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Sharing Knowledge, Exchanging Ideas and Building the CA Clarity PPM Global Community 

 

There are essentially two (2) core objectives in releasing this free and informative booklet (monograph) 

on CA Clarity PPMÊ: 

 

¶ To share the collective knowledge of representative CA Clarity 

PPM subject matter experts with the global CA Clarity PPM 

user community and;  

¶ To provide an informative vehicle for sharing knowledge, exchanging ideas and industry best 

practices, while fostering the CA Clarity PPM community. 

 

This being our inaugural annual edition, we are delighted to recognize 

significant contributions from many of the CA Clarity PPM Global User Group 

Board members; including Steve VanArsdale, Michael Thibault, Jeff Bloom, 

and Richard Shapiro.   

 

In addition to the innovative white papers, blogs and presentations 

contributed by representative members of Digital Celerityôs Clarity PPM Expert Services and Training 

Practice, weôre also pleased to include an informative article on PPM by ITG Evangelist and Principal of 

Romero Consulting, Steven Romero. 

 

We plan to release our second edition at CA World  in April, 2013 and hope to include content from 

innovative thought leaders like you, who have achieved their PPM objectives leveraging CA Clarity PPM 

and wish to share your knowledge, exchange ideas and build the CA Clarity PPM Community. 

 

Appreciatively, 

  
Sharing Knowledge, Exchanging Ideas, Building Community 
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Doing PPM Right 

Most organizations are ñdoing PPM,ò but are they doing PPM right? 

By: Steve Romero, IT Business Value Activist and IT Governance Evangelist 

 

A recent analyst study found that 75% of organizations are ñdoing Project and Portfolio Management (PPM).ò This is a 
reassuring statistic for the countless analysts, researchers, academics, and pundits who rightfully view PPM as a critical 
business process that is essential to the success of every enterprise. Though encouraging, the statistic is also potentially 
misleading. The study did not validate that respondents had a consistent or even a correct view of PPM. The statistic should 
have read, ñ75% of organizations are doing something they are calling PPM.ò 

 

Ask members of your business leadership team and your IT leadership team to write down the meaning of those three letters 
ï PPM ï or even members of your PMO or project management ranks. You are quite likely to see disparate and even 
contrasting views. I spent the past five years traveling around the world visiting one PPM-challenged organization after 
another. Amongst those companies and government agencies, I encountered countless variations and approaches to PPM. 
Though the differences in this critical enterprise discipline were all over the map, there were some common circumstances. 
PPM processes were 

¶ almost always driven/sponsored by IT/CIO 

¶ addressing only a subset of PPM capabilities 

¶ addressing only a subset of Enterprise investments 

¶ spotty, with business unit-specific implementations 

¶ almost always ñrelegatedò to IT 

¶ not thoughtfully and thoroughly implemented 

¶ devoid of passionate process ownership and management 
 

Given these circumstances, PPM processes varied greatly from one organization to the next. This would not necessarily be a 
bad thing if it was based on a sound understanding of the discipline resulting in reasoned and rational PPM process design 
and thoughtful and thorough PPM process implementation. Though almost every organization will lay claim to doing PPM, 
few are actually doing it right. PPM is the means for the enterprise to achieve its goals and realize its strategy. PPM steers 
the ship. But for many organizations PPM is primarily if not solely devoted to managing demand and allocating resources. 
Expensive and potentially powerful automated PPM solutions are often little more than overpriced time accounting systems. 

 

Study after study shows PPM is still generally immature in enterprises today. PPM processes will continue to be immature 
and enterprises will continue to miss out on incredible opportunities until these organizations understand what PPM is and 
how to do it right. 

 

There are many authorities and some really good books on the topic of PPM. The Project Management Institute (PMI) 
published an excellent but seldom read ñStandard for Portfolio Management.ò The IT Governance Institute (ITGI) developed a 
fantastic PPM framework called ñValIT.ò Executive leadership, directors, managers and program and project managers must 
all have an understanding and appreciation of the discipline if there is to be any chance of PPM success. The problem with 
many of the great PPM treatises is their length and complexity. The challenge is getting each PPM stakeholder to take the 
time and effort to read these resources to gain a solid understanding of this essential enterprise discipline. 
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To help overcome the barriers to sufficient and collective PPM understanding I developed the PPM 
ñSCADò model. To do PPM right, there are four questions the business process must ask and 
answer: 

¶ Should we? 

