
D a n n y  T o l e r ,  D i r e c t o r
E n t e r p r i s e  N e t w o r k  M a n a g e m e n t  ( I R M / O P S / E N M )  

U n i t e d  S t a t e s  D e p a r t m e n t  o f  S t a t e   

J u n e  3 ,  2 0 1 0

Lessons learned from implementing EVM on a 
large scale IT portfolio at the 

Department of State



2

Agenda

Section 1 ςOverview

Section 2 ςProgram Management and EVM

Section 3 ςLessons Learned

Section 4 ςFuture Plans

Section 5 ςPanel



3

Section 1

Overview



4

United States 
Department of State (DoS)

Create a more secure, democratic, and prosperous 
world for the benefit of the American people and the 

international community. 

Protect U.S. national interests and advance peace, 
security, and sustainable development. 

Section 1 ïOverview
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Enterprise Network 
Management (ENM)

Empower diplomacy by providing a secure and 
reliable global network that is available anytime, 

anywhere.

Responsible for managing and overseeing the design, 
operation, and life-cycle management of the 
5ŜǇŀǊǘƳŜƴǘΩǎ ǿƻǊƭŘǿƛŘŜ ƴŜǘǿƻǊƪǎΦ

Section 1 ïOverview



6

ENM Characteristics

$100+ Million portfolio of 40+ active IT programs

300+ program staff comprised of government and 
contractor employees from several vendors

Support 50+ domestic facilities and 250+ United 
States Embassies, Consulates and Passport Agencies

Section 1 ïOverview
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Mission Challenges

New and evolving technology

Physical security

Cyber security

Worldwide events resulting in changing 
requirements (e.g. Iraq, Afghanistan, Haiti)

Domestic and global infrastructure

Section 1 ïOverview



8

DoS Global Network

Section 1 ïOverview
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DoS Process for
Reporting on IT Investments

Section 1 ïOverview

Agency Capital Planning Process
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Summary and Highlight Statement

Documentation / Justification of the Agency's Total Budget 

Needs

Explanation of How Resources Will Be Used

IT Investment Portfolio
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DoS Reporting Requirements & 
EVM Drivers

The Office of Management and Budget (OMB) 
requires agencies to use an Earned Value 
Management System (EVMS) for capital asset 
management.

ñAgencies must use a performance-based acquisition 

management system, based on the ANSI/EIA Standard 

748, to obtain timely information regarding the progress of 

capital investments.ò

ñAgencies are expected to achieve, on 

average, 90 percent of the cost, 

schedule, and performance goals for 

major acquisitions.ò

ñThe system must also measure 

progress towards milestones in an 

independently verifiable basiséò

Section 1 ïOverview
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Section 2

Program Management and EVM
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Early and continued insight into performance issues
Improved visibility in the health of the portfolio and 

individual projects
Improved decision making  and implementation of 

corrective actions to help projects get back on track
Enhanced ability to demonstrate funds are effectively 

managed so that large cost variances are avoided
Improved planning as lessons learned from both high 

and low performing projects are incorporated into 
future planning

EVM Benefits @ ENM

Section 2 ïProgram Management and EVM
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ENM uses EVM as a management tool to manage 
projects and monitor contractor performance.  It 
ŀƭǎƻΧ

LƴŎƻǊǇƻǊŀǘŜǎ ŎƻƴǘǊŀŎǘƻǊ ǎǘŀŦŦ ǘƘǊƻǳƎƘ 9baΩǎ 
internal EVMS processes and tools

Leverages technology to streamline EVM activities 
(e.g. Deltek Cobra, MS Project Pro and Server, MS 
Access, wInsight, SharePoint)

Integrates with PMBOK via Managing State Projects 
methodology

EVM @ ENM

Section 2 ïProgram Management and EVM
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Managing State Projects
(MSP)

It is the comprehensive system development life cycle 
management methodology at the DoS.

Creates a standard approach for managing DoS
projects from Initiation through Operations and 
Maintenance (O&M) via phases and control gates

Overlaid with PMBOK phases, although there is 
limited alignment with federal Acquisition and 
O&M phases

Section 2 ïProgram Management and EVM
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Managing State Projects
Example

Control Gates are the checkpoints used to approve/disapprove 
the project, monitor performance, and incorporate 
management guidance.  It is also used to monitor performance 
and customer satisfaction year over year (ASPR).

