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STANDARD 

SURVEILLANCE

PLAN

[DATE]
 [REV {#} – short description of change, if applicable]

INTRODUCTION

This plan is issued to provide a uniform methodology to ensure that [CONTRACTOR NAME] [CONTRACTOR SITE]’s Earned Value Management System (EVMS) meets the intent of the ANSI/EIA-748 Standard 32 Guidelines.
DCMA has an active surveillance program designed to promote a common understanding of the expectations for meeting the requirements of the ANSI 32 Guidelines. Meeting the requirements of the 32 guidelines helps ensure consistent and comparable reporting between entities, which is vital to confidence in the EVMS. The contractor team members must be independent of the management chain of the programs that it is responsible for surveying.  

Although a number of stakeholders are involved in the surveillance of the EVMS, the DCMA, in accordance with DFARS
 requirements and its role as DoD’s Executive Agent for EVMS, has primary responsibility for overseeing contractors’ implementation. Contractors are strongly encouraged to be active participants in the surveillance review process. The review format is not intended to replace the contractor’s internal EVMS surveillance process or in any way remove the contractor’s responsibility to implement an approved EVMS. The goal of the surveillance review process is to reduce the duplicative efforts and cost of surveillance by combining resources to achieve common goals. Responsibilities of the surveillance team include: 

· Developing an annual surveillance plan and approach; 

· Appointing a DCMA team leader for program surveillance reviews; 

· Assigning resources to the surveillance reviews; 

· Communicating the results of the surveillance; 

· Tracking surveillance findings to closure; 

· Developing and maintaining surveillance databases and metrics to assess the systemic health of the EVMS processes, as assessed across multiple reviews; 

· Recommending EVMS process implementation and training changes to correct systemic findings.
I. PURPOSE AND OBJECTIVES

The surveillance review process is established for the following reasons: 

1.
Assess the contractor’s commitment and ability to implement the EVMS as an integral part of its management process and to ensure cost and schedule reports provide the customer with:

· Timely and reliable cost, schedule, and technical performance measurement data and information depicts actual conditions;

· Data and information derived from the same database and information systems as used by the contractor for the management of the program;

· Data and information is auditable;

· Timely indications of actual or potential problems;

· Comprehensive variance analysis and corrective action reporting regarding cost, schedule, technical, and other problem areas, as well as proposed date(s) for cost and schedule recovery; and

· 
Insights on actions taken to mitigate risks to the program.

2.
Ensure that the contractor EVMS continues to adhere to the ANSI 32 Guidelines by:

· Providing program personnel adequately trained in EVM;

· Accomplishing early, comprehensive planning to provide a quality baseline ready for examination in the Integrated Baseline Review (IBR) process;

· Integrating cost, schedule, and technical planning into a single, well-controlled performance measurement baseline.

· Establishing clear lines of authority and responsibility for accomplishment of work elements;

· Using information early, and continuously, to formulate corrective actions and work around plans to mitigate significant variances from the baseline plan;

· Providing valid and timely management information; and

· Ensuring for the integration of management systems.
3. 
Encourage continuous improvement and innovation of the EVMS to include people, processes, tools, and techniques.

4. 
Maintain a disciplined process using EVM, including effective teamwork between the government and contractor.

5. 
Effectively communicate surveillance findings and results, including areas where the contractor demonstrates ineffective use of the EVMS.  

6.
Document those deficiencies on corrective action requests (CARs). 

7.
Follow-up on the contractor's corrective action plan (CAP) to assure the current and foreseeable problems are eliminated.

8. 
Maintain metrics to determine the effectiveness of the EVMS and to distinguish between systemic and non-systemic problems. 

9. 
Reduce the cost of surveillance by combining resources to achieve common goals.

II. SEVEN-STEP SURVEILLANCE PROCESS

STEP 1 - SURVEILLANCE SCOPE

The EVMS surveillance process is priority-based and assessed annually, with a requirement to evaluate all 5 EVMS Areas on a yearly basis.  Guidelines 1,3,6,7,8,9,10,12,16,21,23,26,27,28,30,32 are reviewed each year with all 32 Guidelines evaluated within a 3 year period.  This year, [INSERT NUMBER] guidelines will be evaluated.  This allows flexibility in the timing of scheduled reviews and adjusting for key program events so surveillance does not intrude on program requirements, yet appropriately matches process reviews with program content. 