¶ Can we? 

¶ Are we? 

¶ Did we? 
 

Should we? Is the investment in the best interest of realizing our strategy and meeting enterprise goals? 

 

Can we? Does our organization have the capacity, capability, and resiliency to undertake the investment? 

 

Are we? Once approved, are we making the progress required to realize the projected value of the investment, and if not, 
should we spend the money to fix it or accept a loss and kill it? 

 

Did we? Once completed, did the investment deliver the expected value and if not, why? 

 

Sound and mature PPM processes answer each of these critical questions. I say sound and mature because doing PPM right 
doesnôt happen on Day-1. It takes time and perseverance. Sound and mature PPM requires scads of executive sponsorship 
and accountability, scads of business and IT involvement, and scads of data. And donôt be fooled by its simplicity, the model 
entails scads of complexity. 

 

Though this simple model belies the complexity of PPM, it provides an uncomplicated and straightforward mechanism to 
portray its potential. This simple model can be used to engage everyone in the enterprise in a dialogue about PPM, how it is 
currently working, and not simply whether or not it is being done, but whether or not PPM is being done right. 
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Top-Down vs. Bottom-up Planning:   

Leveraging CA Clarity PPMôs features 

By: Jeff Bloom, CA Clarity PPM Global Community ï Secretary  

 
 
Prior to the introduction of "activity based costing" techniques like those supported by CA Clarity PPM, organizations 
traditionally forecasted their future expenditures by allocating funds to departments and sub-departments. Each future 
period's expenditures were estimated by adjusting the prior period's actual/estimated costs based on anticipated changes in 
demand for services and the costs to provide those services. This approach is often referred to at "Top Down" planning. 
 
What is wrong? While such techniques are generally adequate for continuing operations, cost estimates for "one time" 
projects do not have the "prior experience" upon which to base these derivative forecasts. CA Clarity PPM's advanced project 
and resource management facilities allow Project Managers to develop detailed cost estimates based on the schedule of 
resource expenditures required to accomplish the project's tasks. 
  
The Project Management facilities within CA Clarity PPM utilize the "Critical Path Method (CPM)" to schedule the expenditure 
of resources of individual activities (tasks) depending upon resource availability, completion of preceding tasks, and external 
events required before tasks can begin. The detailed schedules and cost estimates created using these types of 
dependencies are referred to as "Bottom Up" Planning. 
 
For many organizations, the challenge is to balance the mix of departmental Top Down "Resource Allocation" vs. "Bottom 
Up" Project "Activity Base Plans". 
 
Before the introduction of CA Clarity PPM's Portfolio Management Module, "Programs" were used to group projects to 
provide a summary of schedules and costs. The Program's cost and effort summary is a "roll up" of the costs and effort of the 
Program's projects. The difference between this "Bottom Up" summary of estimated Program costs and the "Top Down" 
allocation of funds to departmental funding allocations was difficult to view and manage. 
 
What to do? Two approaches may be considered to coordinate Top Down and Bottom Up planning: 
 
1. Use the Portfolio Management Module's ability to display the variance of the Portfolio's "Planned Costs" with the sum of 
the Portfolio's investment costs. The Top Down funding is reflected in the Portfolio's and Child Portfolio's Planned Costs. 
 
2. Use the Program's Cost Plan to capture the difference between the "Bottom Up" sum of the Program's Investments and 
the "Top Down" allocation of funds to the Programs. 
 
Depending upon the requirements for detailed plan accuracy, a mix of these strategies is typically used to match the 
accuracy and details of the plans to the granularity needed to provide the required estimate confidence levels. Program 
Management Offices should strive to provide a variety of approaches and the training/mentoring necessary to make these 
solutions achievable and productive for users.  

 

 

 

 
 
 
© 2011 Jeffrey A. Bloom, All rights reserved   
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Successful Adoption of PPM using CA Clarity PPMÊ 

Managing Organziational Change for a successful PPM implementation 

By: Allan Mills, MPM, PMP, Engagement Manager, Digital Celerity LLC  

 

Abstract 

Á Managing organizational change is critical for a successful Clarity PPM implementation   

Á Provide a systematic approach and framework for managing the changes associated with a Clarity PPM 

implementation  

Á Discuss the success factors of a Clarity PPM implementation, and how organizational change management 

can be essential for building user acceptance and a shared vision of a Clarity PPM Implementation 

Á An adoption approach that will endure for the duration of the PPM implementation and ensure that the 

cultural changes bring the ultimate benefits of PPM to the organization 

Summary 

This white paper describes how some of the leading organizational change management approaches articulated by John 

Kotter, Jim Collins, Peter Senge, Jerry Brightman,  and Kerry Patterson can be utilized to increase the likelihood of complete 

success of a Clarity PPM implementation. 