Section 2 ïProgram Management and EVM
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Control Gates

¢ƘŜ ǎŜƭŜŎǘƛƻƴ ƻŦ /ƻƴǘǊƻƭ DŀǘŜǎ ǘƻ ǳǘƛƭƛȊŜ ŀǊŜΧ

Determined based on the size, complexity and risk 
of the project

Milestones within Control Account Plans to 
measure performance

Informal/formal meetings where the project team 
presents control gate information as defined in 
ENM templates

Section 2 ïProgram Management and EVM
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Managing State Projects
Benefits

Provides a consistent approach for delivering projects 
ŀƴŘ ƛǎ ǳǎŜŘ ǘƻΧ

Facilitate information exchange among stakeholders

Improve management oversight and stakeholder 
concurrence

Assess if the project is being executed and delivered 
as planned 

Provide the opportunity to modify or cancel the 
project

Section 2 ïProgram Management and EVM
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Section 3

Lessons Learned
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Prior to implementing EVM practices and procedures 
into ENM, it was imperative that the program 
management framework and activities were in place.  
Work and organizational breakdown structures 
were defined
Time phased project schedules were established
Accurate cost estimates, resource assignments, and 
objective performance measurements were 
developed
Strong project management processes were 
established and implemented

Section 3 ïLessons Learned

Establish PM Practices
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Organizations are not ANSI/EIA compliant 
immediately out of the gate.  Therefore, we 
developed a phased approach to mature the system 
ƻǾŜǊ ǘƛƳŜΦ  ¢Ƙƛǎ ŀǇǇǊƻŀŎƘΧ
Incorporates key requirements in early phases to 
return EV benefits early and often
Improves key program areas that provide inputs to 
the system and reduce administrative burden
Supports continued staff learning and knowledge 
retention
Ensures project management practices are followed

Section 3 ïLessons Learned

Phased EVM Approach
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In order for EVM to be successful, it was important 
that ENM staff understand the benefits and buy in to 
ǘƘŜ ǎȅǎǘŜƳ ŀƴŘ ƛǘǎ ǇǊƻŎŜǎǎŜǎΦ  ²ƛǘƘƻǳǘ ōǳȅ ƛƴΧ

The effort to provide the data will be seen as an 
administrative burden instead of a benefit

Staff tend to not provide the information needed to 
generate EVMS report

Minimal to no effort will be made to manage 
projects more efficiently

Section 3 ïLessons Learned

Gain Buy In
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Program staff understanding of their assigned activities and 
roles/responsibilities, is vital to the success of the system, 
as well as providing information in a timely manner and the 
required format.
Creation of intranet sites and supporting documents, 

helps communicate EVMS schedules, processes and 
activities

Frequent training and continuous focus on process 
improvement simplifies activities and reinforces 
roles/responsibilities

Improves data integrity as more knowledgeable staff 
provide more accurate and timely status

Section 3 ïLessons Learned

Roles & Responsibilities
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EVMS activities need to be tailored to ENM 
functions and EVMS reports need to be timely so 
that corrective actions and decisions continue to 
be relevant

EVMS reports for prior month status are 
generated within 1 week after month end

ENM processes such as material management 
ǿŜǊŜ ǘŀƛƭƻǊŜŘ ǘƻ ƛƴǘŜƎǊŀǘŜ ǿƛǘƘ 9baΩǎ ŎƘŀƴƎŜ 
control process

Section 3 ïLessons Learned

Timely and Tailored
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Increased focus on scope and objective EV criteria 
improves EVMS metrics and reporting
¢Ƙƛǎ ǊŜǎǳƭǘǎ ƛƴΧ 

More accurate EVM performance

A reduction of LOE work packages where not 
appropriate

Improved project performance and return on 
investment

Section 3 ïLessons Learned

Scope Control and 
Objective Performance
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The latest technology is used to support and 
streamline business functions.

SharePoint is used for EVMS change control and as 
a documentation repository for communicating PM 
and EVM monthly schedules, reports, etc.

MS Access has been used to streamline the 
collection and communication of procurement 
status

Deltek Cobra is used to calculate EV and automate 
the monthly reporting process 

Section 3 ïLessons Learned

Leverage Technology
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Section 4

Future Plans



27

Incorporate DoSstaff into EVMS
Further integrate EVMS as an active management tool
Continue to leverage Lessons Learned to improve 

future processes
Further automate the system and streamline activities 

associated with generating the monthly reports
Mature the EVMS to further align with ANSI/EIA 

requirements
Develop an IT dashboard to centrally monitor 

program/projects

Section 4 ïFuture Plans

Future Plans
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Section 5

Panel Discussion


