline Earned Value Actual Earned Value


The columns in the above table are defined as follows:

	Column
	Definition

	Deliverable
	
	The name and number of the deliverable from the Statement of Work

	Baseline Earned Value
	Start
	The planned date by which work on the deliverable is projected to start, as reported by the contractor at the beginning of project.

	
	Due
	The date by which the contractor is required to submit the deliverable for acceptance, according to the Statement of Work.

	
	Accept
	The date by which the buyer is required to formally respond with acceptance or rejection. 

	
	Value
	The monetary value of the deliverable as specified in the Statement of Work.

	Actual Earned Value
	Start
	The actual date on which work on the deliverable began, as reported by the contractor.

	
	Delivered
	The actual date on which the contractor submitted the deliverable to the buyer for acceptance.

	
	Accept
	The actual date on which the buyer responded to the contract with acceptance of the deliverable.

	
	Actual Value
	The monetary value of deliverable accumulated to-date as measured by the formula in the previous section.

	Schedule Variance
	Start
	The difference between the expected and actual earned value for starting a given deliverable as of the reporting date.  This is calculated as described in the previous section.

	
	Due
	The difference between the expected and actual earned value for submitting a given deliverable as of the reporting date.  This is calculated as described in the previous section.

	
	Accept
	The difference between the expected and actual earned value for acceptance of a given deliverable as of the reporting date.  This is calculated as described in the previous section.

	
	Total
	The sum of the Start, Due, and Accept columns.


4.2.3 Earned Value Schedule Variance Graph

This graph visually displays the current Earned Value status as well as trends.  The Baseline is the planned Earned Value based on the Statement of Work plus addition any approved change orders.  The Actual measures the contractor’s performance.  “Fees Payable” measures contractor fees that can be invoiced, based on the rule that fees are only payable upon acceptance.\

4.2.4 Other Components

The remainder of this section of the status report template contains a standard set of questions, intended to guide the analysis of any variance.  The table below describes the questions and what kinds of information should be in the answers.

	Question
	What the Answer Should Contain

	Primary Cause(s) of Variance:
	The Contractor’s analysis of the most important causes of the variance.  

	Description:
	An elaboration of previously-identified causes

	Corrective Action:
	What actions must be taken to correct the situation.  Note that a large body of evidence has shown through the years that once a negative variance develops, it is highly unlikely that this variance can be “made up” later in the project.  So the corrective action, if it is to be realistic, should advise increasing the schedule, reducing the work or adding resources.

	Impact on Project Completion:
	What impact is the current variance likely to have on the ultimate project end date.

	Description:
	An elaboration of the impact identified above.

	Change Orders Required:
	What change orders are needed or proposed to address the impact and implement the corrective action identified above.

	Description:
	An elaboration of the change order requirements identified above.


4.3 Procedure

To be specified

5 Status Report Section 3:  Issues

5.1 Description

This section describes issues for steering committee action or awareness, not a complete list of all issues.  A full list of issues can be found project issues log.  It also shows the trend for cumulative open issues.  As a healthy project nears a deadline, the trend for open issues should be down and approaching a very low number.

5.2 Content

To be specified

5.3 Procedure

To be specified

6 Status Report Section 3:  Major Activities

6.1 Description

This section describes the tasks and accomplishments for the last reporting period and those planned for the coming period.  Note that this section is commonly the focal point of status reporting.  The approach described in this document gives primary focus to reporting quantitative and variance-oriented status.  However, recording major activities is still important, even if it is not of primary importance.

6.2 Content

To be specified

6.3 Procedure

To be specified







PAGE  


Page i of i