The Value of Clarity PPM to an Organization 

The following are some of the reasons people will buy Clarity PPM to accelerate their PPM capability and provide benefits to 

an organization:   

Á Easy alignment with Project methodology 

Á Consistent with recognized standards including PMI and PRINCE  

Á Project Demand can be managed 

Á Standard project templates for project planning 

Á Planning Resources  

Á Manage Project Risks and Issues 

Á Future portfolio planning 

Á Easy configuration to Company processes 

The Challenges of a Clarity PPM Implementation 

Even though Clarity PPM provides significant potential benefits for an organization, some organizations fail to realize the full 

benefits of the enterprise application because the organization is not prepared to change to adapt to the cultural changes that 

are associated with the new integrated PPM process.    
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1.  Increasing urgency 

2.  Build guiding teams 

3.  Get the vision right 

4.  Communicate for buy-in 

5.  Enable action 

6.  Create short-term wins 

7.  Donôt let up 

8.  Make it stick 

Create a 

Climate for 

change 

Engaging and 

enabling the 

whole 

organization 

Implementing and 

sustaining change 

 

Select questions that need to be asked to ensure full adoption are:   

Á How to manage the Organizational change systematically? 

Á How to integrate the change management process into the implementation project plan? 

Á What changes bring the most value to the organization? 

Á How to overcome resistance to change? 

Á How do people buy-in to CA Clarity? 

Systematic Approach to Organizational Change Management 

The challenge with implementing an effective organization change management strategy that will maximize the process 

adoption and lead to the full potential results from Clarity, is providing a tangible, systematic approach to managing the 

change.  Many organizational changes fail because they cannot be translated into specific, tangible steps that can be 

executed in a plan.  Also, the plans may not include all of the critical concepts below.  Any missing pieces could mean that 

the results are less than expected.  The following are essential for a complete, systematic approach to Organizational change 

Management:   

Á A way to logically plan for change 

Á Use of a Standard Project Management Methodology 

Á A case for change and increasing urgency 

Á Building the guiding teams 

Á Creating the CA Clarity / PM vision 

Á Celebrating short-term wins 

John Kotter is an industry leader in Organizational Change Management.  In his book:  Heart of Change, he describes these 
essential steps for a successful change.   

  

http://theheartofchange.com/
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Creating a Climate of Change 

The foundation of a successful change is to create the Climate for change.  People need to see the value in the change in 

order for them to move in the new direction of the change.    

Increasing Urgency 

ñWithout urgency, large scale change can become an exercise in pushing a gigantic boulder up a very tall mountainò.  For 

change to succeed, it is important that the behaviors of complacency, self-protection, and pessimism about the change be 

addressed head on.    In order to feel motivated to contribute to the effort, everybody involved needs to believe the change is 

critical.  This step is not only a concrete business case.  In order to change, people need to see, and then feel the change.  

Leaders need to be acutely aware of built up fear, anger, or complacency in an organization.   There are three important 

steps in creating a shared sense of urgency.   

1. Build a case for change that clearly identifies the gap between current organization PPM performance and 

PPM desired performance: 

¶ Clarity PPM change is critical to success  

¶ Gain rational buy-in through charts and a business case for PPM and Clarity 

¶ An awareness campaign ï what is PPM and Clarity?  