The scope of each surveillance review includes a comprehensive assessment of the contractor’s EVMS with the ANSI 32 Guidelines and implementation in accordance with the contractor’s system description and other supporting process documents. The surveillance team is responsible for documenting deficiencies relevant to the key management processes and guidelines. Through data traces and manager interviews, the surveillance team will assess use of EVMS data and documentation in the operation of the programs. The surveillance team will make final recommendations on the evaluation of the 5 EVMS Areas, 32 guidelines, and all aspects of the EVM operation. The team will determine: 

1. Whether processes, procedures, and methods meet the requirements of  the EVMS guidelines; 

2. Whether descriptive documents containing contractor's policies and procedures are understood and followed in actual operation; 

3. How the data are generated by the system; 

4. How the data are used in the management of the program; and 

5. Management’s knowledge of the EVMS roles and responsibilities of its operating personnel.   

STEP 2 - SURVEILLANCE METHODOLOGY

Notification: The surveillance team will provide adequate advanced notification of specific control accounts and processes to be reviewed at a particular Contractor facility. Surveillance is performed by site or facility individually.  Extenuating circumstances may arise or exist that suggest surveillance by site is not in the best interest of concerned parties.  This is determined by each Surveillance Team and approved by the Operations EVM Division on a case-by-case basis.  The default condition is each Contractor Site or Facility will have its own SSP.  It also will provide the program adequate notice to ensure that access to documentation, facilities, and resources will not interfere with critical time sensitive work.
Approach: Programs are prioritized by using the Program Priority Selection Worksheet (Attachment A). When programs/contracts are performed at multiple sites, the Surveillance Team is encouraged to coordinate the individual site Surveillance Plans, Schedules, and interpretation of issues to avoid duplication of effort and ensure consistency among sites.  The review schedule will include all processes, with more thorough reviews on those programs/contracts with high or medium priority since they are most likely to cause unfavorable cost, schedule, and technical performance impacts.  
Program Documentation: To prepare for the on-site review, the surveillance team will gather and review both system and program documentation, as well as, perform data trace analysis. Care must be taken to ensure that data and documentation requests are not redundant to those previously made
.  The contractor will provide the documentation not later than three weeks prior to the on-site review date. Depending on the process being reviewed, the surveillance team will request: 

· Program specific instructions on EVMS implementation;

· Correspondence relating to EVMS;

· Organization charts;

· Statement of Work;

· Contract Work Breakdown Structure;

· Dollarized Responsibility Assignment Matrix identifying Control Account Managers by WBS and OBS;

· Work authorization documentation;

· Contract Budget Baseline, Management Reserve, and Undistributed Budget logs;

· Control Account Plans;

· Material purchasing reports;

· Subcontractor reports, as applicable;

· Contract Performance Reports;

· Program schedules, Integrated Master Schedule;

· EVM related contract deliverables;

· Staffing plans;

· Rate applications and changes since the last review;

· Modifications to the contract since last review; and

· Estimate at Completion supporting documentation.

NOTE: The previous list is not exhaustive and can be updated to include more specific items, or can be tailored to remove items not required at any specific review. If the surveillance team determines more information or a greater level of detail is required, the contractor will provide the additional data and information no later than two weeks prior to the on-site review.

On-Site Review: The on-site review includes an in-brief, discussions with key contractor program personnel, and an out-briefing. The surveillance review is thorough and structured, consisting of: 1) interviews with members of contractor personnel; 2) data traces; and 3) document reviews. A program that has continually demonstrated meeting the requirements of the guidelines through earlier surveillance should be a candidate for data traces and document reviews only. Conversely, continued problems are indicative of a system that may require more frequent and thorough interviews to understand the underlying reasons for these problems. A program experiencing unfavorable cost, schedule or technical variances is not indicative of an EVM System problem.  During the interview, the surveillance team assesses the level of understanding and requirements met with the EVMS. The review team stays together as much as possible, ensuring a common experience and exposure to program content, and facilitating consolidation of findings.

The on-site review process begins with an in-brief during which the surveillance team introduces its members, describes the objectives of the surveillance process and the approach used to assess the implementation and use of EVMS. In addition, the surveillance team will explain its code of conduct and the processes for documentation, disposition, and resolution of their finding/concerns.  The surveillance team also uses the in-brief to explain the goals and scope of the review. 

