The “Busy Bureaucrat’s” Guide to
Earned Value Management in WorkLenz

Introduction

The purpose of this brief guide is to provide the simplest and easiest mechanism for
creating and maintaining earned value management (EVM) data in WorkLenz. This
document assumes that:
e The investment/project has only one licensed WorkLenz user and this user has a
WorkLenz account;
. Thellicensed user has had WorkLenz training and can use WorkLenz reasonably
well™;
e The investment/project manager already has some type of project plan set up in
WorkLenz;
e This is a project with only three levels: project, phase, and task. No “nested
phases” have been created;
e The investment/project has a task-level project budget;
e All FTE/staff costs will be entered as expenses (not in the hourly timesheet); and
e The WorkLenz user can record actual costs as they are paid (“cash basis”) or as
the expenses are incurred (“accrual basis”).

Prerequisites for Computing EVM

Before computing EVM measurements the following key elements are required:
e A project plan,
e Schedule and completion data, and
e Budget and cost data.

If you do not have this information, use the table below for guidance on how to get this
into WorkLenz:

If you need to enter in
WorkLenz. .. Then ...

A Project Plan Either
1. Create a project plan with Phases and Tasks per the
guidance in this document,
Or
2. Enter into WorkLenz your existing project plan that
resides in another tool. Very detailed plans should be
summarized before entering into WorkLenz. (For
assistance, please call Metier at (202) 965-9500 or toll

free at (877) 965-9501.)

Yt you have had the WorkLenz training, but have not used it in a while you may want to review the WorkLenz training
guide at http://www.ocio.usda.gov/cpic/doc/WorkLenzv45 TrainingGuide2004Verl.pdf
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Schedule and
Completion Data

Once you have Phases and Tasks identified, follow the
guidance in this document to create your initial data for these
elements (see p. 4)

Budget and Cost Data

Once you have Phases and Tasks identified, follow the
guidance in this document to create your initial data for these
elements (see p. 4)

in WorkLenz.
used and can be left blank.

Importance of Task Level Data
WorkLenz EVM computations are derived from data entered at the Task level
Most of the entry boxes at the Phase- and Project-level are not

Editing the Project Plan

To start, locate your investment/project in the WorkLenz hierarchy. If you want to, edit

the project-level project data (see the screen shot below). In the “Edit Project” screen,

you only have to fill out the items in bold. You can leave the other items blank. “Save”
this screen when you are done.

) WorkLenz - Project Administration - Mogilla Firefox

File Edit Wew Go EBookmarks Toals

Help

8 S R | 0 5 20 5 O o - 5

@ - - & @ [ 0 hitpeftworkinz-training, usda gosjidminferojectprojectadmin.aspaction=edicproje=1 »| =[] Eh (g [ICL

WorkLenz

1099

N T

Edit Project

-

tems in Bold are required!

MOTE: If an actual complete date is provided the project status will be set to 'Closed'.

Project Title: Test EW Project

ATTRIBUTES

Type: Major Select -

Category: Growth j

Size of Work Week: | Weekly ¥ First Day of Work Week: | Monday -2
Budget: 0 MR Status: Open =

(No COMmMmas)

Description:

ESTIMATES

Start Date: B Complete Date: EI mm-de-yyyy
mm-cd-yyyy
ACTUALS
Start Date B Complete Date: [ mim-dod-yyyy
-Cle-yy
Save Cancel e
Waa ]
Dong
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Editing a Phase

Create a new project phase or edit an existing phase. In either case, in the “Edit Phase”
screen you only have to fill out the required items in bold. You can leave the other
items blank. “Save” this screen when you are done.

E)workLenz - Phase Administration - Mozilla Firefox B EI I Iﬂl @Ii_ =B

File Edit Wew Go Bookmarks Tools  Help
) — —
Q] = I_l B T @ @ I |l http:,l’;’wurldenz-training.usda‘guvfndmin,l’Phase,l’PhaseAdmin.aspx?act\un=edit&phasid=12j _ | 5Tgs] fj I@,

Edit Phase y o . -
logged in as John Rehberger ‘ :/ | h L
w Phase 1

WorkLenz

Portfolio Program  Project  Phase  Task
Reports  Personal Support  Logoff

ftems in Bold are reguirec!