¶ Describe the situation and the problem with staying in the current PPM maturity level 

¶ Describe the benefits, reward, and opportunities for the PPM Clarity Implementation 

¶ Solidify the scope and the benefits of a CA Clarity Implementation 

2. Identify the source of organizational complacency:   

¶ Look for the warning signs of complacency 

¶ Define an action plan to address the complacency identified 

¶ Use techniques such as those described in ñCrucial Conversationsò by Kerry Patterson to address 

complacency 

3. Clarifying the roles of leaders and managers in implementing the new PPM initiative: 

¶ The leaderôs role is to make the need for Clarity PPM change apparent to the entire organization 

¶ Communicate a compelling story and engage all stakeholders in a dialogue about the need for change 

¶ Enable managers to perform their change related roles and responsibilities 

¶ Invite ideas and suggestions for improvement 

Outcomes 

Successfully increasing urgency will mean gaining converts through logic and emotion: 

Á Gain rational buy-in ï making a case for change based on solid data 

Á Gain emotional buy-in ï by providing a compelling story or picture that catches peopleôs attention and 

generates a high level of energy throughout the organization 

Building Guiding Teams 

Strong guiding teams provide the energy, support, speed, and sense of urgency that the Clarity PPM implementation needs 

in order to succeed.  Three critical elements in creating effective guiding teams for the Clarity PPM implementation are:   

1. Engage the right people:  The Clarity PPM implementation needs a number of guiding teams to be successful.  

Also, the team members must have the necessary knowledge, skills, perspective and commitment to tackle the 

challenge. 
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2. Set Clear team goals:   

¶ Provide a shared sense of purpose 

¶ Define clear team roles 

¶ Enable effective team processes such as team meetings, planning, problem solving, decision making, 

conflict resolution 

¶ Goals create a strong relationship between team members 

¶ Develop effective interface management with other teams 

3. Develop a climate of trust and commitment within the teams:   

¶ Trust, doing what you said you will do, and exceeding expectations, is the foundation of the successful team 

¶ Deep commitment to a common goal drives the common purpose of the team 

 

Outcomes 

The results of focusing attention on guiding teams are: 

¶ They become composed of individuals with sufficient power, influence, expertise, credibility, and leadership ability to 

drive the Clarity PPM change 

¶ They share a common understanding of the Clarity PPM change initiative goals, and are clear about the roles and 

responsibilities needed to make the change succeed 

¶ Built on trust with a strong emotional commitment to a successful Clarity PPM implementation 

¶ The teams work at a high level of performance  

Get the vision right 

This step involves creating a clear, inspiring, achievable picture of the future of the Clarity PPM implementation.  It is 

important that this vision describe the future key behaviors needed to achieve the vision.  As a result the strategies and key 

performance metrics can be created to support the vision.  The four phases of developing a vision are:   

1. Clarifying why a vision is necessary?  The vision allows everyone involved in the Clarity PPM implementation to 

see the need in a way that is clear and motivational.  The vision must make people feel the risk of maintaining the 

status quo and the positive possibilities of the future 

2. Developing and analyzing a vision:  Collect and analyze data related to the Clarity PPM change.  Involve 

stakeholders throughout the organization in development and feedback about the vision 

 

Outcomes 

¶ A picture of change that is compelling and focused  

¶ Clear understanding of the behaviors that need to be added, removed, or maintained in order to achieve the vision 

¶ A sound strategy that defines how the vision will be achieved and demonstrates the feasibility of the goals 

 

Engaging and Enabling the Whole Organization 

Communicate for Buy-In 

The goal of this step is to get as many people as possible acting to make the vision a reality.  The objective is to influence 

people to think and act in accordance with the new PPM Clarity direction.   
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1. Initially communicating the vision:  it is essential to the communication effort that feedback is received about the 

level of understanding and acceptance of the vision through focus groups, and other feedback processes. 

2. Engaging in continuous dialogue with the stakeholders: The guiding teams need continuous dialogue with all 

stakeholders to build commitment and detect resistance. 

3. Enrolling stakeholders in the Clarity PPM implementation:  Managing stakeholder enrollment and commitment is 

complex because different groups have different communication needs.  Not everybody needs or wants to move 

along the change continuum at the same speed.  It is important to know where each stakeholder group is on the 

enrollment continuum and develop a plan to move them to the level of commitment needed for the project. 

Outcomes 

¶ Shared picture of a desirable future 

¶ Motivate people to take action and spark the change 

¶ Minimize resistance to change 

¶ Belief in the change effort to enable commitment 

Enable Action 

If you want the guiding team and stakeholders to carry out the vision you have to provide them with the means to do so.  The 

purpose of this step is to enable a broad base of people to take action by removing as many barriers to the Clarity PPM 

implementation as possible.   

