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Adopting EVM in a Consulting Company 

1. Managers want PMs to control project costs 

2. PMs need EVM, but many don’t know 

3. The worst enemy of EVM is Excel 

My lessons learned: 

My 3 attempts on imposing EVM to Project Managers: 

1. EVM nice to have 

• Thank you very much but… we don’t really need to learn this new big thing 

2. You already wrote in prose 

• Too much excel data to maintain, I’m sorry 

3. Use EVM only if you need to control cost 

• Management wants you to control your project costs. They don’t tell how. 
My advice: Every time you need to control cost in your project, use EVM.  

• I will not accept any excuse on tooling: My advice is that you use your 
Project Management Information System. You also have Microsoft Project, 
open source tools, etc. This is your responsibility.  
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Attempt #1: Nice to have 

• First notice about ANSI standard EVM thanks to PMBOK® when I got my PMP® in 2003 

 

 

 

 

 

 

 

• Before EVM, when a sponsor asked how the project was going, I used to say: 

― Well, it could be worse; I think we are progressing, more or less… 

• After getting familiar with EVM, my answers sounded like this: 

― The project is producing 80 cents for euro invested, progressing 75% compared to 
plan, but we need to produce 1,20€ for € invested in order to end on budget. 

 

EVM was such a cool thing…  
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Actual Cost (AC) 

Earned Value (EV) 

Planned Value (PV) 

Budget at Completion (BAC) 

Schedule at Completion (SAC) 

project is producing 80c for € invested CPI = 0,8 : 

project is progressing at 75% compared to plan SPI = 0,75 : 

project needs to produce 1,20€ for € invested 
in order to end on budget 

TCPI = 1,2 : 

Definitely, I had improved! 
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Jan Feb Mar Apr May Jun Project 
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Control Account 2 

Control Account 1 

Attempt #2: You already wrote in prose 

Good Practice: Monitor just at the Control Account level 

 

A very simple case study:  
• You are the PM of a project of 6 months schedule. You have 4 control accounts to monitor 

• You are conducting a follow-up meeting on April the 30th 

• Somebody ask you the big question: How is the project going? 
• So you need to report project performance 

Data date April the 30th means nothing… 
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Jan Feb Mar Apr May Jun Project 6000 / 4000 / 3700 (*) 

2000 / 1000 / 1500 Control Account 3 

1000 / 0 / 0 Control Account 4 

1500 / 1500 / 1000 Control Account 2 

1500 / 1500 / 1200 Control Account 1 

(*) BAC / Planned Work / Actual Work April 30th 

Attempt #2: You already wrote in prose 

Since the beginning, you have planned durations and costs estimations 

(if you prefer, you can manage working hours as your cost magnitude) 

Since the beginning, you can have a representation of BAC over time 

During execution, you register actual work 

 

Case study: 
• BAC= 6000 h (1500 + 1500 + 2000 + 1000) 

• Work Scheduled by end of April = 4000 h (1500 + 1500 + 1000 + 0) 

• Actual Work by end of April = 3700 h (1200 + 1000 + 1500 + 0) 

We have spent 300 hours less than planned.  
Seems good… but you still don’t know 

BAC 
PV 

Cost 

Time 

SAC 

AC 
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Attempt #2: You already wrote in prose 

For each Control Account, you register the % of work completed 

The 3 points Planned-Actual-Complete is all what you need to get: 

• Variance at this point 

• Variance forecast in the end 

 

Case study: 

 

Jan Feb Mar Apr May Jun 

Control Account 2 

1.500 / 1.500 / 1.200 / 1.500 (100%) Control Account 1 

April 30th 

Project 6000 / 4000 / 3700 / 3500 (*) 

Control Account 4 

2.000 / 1.000 / 1.500 / 1.500 (75%) Control Account 3 

1.500 / 1.500 / 1.000 / 500 (33%) 

1.000 / 0 / 0 / 0 (0%) 

Status report (58% completed): 

• 3% of over budget (200 hours) 

• 8% of delay (10 days) 

Forecast report 

• 6% of over budget (343 hours) 

• 14% of delay (17 days) 

Planned-Actual-Complete tell us how is the project going and how is going to end 
EVM is the accepted standard method (ANSI 748) to quantify project performance 

(*) BAC / Planned Work / Actual Work / % Complete 
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Attempt #2: You already wrote in prose 

Attempt #2 recipe: 

1. Choose the right cost magnitude (hours?) 

2. Forget the jargon, acronyms and formulas  
• If somebody ask, direct to the Wikipedia 

3. At the beginning, calculate: 
• Budget decomposition in Control Accounts 

• BAC consumption over timeframe 

4. At each follow-up, register: 
• Planned Work 

• Actual Work 

• % Complete 
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Attempt #2: The flaw 

–Nice chart! 

–Thank you, but… 

Adopting EVM myself: A project in Rome 
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Attempt #2: The flaw 

They (and I) said: Too much excel data… 

I got frustrated myself… 

What was I doing wrong? 

Right tool? 