Phase Title: Phase 1
Parent Phase: -Select A Parent Phase- j
Type: Alternative Analysis j

Status: Open 'l
Percent of l—_l° =
Praoject: 5%

Budget: (] #E.. (N0 commas)

Milestone Date: IIi mm-dd-yyyy

Description:

ESTIMATES

Start Date @ Complete Date: I | mm-dled-yyyy
Mmim-clel-yyyy

ACTUALS

Start Date: @ Complete Date: I [ -y
mim-cleb-yyyy

M Cancel | —
W |

| Read worklenz-training. usda.goy |

Adding Multiple Phases or Tasks

It is possible in WorkLenz to quickly add multiple new Phases or Tasks. For more
information, see pages 28 and 33 of the WorkLenz v4.5 Training Guide at
http://www.ocio.usda.gov/cpic/doc/WorkLenzv45 TrainingGuide2004Verl.pdf.

3 As of 10/27/2004


http://www.ocio.usda.gov/cpic/doc/WorkLenzv45_TrainingGuide2004Ver1.pdf

Adding Task-level Schedule Data

Within a phase, create a new task or edit an existing task. In either case, fill out the
bold items in the Edit Task screen. Then fill in the Actual Start Date, the Actual

Complete Date, and the Percent Complete as is applicable. Leave the “Duration” at
“0:00”

You will have to update this screen as the task proceeds until you 1) enter an Actual

Complete Date, 2) change the Percent Complete to “100%”, or 3) change the Status of
the Task to “Closed”.

“Save” this screen when you are done.

|¢-»-08ams B asRaE [ & - = x|
> », » ~ » -
L $ v e
G| _rortiolio Frogam Froject Phase  Task
Reports  Personal  Support  Logoff

ttems in Bold are required!
MOTE: If an actusl complete date is provided the task status will be set to 'Completed'

Task ID: 70539
Task Title:  |Phase 1 Task 1

Assigned To:  |Rehberger, John (Generic Rale on team: EY Tearm) x| Assign To Team |

ATTRIBUTES

Project Phase: Phase 1 =
Task Type: Wiork Activity hd
Billable: Yes ¥

Priority: 1 'I Deadline Date: | mimdd-yyyy
Churnable: es
Expected Yes

Labor Cost Category: © D/M/E 55

Description: ’

| |

STATUS
Status: IOpen - Percent Completg

ESTMATES

start Date: [10:01-2004 [ yregebyyyy Complete Date: [1201-2004 Bl yyncatebyyyy Duration:  [0:00 hours

ACTUALS
Start De: IWD-1D-ZDDA [ imdd-yyyy  Complete Datel m-dld-yyy Duration:  0:00 hours &)

Save Cancel

Continue to create or edit Phases and Tasks until they are all in WorkLenz. After the
Phases and Tasks are all in WorkLenz and have the relevant schedule data loaded in

with them, you will then have to enter the planned budget and the actual costs for each
of the tasks.
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Adding Task-level Budget and Cost Data

Go to one of the tasks that have a budget. Since all of the project costs in this example
will be entered as expenses, click on the Expenses tab in the Task Summary.