1. Busting Barriers that block people from carrying out the Clarity PPM  vision:  The four major barriers that need 

busting are: 

¶ Structure ï create a structure for the initiative that is consistent with the vision 

¶ Lack of skills ï Define the new behaviors and identify skills, abilities, and attitude that will succeed.  Training 

at the right time, for the right skills, and using the right approach.   

¶ Organizational systems ï make sure that the performance management, compensation etc do not hamper 

the adoption of Clarity PPM 

¶ Resistant leaders and managers ï confront resistance directly, engaging in honest discussions.  Provide 

resisters the opportunity to resolve problems.   

2. Encourage people to take risks and be innovative:  Once the barriers to change have been removed the leaderôs 

job is to foster a new way of thinking and behaving.   

Outcomes: 

¶ Individuals receive the PM and Clarity training needed to be successful  

¶ Managers commit the time and resources necessary to build the system and provide training  

¶ Organizational processes and systems are aligned to new PM processes 

¶ Performance measures are aligned to enable people to see how their performance is moving the successful Clarity 

PPM implementation.   

Create Short term wins 

Short terms wins are critical to building credibility to sustain the change effort over time.  They provide the tangible evidence 

that the Clarity implementation is paying off.  The wins also energize and inspire the team to continue the effort. 

1. Planning for visible improvements in performance 

2. Achieving those wins 

3. Communicating the wins visibly and convincingly 

4. Embedding the learning into the plan going forward 
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Outcomes 

¶ Short-term wins build the Project credibility  

¶ The wins are needed to sustain the change effort 

¶ Confidence that the CA Clarity success is based on concrete evidence 

¶ Momentum for the CA Clarity implementation 

¶ More people becoming active supporters and helpers 

¶ Guiding teams invigorated with renewed motivation for CA Clarity, inspiring others to act 

 

Implementing and Sustaining Change 

It is not unusual for any project to lose focus, especially one that has so many unique areas as a Clarity PPM implementation.  

This step involves not easing up on the initial successes and continuing to focus on the vision.   

Donôt let up 

1. Leverage the momentum and credibility gained from short-term wins 

2. Align and monitor key organization areas 

3. Maintain the momentum for the PPM Clarity change 

4. Ensure the change is reaching all levels of the organization  

5. Sustain the involvement and support of leaders 

 

Outcomes: 

¶ Reinvigorated Project provides tangible results and optimism 

¶ Facilitates the development of new hires 

¶ Sustained leadership from senior people  

¶ Leadership reinforces the need for change, and are perceived as actively involved in the change 

 

The following diagram describes the integrated nature of the alignment of Structure, People, Measurements and Rewards, 

Processes, and Technology: 
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Make it stick 

Once the Clarity PPM implementation has had some success, and people have started to use the tool and changed their 

process and behavior, these new behaviors and processes need to be woven into the culture of the organization.  If the 

organizational culture absorbs the new systems, it will not feel like extra effort by the stakeholders and they will wonder how 

they operated without Clarity PPM.   

1. Achieve tangible results as quickly as possible 

2. Show how the change is working, and why the old ways wonôt work 

3. Measure and support the sustained performance 

4. Ensure the leadership will support and model the new behavior 

 

Outcomes: 

When the Clarity PPM change is ñstickingò you will witness the following: 

¶ An organization infrastructure that develops and reinforces correct practices and behaviors for continuous PPM 

related results 

¶ The Clarity PPM processes and behavior associated with the new direction is embedded in the new culture 

 

Conclusion 

A systematic approach to organizational change management is vital for a successful Clarity PPM implementation.  The 

approach defined in this white paper has been proven to be successful in numerous large Clarity PPM transformational 

change efforts.   
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The Project Management Sextant 

Triple Constraint ï Earned Value 

By: Steve VanArsdale,  PMP, CPA, ISACA 

Introduction 

ñTriple Constraintò Earned Value 

There is a Force that binds all projects.  It is as relentless as gravity, and equally impossible to work against. But like 
gravity, one can sense when it might hurt you. The force that shapes projects, and careers, is known as the Triple 
Constraint.     

In every project, Cost and Time are immutably linked by the Scope.     

       (Fig1)    

The law of the Triple Constraint is easily demonstrated.  

Consider: 

A reduction in a tight Schedule, by necessity, increases the Cost. 

                       (fig2) 

 

Likewise, if the Scope remains constant, a reduction in Cost typically extends the Schedule.  