The contractor is expected to provide relevant program information including, but not limited to, each program’s technical objectives, period of performance, critical subcontractor performance, major achievements, current issues, and upcoming key event milestones. In addition, the contractor will discuss key EVMS related forms and procedures, and will provide any additional information necessary to understand the unique language and goals of the program(s), as well as, any unusual organizational relationships.  The in-brief should be attended by the entire surveillance team.

Interview discussions are held with key contractor personnel including the Program Manager(s), Business Manager(s), Control Account Managers (CAMs), Project Controls personnel, and other key program team members. The surveillance team will identify those to be interviewed based on the off-site documentation review. Interviewees are expected to demonstrate knowledge and use of the EVMS.

Time is built into the on-site review in order for the surveillance team to discuss interview results, findings, areas for improvement, and best practices. The results of these discussions form the basis for Corrective Action Requests (CARs), out-briefings, and final surveillance reports.

The on-site review process concludes with an out-briefing during which the surveillance team presents all CARs proposed for issuance and any best practices identified in the review. For each proposed CAR generated, the surveillance team will identify: severity level, specific guidelines and processes affected, and risk to the program. In response to each CAR, the contractor will identify the required corrective actions, the contractor personnel/organization responsible for the corrective action, and a planned completion date. If the contractor is unable to provide a corrective action response at the out brief, it will be provided to the surveillance team following the DCMA standard CAR process. 

STEP 3 - SURVEILLANCE TEAM

The surveillance team will be identified by name and function in the SSR, and consists primarily of individuals from the DCMA, the contractor, and, when appropriate, the DCAA. Additional participants may come from the Government Program Management Office (PMO) and the contractor. All participants are expected to be experienced in the surveillance process, knowledgeable in the application of the ANSI 32 Guidelines, and familiar with the contractor’s EVMS documentation and processes.

STEP 4 - COMMUNICATIONS AND COOPERATION

The PMO(s) and contractor will recognize that the surveillance team is an integral part of the management process. The team, through the local CMO, will openly communicate its findings and concerns with the PMO and contractor. The surveillance review results should be discussed on an on-going basis, including the identification of deficiencies and the status of corrective actions at monthly program management meetings. The contractor will make appropriate notification of planned changes to the EVMS process description, which may be required by corrective action plans, prior to the implementation of the change in accordance with the established Advance Agreement. The surveillance team will note the extent of the changes and may recommend a system review subsequent to change implementation. Any changes to an already approved EVMS must be approved by the Operations Directorate.
To facilitate the surveillance review the contractor commits to the following: 

· Identification of an on-site review coordinator

· Adherence to agreed upon surveillance schedule

· Pre-coordinated security and facility entrance requirements

· Access to meeting room equipped with audio/visual capability, 

· Appropriate program staff availability and attendance

· Timely documentation delivery

· Timely response to any requests for additional information

· Uninterrupted interviews with program personnel

· Access to printing and copying equipment, as needed

STEP 5 - SURVEILLANCE SCHEDULE

The surveillance team will establish an EVMS Surveillance Schedule for performing surveillance reviews on selected programs/contracts (Attachment B).  The schedule shall be updated every year and covers surveillance activities for a single year.  At a minimum, surveillance consists of the evaluation of high risk guidelines (guidelines 1,3,6,7,8,9,10,12,16,21,23,26,27,28,30,32) each year with all 32 Guidelines evaluated within a 3 year period.
The Surveillance Schedule will include a sufficient sample of programs/contracts so that a credible assessment of the contractor’s implementation and use of the EVMS can be made. The Surveillance Schedule identifies EVM Areas, guidelines, program(s)/contract(s), and timeframes. The surveillance team will update the Surveillance Schedule based on program priority and new developments, as appropriate.  Surveillance should not be scheduled for the last two months of the fiscal year to allow time for preparation of the following year’s SSP.  Periodic surveillance team meetings should be held to discuss EVMS metrics, results from system and program surveillance activities, results from data trace analysis and Integrated Baseline Reviews, and concerns raised by government users of the EVMS.

As part of the compliance review process, findings may result in Level III or Level IV CARs.  It is the local CMO responsibility, working with the Operations EVM Division, to ensure the CAR process is followed through final disposition. This includes adjusting the Surveillance Schedule to correspond with CAP completion and closure.