FEES 

EXPENSES 

PV (FEES) EV (FEES) 

http://www.youtube.com/watch?v=0kBwjh2X_zY
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S1 

S2 

S3 

S4 

Attempt #3: Trying with Microsoft Project® 

A very simple case study: 

• You hire a bricklayer to build a 4 side fence in your backyard. 
Each side is built in sequence, one after the other. He charges 
by the hour, 200€ a day. Each side takes him one day of work. 
He starts working on 12/09/2011. You budgeted 800€.  

• At the end of the 3rd day (14/09/2011): 

o He has completed side 1 (cost 200€) 

o and side 2 (cost 275€) 

o Side 3 is 50% complete (cost 200€) 

• How much are you going to pay in the end? 
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Attempt #3: “The Fence” exercise (wrap-up) 
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Attempt #3: “The Fence” exercise (wrap-up) 
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Attempt #3: EVM in Microsoft Project 

• You can see EVM data in view Task Sheet, table Earned Value 

• Before that, you need to: 

o Assign resources to tasks 

o Enter standard rates for each resource 

o Register Actual Work + update pending Work for each task 
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Attempt #3: EVM in Microsoft Project 
step-by-step 

1. Create a new project with 2 task in sequence: A (5 d) y B (2 d) 

2. Assign resource R1 to task A, and resource R2 to task B, standard rate 1 €/h 

3. Set Project Start Date: September the 22nd, 2008 
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Attempt #3: EVM in Microsoft Project 
step-by-step 
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Attempt #3: EVM in Microsoft Project 
step-by-step 

4. Set the baseline 

o Check updates in view Tracking Gantt 

o Check updates in view Resource Usage > Baseline Work row 

5. Enter Actual Work for task A:  

o 8 hours day 22, 8 hours day 23, 0 hours day 24 

o See how task A is extended one more day (now A and B are both delayed for 1 day) 

o See how Baseline Work does not change 

6. Enter 0 hours for Work of task A day 29 (delay disappears) 

7. Enter 8 hours for Actual Work of task A for days 25 and 26 

8. Set Status Date September 28, check that: 

o Task A is 100% complete 

o The project is under budget (CV = +8€) 

o The project is on schedule (SV = 0) 
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Attempt #3: EVM in Microsoft Project 
step-by-step 
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Attempt #3: EVM in Microsoft Project (wrap-up) 

Cost Unit = Usage Unit = work/time/resource/task 
 

 

 

 

 

 

 

 

 

 

o Work = Planned hours for a resource/task (ongoing replanning) 

o Changing Work means re-planning: How many hours do we need to complete? When? 

o Tasks are by default effort driven: Project will tend to keep the effort constant (person-hours) 

o Cost = Work * Standard Rate 

o Actual Work = data entry 

o Actual Cost = Actual Work * Standard Rate 

time 

task 

resource 

work resource 

task 

work 

time 
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Attempt #3: EVM in Microsoft Project (wrap-up) 

• Setting the baseline 

o Baseline Cost = Cost 

o Baseline Work = Work 

o PV S-curve = Baseline Cost over time 

• At the task level 

o PV = Baseline Cost until Status Date 

o AC = Actual Cost until Status Date 

o EV = Baseline Cost * (Actual Work until status date) / Work 

o Cost and Actual Cost depends on standard rate (may change) 

o Baseline Cost depends on the original standard rate  

• Updating Actual Work 

o Advice: Always update Actual Work entering hours in Resource Usage or Task Usage views 

o When you enter Actual Work 

• Project automatically re-plan Work to date = Actual Work to date  

• Project will tend to keep the effort constant (this is good, you can override it) 

• Changing Work means re-planning (How many hours do we need to complete? When?) 
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Attempt #3: Trying with an open source tool 

http://62.82.192.112/OpenPPMWeb/projects
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Attempt #3: Trying with an open source tool 

http://62.82.192.112/OpenPPMWeb/projects
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Attempt #3: Trying with an open source tool 

http://62.82.192.112/OpenPPMWeb/projects
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Attempts to impose EVM  Excuses given 
 

 

 

 

 

 

 

Compelling Project Managers to use EVM 
(and make no excuses ;-) 

Lesson learned #2: PMs need EVM, but many of them don’t know it 

Lesson learned #3: The worst enemy of EVM is Excel 

1. Look at those beautiful concepts, 
definitions, formulas, charts…         
Wouldn’t it be nice to use EVM? 

2. Forget about all EVM jargon:                     
You are not aware you already wrote in 
prose… 

 

3. Use EVM only when you need to control 
cost in your project. If you don’t want to 
use Excel, you can use a proper tool like 
Microsoft Project, OpenPPM, etc. 

 

1. Please, give me a break!                                   
don’t need to learn about all those new 
acronyms EV, AC, PV, CPI, SPI, CV, SV, SV(t)… 

2. My average project takes only 3 months.     
I don’t have the time for so much extra 
work to keep all that EVM data, for God 
sake! 

3. … 

 

Lesson learned #1: Managers always want PM to control project costs 