                      (fig3) 

Moreover, an expansion in Scope will have a direct effect on Cost or Schedule, or both.  

                                            (fig4)  

 

The key to success is knowledge of the Constraint, and how to use it.  

While the link between Cost, Schedule, and Scope is fixed, it is often flexible.  Experienced project managers claim to have 
seen their Schedule stretched to accommodate an expanded Scope.     
                   (fig5) 
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Moreover, it is not unusual to see Costs stretched a little to cover an extended Scheduleé  

      (fig6) 

 

éespecially past the cut-off into the next accounting period. 

  (fig7)  

 

The Triple Constraint is not ñdark scienceò.  It has been known and practiced for decades. 

The concept of the Triple Constraint led to the U.S. governmentôs supplier Cost/Schedule Control Systems Criteria in the 
1960ôs. C/SCSC focused on two of the constraints, Cost and Time, and led to the technique known as Earned Value, now 
considered a standard of project management. However, while EV is widely practiced in government and private industry, 
studies show that 70% of all projects exceed cost budgets or time schedules or both

1
.  Moreover, industry satisfaction 

surveys suggest that sponsors and stakeholders are rarely getting what they expected. 

 

Part of the problem is thought to be that there is a ñdarkò or hidden factor, the Scope. It is widely acknowledged by the Project 
Management Instituteôs College of Performance Management that it is possible to ógameô the system, or control cost and 
schedule variance, by simply changing the scope of the work. The following paper suggests that a new metric is needed.  

The benefit is that all three fundamental factors can then be controlled. Another benefit is that all three 
Constraints are revealed, the project snaps into sharp focus. A simple graphic can be an extraordinarily 

effective project control and even predictive tool.  

The Elusive Earned Value Scope Metric 

 

Letôs consider the situation.  The Triple Constraint concept is deceptively easy to understand. It 
appears just as easy to master.  However, mastering theñ3Cò calls for the practice of Earned Value.  
Earned Value is a series of calculations that measure two of the three Constraints.  First one calculates 

the Cost Variance, or the difference between what was planned expenditure and the actual.  Then one 
calculates the Schedule Variance, or the difference between the time planned and expended.  Comparing the Cost Variance 
and the Schedule Variance to the original plan purports to show how well the project is doing. Or perhaps how well the 
project managers are doing with the project. 

 

Volumes have been written, upon these ñproject metricsò.  Yet studies have determined that most projects fail to meet their 
budgets, or schedules, or both. Not just some projects, or even a lot of them, but most (70% reported in the 1995 and 
1997 Standish Group CHAOS reports). This is disconcerting. Earned Value has been practiced for forty years. Yet something 
in Earned Value has been missing.  Poor performance goes undetected and worse yet, good performance can go 
unrecognized. Perhaps this is because if and when there is a shift in the third Constraint, the Scope, there usually is no 
corresponding adjustment in any of the other project metrics. 

 

Oh, to be sure, there is usually a scope document, and sometimes a rigorous control procedure. Or maybe even a stern 
scope committee, or perhaps the dreaded Scope Change Control Board.  Yet the elusive Scope remains the project 
managerôs most common escape clause: 
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ñWell, yes, of course, the SPI indicates that weôre behind schedule, which isnôt exactly true, and the CPI suggests weôre over-
budget, although weôre really noté because weôre not actually going to do all that stuff in exactly that way.ò    

 

Now there is a method to retire this defense. That method is a simple calculation, depicted in an even simpler 
graphic.  

 

The Project Sextant is a precision instrument designed to reveal a projectôs true course, using 
the tools and techniques of Earned Value within the context of the Triple Constraint.  

 

Earned Value rules dictate that the Cost Performance Index, or CPI, and the Schedule Performance Index, 
or SPI, are calculated as percentages such that a number larger than 1.00 is ahead of plan (desirable), less 

than 1.00 is behind (bad), and an index of 1.00 is on track. The CPI and SPI can, of course, be calculated precisely, but the 
result is not always meaningful.  For example, if the CPI is 0.90, and the SPI is 1.10, can the project be considered OK?  

 

However, the CPI and SPI can be plotted on an X-Y line graph. When this plot is adjusted by the DPI, or Deliverables 
Performance Index, the succinct deviation in the Triple Constraint is suddenly visible. Like a shipôs compass in the hands of a 
trained navigator, a universal law is transformed into a managerôs tool.  This new ñtriple factorò graphic shows instantly the 
status of the project and the degree by which it is off-course.  For this reason, this technique is called the Project Sextant.   