3 WorkLenz - Task Yiew Summary - Microsoft Internet Explorer ;Iglﬂ

J File Edit ‘Wiew Favorites Tools Help ﬁ

J@Back'-}'@|ﬁ@Favoritas @“%vé@aﬁ

J-‘\ddress Iﬁj http: fiworklenz-training, usda, gov/ Taski TaskYiewSummary aspx?level=viewdtaskid=70839 j @GD “ Links ** J @

WorkLenz

¥ Fro F
Reporis il Logoff

& View IA Risks Iﬁ.&\r,rirm|te1-r|;|<am}=> Churn ||1.'>[Dependen |® Expenses |OA nmentle Time I
ACTIONS: f Eciit Task [ Mew Task [ Copy Task @ Delete Task Motes wCalendar
Task ID: 70839
Task Title: Phase 1 Task 1
Assigned To: Rehberger, John (Generic Role on team: EY Team) L
ATTRIBUTES:
Project Phase: Phase 1
Task Type: Wyork Activity
Billable: Yes
Priarity: 1 Deadline:
Churnable: Yfes Expected: Yes
Labor Caost ...
Description:

Jid|
Eioone FT T e

To add the budgeted amount for this task, create a new expense. In the Task Expense
screen, enter the task budget by filling out the bold items and adding the “Estimated
Expense Date” and the budgeted “Estimated Amount”. “Save” when done.

/2 workLenz - Task Expense - Microsoft Internet Explorer H HI Ilﬂl@.&_ == =]

J File Edit Wiew Favorites Tools Help ‘

J@Back'#-@|ﬁ@ﬁavontas @“%-é&g@

J Address I@ hitp:f fesorklenz-training, usda, o/ Task TaskExpenseAdmin, aspx? action—edit &t askid=7053%80eid=72314 j @Gu H Links >

&~

-

Edlt Task Expense

ahbarger

tterms in Bold are recguired!
MOTE: When selecting expense type of mileage, use your company's multiplier to determine a dollar figure for the smount field.

Expense Title: |Staﬁ cost

Person: Rehberger, John (Generic Raole on team: EY Team)
ATTRIBUTES

Type: lm

Category: |SS - Personnel j

Payment Type: IOther 'I
“Wendor: I
Location: I

Description: ’ =]

ESTIMATES

Estimated Expense Dafg 1D 11-2004 B m-dd-yyyy  Estimated Armount: 1 7420 . (No commas]

ACTUALS

Actual Expense Date: I [ mn-da- Lyyyy  Actual Amount: #w (no commas)

REMBURSEMENT

Reimbursable? Mo = Reimbursable Amaount: I #&4 ... (no commas) s
Save Cancel |

. [~

|§j lilili & Internct
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As the project proceeds, you will have to add or update the expenses in the tasks. To
do so, in the Task Expense screen add the “Actual Expense Date” and the “Actual
Amount” as the expenses for this task are incurred. This applies to both external
expenses (e.g., contractors or purchased services) and internal expenses (e.g., FTE
staff costs). “Save” this screen when done.

3 WorkLenz - Task Expense - Microsoft Internet Explorer B HI Iﬂl@.ﬁ_ - 5'1‘

JEiIe Edit  View Favorites Tools  Help

J@Backvﬂv@‘ﬁ@Favnrites @|%-§@g[§|

J Address I@j http:/jwarklenz-training, usda. gov/Taski TaskExpenseadrin. aspx ?action=editt askid=708398+eid=79314 j @Go |J Links **

| -

WorkLenz : o - .

8 Portfolic
Reports

ogram  Project  Phase  Task
Personal  Support  Logoff

ttems in Bold are recuired!
NOTE: When selecting expense type of mileage, use vour company's multiplier to determine a dollat figure for the amount field

Expense Title: |Sta\°f cost

Person: Rehberger, John (Generic Role on team: EY Team)
ATTRIBUTES

Type: lm

Category: ISS - Personnel j

Payment Type: m

“endor: I—
Location: I—
Description ’ =]

|

ESTIMATES

Estimated Expense Date: |1D—11—2DDA ] mm-dd-yyyy  Sstimated Amount: |$1,174.QD ###... (N0 commas)

ACTUALS
Actual Expense Date: @ medd-yyyy  Actual Amount: ... (no commas)
REIMBURSEMENT

Reimbursabla? INo 'I Reimbursable Amount: I ###... (no commas) o

Savel Cancel |

W =
& [T [weme
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Computing the EVM SPI and CPI Indices

To create the Schedule Performance Index (SPI) and Cost Performance Index (CPI)
indices, you have to “baseline” the investment/project’. To do so, go back to the Project

Summary screen and click on the “Admin” button.