Step 6 - SURVEILLANCE EXECUTION 

There is no correct order for executing the SSP, but a sample layout is included.  The plan can be completed in any logical order.  
Code of Conduct: The surveillance team will not require extensive presentations and will review and interpret data provided by the contractor in its native formats. 
The contractor should be prepared to demonstrate how the intent of the ANSI 32 guidelines is being met using objective information from the program(s) selected by the surveillance team for review.  Contractor program management personnel coordinate with the surveillance team to ensure control account managers responsible for areas of specific interest are available for surveillance discussions when required.   
Personnel Interviews:  In order to ascertain EVMS application and fulfillment, selected personnel assigned to a program may be interviewed.  In planning the interview, determine the following:  who will attend, who will ask the questions; who will take notes.  These functions can be alternated but one surveillance team member should be the lead for each interview.  In the beginning of the interview, recognize the interviewee may be uncomfortable. It is essential the interviewer put the interviewee at ease and secure their cooperation. At the beginning of the interview, it is the surveillance team lead’s responsibility to briefly explain the purpose of the system surveillance and to introduce the interview team members. Ask the interviewee what organizational reporting structure, individual job responsibilities, and what control accounts are under their management control.
During the interview, if the answer to a particular question is not fully understood, it is the surveillance team’s responsibility to ensure clarity before concluding the review.  In addition, specific documents may be requested or when the subject being discussed is too complex to explain effectively without examples. 
The team should meet as soon as possible after each interview, preferably immediately after, to review any potential CARs.
To preserve the independence of results, the following guidance is provided for joint surveillance:

a. Either surveillance lead (DCMA or contractor) may unilaterally recommend that a Corrective Action Request (CAR) be issued for findings; 

b. DCMA, following its internal operating procedures, ultimately makes the final determination of deficiencies, severity, and applicability of a CAR(s); and 

c. Both surveillance leads (DCMA and contractor) must agree on the closure of a CAR(s).  

To ensure consistency, it is recommended the CMO require the use of the standard 33 questions used during validation reviews, and provide the questions as an attachment at the end of the document.
Feedback:  A key component of surveillance includes communication requiring timely, pertinent and candid feedback to be effective. The first form of feedback is clarification. Surveillance team members and program personnel should seek clarification to fully understand questions asked, the data sought and responses provided. If, after fully understanding the information provided, a surveillance team member believes there may be a question, it is discussed before classifying it as a finding.
Potential findings are presented by DCMA to the contractor for possible clarification and/or to determine the magnitude of the issue prior to the issuance of a CAR.

. 

STEP 7 - SURVEILLANCE FINDINGS AND RESOLUTION 

The surveillance team will conclude the review with an out-briefing during which the surveillance team will present the surveillance results to relevant stakeholders. The PMO and any related contacts should be invited to the out-briefing, as appropriate.  The surveillance team will document the results of the review in a written report that is signed and dated by the DCMA surveillance team leader and contractor representative. The report will be issued in accordance with the annual EVMS surveillance schedule and should include an overall assessment of the contractor’s implementation of the EVMS, scope of the review, personnel interviewed, and findings that result in CARs. The surveillance team uses the CAR process for the initiation and follow-up of corrective actions. All CARs are tracked and managed until resolution. If an identified finding cannot be resolved by the surveillance team and contractor, the unresolved issue shall be elevated to the Operations EVM Division for resolution.
This Standard Surveillance Plan (SSP) remains in place indefinitely, subject to modification by mutual agreement or termination by either party. At a minimum, the Signature page, the Program Priority Selection Worksheet, and EVMS Surveillance Schedule will be updated annually, per the three year surveillance requirement. 
__________________________________            Date: _______________________

[Contractor name]

Contractor site
__________________________________            Date: _______________________

[CMO Commander or Designee]
CMO location
__________________________________            Date: _______________________

[Operations EVM Division rep. name]

Title
ATTACHMENTS:

A - Program Priority Selection Worksheet(s)

B - EVMS Surveillance Schedule

Attachment A – Program Priority Selection Worksheet
[Insert Copy of Worksheet]

Attachment B – EVMS Surveillance Schedule

[Insert copy of Schedule]

	








� DFARS Subpart 242.302(a) (S-71) assigns the Contract Management Office (CMO) function for EVMS to the DCMA, including the responsibility for reviewing EVMS plans and verifying initial and continuing compliance with DoD EVMS criteria.





� It is appropriate to request later versions of the same document if relevant to the process(es) being reviewed; e.g. Contract Performance Reports of more current reporting periods, updates in organizational CMOs are discouraged from requesting the same data items that have not been changed since last review, e.g. System Description without new revisions, no new contract modifications, etc.