 

Like Earned Value versus the Triple Constraint, some things are better seen than described.  Following is an example. 

Letôs assume that a project has ten work packages, each producing one deliverable.  Here are the Earned Value metrics, 
including the Deliverables Count metric used in the Project Sextant. 

SEXTANT    CUMULATIVE    

WBS Element 
(Work Pkg) BAC 

PGM 
EAC 

DP 
Deliverables 

Planned 
PV 

BCWS 
EV  

BCWP 
AC 

ACWP 

DC 
Deliverables 

Actual 

        

CURRENT Status        

TOTAL 10.0 10.0 10.0 1.0 1.0 1.0 10.0 

WBS 1.0 1.0 1.0 1.0 1.0 1.0 1.0 1.0 

WBS 2.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 3.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 4.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 5.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 6.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 7.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 8.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 9.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 10.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 
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Hereôs the Sextant at the point that the project is 10% complete. 

 

The CPI and SPI are apparently both on track at 100%.  The DPI, or deviation in the apparent plot by any change in the 
underlying deliverables, is neutral, so the project is exactly on course at the point of 10% completion, a fairly typical project 
status. 

By the 20% point in the progress of the project, the deliverables are better understood, and are being reconsidered in the 
light of what is feasible. 

SEXTANT    CUMULATIVE    

WBS Element 
(Work Pkg) BAC 

PGM 
EAC 

DP 
Dlvrbles 
Planned 

PV 
BCWS 

EV  
BCWP 

AC 
ACWP 

DC 
Dlvrbles 
Actual 

        

20% Status        

TOTAL 10.0 10.0 10.0 2.1 2.1 2.2 9.4 

WBS 1.0 1.0 1.0 1.0 1.0 1.0 1.0 1.0 

WBS 2.0 1.0 1.0 1.0 1.0 0.9 1.0 0.9 

WBS 3.0 1.0 1.0 1.0 0.1 0.2 0.2 0.5 

WBS 4.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 5.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 6.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 
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WBS 7.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 8.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 9.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

WBS 10.0 1.0 1.0 1.0 0.0 0.0 0.0 1.0 

 

 

Hereôs the Sextant at the point that the project is 20% complete. 

 

The small blue dot represents the plot of the CPI and SPI. It is apparently within the tolerance limit, that is, plus or minus ten 
percent of 100% on track. But the larger symbol to the lower right is the actual Sextant course, adjusted for the deviation in 
the deliverables. Note that the deliverable for work package WBS-2 is considered complete, at only 0.9 or 90% of the 
specification. The deliverables for work packages WBS-3 has been cut back to half the original plan, perhaps for testing that 
is now considered unnecessary.  

Here are the Earned Value Sextant metrics at the point that the project is 50% completed. 

SEXTANT    CUMULATIVE    

WBS Element 
(Work Pkg) BAC 

PGM 
EAC 

DP 
Deliverables 

Planned 
PV 

BCWS 
EV  

BCWP 
AC 

ACWP 

DC 
Deliverables 

Actual 

        

CURRENT Status        

TOTAL 10.0 10.0 10.0 4.6 5.1 5.0 8.4 

WBS 1.0 1.0 1.0 1.0 1.0 1.0 1.0 1.0 

WBS 2.0 1.0 1.0 1.0 1.0 1.0 1.0 0.9 

WBS 3.0 1.0 1.0 1.0 0.7 1.0 0.8 0.5 

WBS 4.0 1.0 1.0 1.0 1.0 1.0 1.2 1.0 

WBS 5.0 1.0 1.0 1.0 0.6 0.5 0.5 1.0 
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WBS 6.0 1.0 1.0 1.0 0.2 0.3 0.2 1.0 

WBS 7.0 1.0 1.0 1.0 0.1 0.2 0.2 1.0 

WBS 8.0 1.0 1.0 1.0 0.0 0.1 0.1 1.0 

WBS 9.0 1.0 1.0 1.0 0.0 0.0 0.0 0.5 

WBS 10.0 1.0 1.0 1.0 0.0 0.0 0.0 0.5 

 

 

Hereôs the Sextant at this point, fifty percent completed. 