/2 WorkLenz - Project Summary - Microsoft Internet Explorer

=P

J File Edit W“ew Favorites Tools Help

| wBak = - @ @ A Garevoies (4| By S [A =1 o

J Address I@ httpf fworklenz-training.usda. gov projectfprojectsummary . aspx Pprojid=1858

j aran “L\nks »

| & -

WorkLenz Proje_ct Summary

ar

Ta:
Logoff

Reports  Personal  Support

Last Upclated : 10-13-2004 ot 12:53 P mine | & Timeline
ACTIONS: @ Update Move . @ Delcte g News ¥ show only open waork
g Depencfies A Risk [otes ﬁ‘l 2005 |+
@ sttacrigents @ Admin evv Phase [3rd Quarler [4th Quarler | [1st Quarte
i ik & b -
=1 Project Title N g Test EV Project ’;‘:‘:s‘e 3 [Cetober ecember__|January B
Type Major Select
Category Srowth I:EI:I
Status Open Phase 2

Estimated Start Date
Actual Start Date

B Forecast L= E—— Phase 3

Financial

&

s

=l
[T e

Then click on “Baselines” to create an EV baseline.

43 WorkLenz - Project Administration - Microsoft Internet Explorer

=10

J File Edit W“ew Favorites Tools Help

J@Back'-}v@‘ﬁ@ﬁwrites @“%vé@gﬁ

J Address I@ http:/ fworkenz-training.usda. gov/ Admin/Project /Project Admintenu. aspx?projid=1858

| @eo |JLinks =

| &~

WorkLenz Proje_ctAdmlmst_

la n Re

Reports

Personal  Support  Logoff
Administration Categories s
Person & Security Dependencies
Froject Team Members Project Roles “ou will be unable to create some of your tems if any of the following are

. unchecked. Contact your Portfolio Administrator for assistance.
Project Teams

. People v Roles v
Definitions
Team Types v
Strategic Inttiatives Benefits
Agzsessments Mutifications Responsibilities

It is suggested that you creste these tems in the following order:
171 Project Roles v 21 Project Teams «
21 Project Members «

Custom Fields
Custom Field Types Custom Field Selections

Utilities
Bazelines
Microsoft Prg

Task Title Management

Export Portfolio Administration
Program Administration
Leave Project Admin

Microsoft Project Import

News
Project Mews

J Project Analyst Area

s

]

(T s

% A baseline represents the established schedule, budget, and estimated costs associated with a project plan. A
baseline establishes the initial schedule and budget from which earned value metrics are calculated.
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If a baseline does not yet exist, create a “New Baseline”.

/2 WorkLenz - Baseline List - Microsoft Internet Explorer ol x|
J File Edit V“ew Favorites Tools Help |-
J aBack + = - @ (2] ‘ 7ab [l Favorites @“%vé@gﬁ

Jnddress I@j http:f fworklenz-training.usda. govBaseline fBaselinelist . aspxflevel=PROIRid=1555 j @Go |JLinks »“ @ -

|

WorkLenz Base_llne LISFIthharger

Program  Pr

/\ Reports elsonal Support  Logoff

D ey Bazeling ’

Date Est. Start Date Est. Complete Date Est. Cost Est. Duration
Detals 10-12-2004 01:07 10-01-2004 11-01-2004 $1.174 20,00 hours
Detals 10-12-2004 01:37 10-01-2004 11-01-2004 1174 2000 hours

Back |

métier | work forward

=
i (T s

Click “Continue” to create a new baseline. A new baseline will be created for this
project/investment.