 

Note that the Cost Performance Index, CPI, and Schedule Performance Index SPI indicate the project is within the tolerance 
limits, ahead of schedule and budget, as shown by the small dot at the top center. However, as shown by the large block to 
the left, when the Deliverables Performance Index or DPI is applied, the actual project course is behind schedule and over 
budget.   This is borne out by close examination of the table. The work packages WBS-2 and WBS-3 are considered 
complete (EV of 1.0) but the actual deliverables were reduced to 0.9 and 0.5 respectively.  These changes may be legitimate 
reductions in the testing efforts required, or elimination of specified functions.  In any case, since these changes in Scope are 
rarely reflected in reduced Actual Costs (AC) nor in the PV Budgeted Cost of Work Scheduled.  There should be appropriate 
consideration of the Deliverables Variance and Deliverables Performance Index. When applied to the CPI and SPI, the DPI 
clearly indicates that the project is off-course at the mid-point of the work.   

 

Even at this early stage the Project Sextant shows a clear and lethal deviation for this project. According to David 
Christensen and Scott Heise in the National Contract Management Association Journal in 1993, a projectôs final CPI will 
not typically change by more than 10% from the value at the 20% project completion point.  

 

Given the DPI, calculation of Estimated Actual Cost (EAC, or budgeted cost of work remaining BAC divided by the Sextant-
corrected CPI) indicates this project will be at least 16% over budget. Moreover, it is known that this simple EAC calculation 
tends to understate the actual total project cost overrun, if the factors such as rework that caused the deviation from the 
baseline plan are expected to continue.    
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Now, plotting the Sextant in series can be useful. Simple line/slope extrapolation from the 20% and 50% points produces a 
Sextant for this project that looks like this. 

 

 
At this point we can predict that given the projectôs twenty-percent course and performance, the final Project Sextant will be 
approximately 20% over budget and 20% behind schedule.   

 

While the small dot at the center representing CPI and SPI seems to be on track, the Sextant reveals that this project will end 
up considerable off its course. Management can be forewarned, for example, that if this is a million-dollar effort, there will 
need to be an additional $160,000 allocated to complete all the deliverables of this project.  If this project is a space shuttle 
mission, it will miss the launch window by 16 days.  In either case, a ñcourse changeò is needed immediately, before careers 
are at stake. 
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Summary: 

Few of us have the luxury of working on projects with a budget of ñwhatever it takesò.  Instead we plan every penny, predict 
every deliverable, and answer to every sponsor and investor.  The real benefit of the Sextant approach is more than 
ñtweakingò Earned Value.  It is the simple underlying logic.  The Triple Constraint is well known, and respected in virtually 
every business discipline.  The Deliverables Variance and Deliverables Performance Index is a simple extension of widely 
accepted Earned Value methods. Together with the CPI and SPI, the DPI reduces complex Earned Value calculation 
spreadsheets to a simple picture with the intuitive Triple Constraint perspective. So the Project Sextant is a instantly-
recognizable method for identifying, and demonstrating, a projectôs status.  Moreover, a series of Sextant plots presents an 
unmistakable projection of the projectôs true course.  Finally, with a sufficient history of projects plotted with the Sextant, an 
organization can develop an indicative and even predictive tool for project performance within the organizationôs own unique 
constraints, as shown in the two isolated SPI vertical and CPI horizontal perspectives of the following three-dimensional 
series example.  

Note the path of the Schedule Performance Index at the top, looking downward on the 3D history of the project. Note the path 
of the Cost Performance Index at the bottom, as seen by looking at the course of the project directly from the front.  This is 
representative of the course of most good projects with a mid-project funding gate.  There is often a sudden shift in the cost 
reporting just before the funding gate, followed by a slight ñsigh-of-reliefò schedule slippage.  Then near the end of the project 
there is often a flurry of rework that is visible in the SPI, and an accumulation of small unanticipated costs affecting the CPI.   
In each project organization, the Sextant course plots for major projects will often show a distinct pattern corresponding to the 
organizationôs standards, policies, and practices.  Knowing this pattern is the means for recognizing when a project team has 
improved upon standard practice instead of just fudging the numbers. 

 

As a project managerôs tool, the Project Sextant approach is effective at the activity level, sailing to even just one deliverable. 
It is equally effective for the savvy business manager, at the program level, spotting characteristic behaviors affecting dozens 
of projects.    
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