<z} WorkLenz - New Baseline - Microsoft Internet Explorer =[]
J Eile: Edt iew Favorites Tools  Help |
J@'Back'*'©|ﬁ@Favorites @“%-Q&EE

R

Jﬂgdress I@ htkp: ffworklenz-training, usda,.gov Baseline/BaselineAdmin, aspx?action=newdlevel=PRO2id= 1858 j @GD |J Links **

» » »

New Baseline

—
N 3
din asJohn Rehberger ‘ b g b N
Portfolio Program  Project  Phase Tash
Reports Personal  Support Logoff

WorkLenz

You are about to create 3 new baseline for your iterm. This will impact the earned value calculations that are displayed on the
project summary screen. Click ‘Continue’ if you would like to proceed with establishing a new baseline, or click 'Cancel’ to retumn
to the baseline list page.

métier | work forward

[ ]
&] Dore T [ |4 mtemet 2
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Once the project/investment has been baselined, the SPI and CPI are computed
automatically each night and shown on the Project Summary screen (see the screen

shot below).

To see how the SPI and CPI are immediately modified when you make task-level
changes, go back to the Project Summary screen and click on the “Update Now” button
on the Project Summary screen to re-calculate the SPI and CPI. The CPI and SPI
figures should change as a result of the re-calculation.

|[«-» D2 |dad B sagz

Project Summary

WorkLenz i hberge

ACTINS: @ Update Mowe ) £ Edit

sl | 10-13-2004 &t 11:47 Ak

@ Dt Mews
o B Risk Motes
B Admin [ Mew Phase

=0 Project Title Test EY Project
= Type Major Select
Category Growvth
Status Cpen
Estimated Start Date
Actual Start Date
ﬁ Forecast = Snapshot

Financial
Current Total Estimated Labor Cost F0.00

| Actusl Labor Cost to Date $0.00

= Projected Labor Cost Remaining $0.00

| DMUE - Equipmenit Expense To Date F0.00
DUMUE - Software Expense To Date $0.00
LWMIE - Services Expense To Date $0.00
DMUE - Support Services Expense T.. F0.00
DME - Supplies Expense To Date $0.00
CWMUE - Personnel Expense To Date $0.00
DMUE - Cther - DOD ORLY Expense T... F0.00
DUMUE - Intra-Gows Payments Expen.. $0.00
CWMUE - Intra-Govs Collections Expe... $0.00
Planning Expenze To Date F0.00
55 - Eguipment Expense To Date $0.00
S5 - Software Expense To Date $0.00
55 - Services Expense To Date F0.00
55 - Support Services Expense To Date $0.00
55 - Supplies Expenze To Date F0.00
55 - Personnel Expense To Dete $1,174.20
S5 - Other - DOD ONLY Expenze Ta D... F0.00
55 - Infra-Govs Paymerts Expenze T F0.00
55 - Intra-Govs Collections Expense ... F0.00
Total Expenze To Date $1,174.20
Total Labor and Expense To Date F1,174.20

Eamed Value
Cost Performance Indes
Schedule Performance Index

Effort

it Logoff

mine \ all I Conterlt5|
¥ show only open work

2004 [2005 [+

3rd Quarter Jdth Quarter [1st Quarte—
[ Auguat | |Cetober | L [Dacesnbar__[Januan, -

Phase 1 |;

I:E:I
Phase 2
Phase 3

| ]

518}

Clicking on a timeline slot will populale this box with its details. |L|
The plus and the minus buttons zoom in and out of finer date detail
respectively

The target button centers the timeline on today's date. B

-
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Comprehensive EV Report

WorkLenz also provides a more comprehensive EVM report. To access it, click on
“Reports” at the top of the screen

) WorkLenz - Portfolio Summary - Mozilla Firefox & =] ﬂl@lﬁ_ o ] 4

File Edit Wew Go Bookmarks Tools  Help

<'1§| A ED' - @ @ @ ||_| hkkp: ffworklenz-training .usda. gov/Corporate) CorporateSummary . asps

WorkLenz Emﬁ.o"o S”!“'“j[,*’

He & © (gl

L 0 Last Updsted : 10-18-2004 &t 02:28 P mine | sl Timeline
ACTIONS: @ Updste Nove S Admin

v showe only open work
& ews A Risk [ Mew Program
=

- - I [2008 +
Parttolio UsDA 5 Nparter [4th Quarter st 6=
[Auguat I [Cetober [Hovesmt [Cecembar_ |Janus —
IOfﬂl:e of Chief Information Officel =

Wiew

® 200410 © Al Data

Financial
Currert Total Estimated Lakor Cost F452,972.10

=

Transferring data fram worklenz-training.usda.gaoy. .. | v
Then click on one of the tabs on top of the pop-up screen. For example, to get a
Project-level EVM report, click on the “Project” tab. Then click on the box next to the
“Performance” menu item until the “OMB-specific Earned Value Report” menu item
shows up. Then click on this menu item.

=1k
- A
_ LE Lo Phase | TasD) |

@- Performance Please select a report from the list.

@Eamed “alue Report

Project Planning

Scorecard Report
- Custorn USDA
- Schedule
H- Resources

- Adrin MW‘

métier | work forward
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Click on the relevant “Program” and “Project” level from the drop-down boxes.

%) WorkLenz Report Center for increased focus - USDA - Mozilla Firefox

Portfolio | Program |LLelogl) Phase | Task |

E- Performance

OMB'? eoific Earned Yalue Repart Thee calculstions displayed in this table meet specific Office of Management and Budget (OMB) requirements.
Phase Performance

Project Planmnin
Scorecard Repaort
- Custom USDA
B Schedule

B Resources

B Adimin

OMB-specific Earned Value Report

Thiz drill-doven report displays the earned value analysis for the portfolio, programs, projects, phases or tasks.

\
FrGgram | Office of Chief Information Officer \ j

|Test EY Project / |

weark forward |

Iy i

i | iniarle frraiaed j

Then click on the “Work Forward” button to create the comprehensive EVM report that

includes various

“JWorkLenz Report - Pro
File Edit Miew Go EBookmarks Tools  Help ':::'

EV computations (e.g., BAC, ACWP, BCWP, BCWS).

ject : OMB-specific Earned ¥alue Report - Tuesday, October 19, Z004 - Mozilla Firefox

OMB-specific Earned Value Report
Project Test EV Project

Earned value

10-12-2004
F2174 .20
117420
F1587 .10
F1693.85
F412.90
26.02%
1.35
-F106.75
-6.30%

0.94
F1603.56
163777
Fo65 64
$236.43
26.02%
24 67%
F445.97

Phases

10-12-2004
Mot Baselined
Pt Faselinsn Ll
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Observations
Below are a few key observations about using WorkLenz for EV management:

Task Management and Expenses

e You have to return to the Tasks in WorkLenz to add and modify the schedule and
expense data as the project and tasks proceed.

e If you are going to use the “treat-staff-costs-as-expenses” approach as described
above, the Task-level “Percent Complete” drop-down list has no influence over
the reported SPI and CPI figures.

e Also, if you are going to use the “treat-staff-costs-as-expenses” approach as
described above, avoid putting in staff hour estimates in the Task-level “Duration”
boxes. If you enter staff hour Durations:

0 You must use the Timesheet to expense the hourly costs, and
0 The Task-level “Percent Complete” drop-down list will subsequently have
a big influence over the reported SPI and CPI figures.

CPI Calculation
e The task-level expense “Estimated Amount” and “Actual Amount” items have a
significant influence over the reported CPI figure. The closer these items are to
being the same, the closer the CPI will be to 1.0. An Actual Amount that is
greater than the Estimated Amount will cause the CPI to go down.

Updating WorkLenz
e USDA/OCIO is currently requesting monthly updates of the project-level EVM

data in WorkLenz. As such, you may need to put long-term expenses for a task
into monthly "buckets" so as not to skew the monthly CPI and SPI figures. For
example, you have a single task that spans 3 months and you pay for the task at
the end of the 3 months. In this case, you might need to create 3 expenses for
that task, one for each month and divide the final cost into the 3 months so that
the CPI and SPI figures are correct for each month along the way.
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