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Introduction

An integ rated baseline review (IBR) is the process of perform ing a tech nical and 
sched ule review to estab lish a balanced under stand ing of the plan ning matur ity 
of the project. The IBR will review:

n the project manage ment plan;
n the methods and metrics used to measure contract perform ance or progress;
n the manage ment control processes that operate during the project’s execu tion;
n the tech nical merits of the sched ule;
n the risk asso ci ated with the baseline.

The purpose of the IBR is to achieve and main tain a project and under stand ing of 
the risks inher ent in the perform ance measurement baseline (PMB) and the 
manage ment control processes that will operate during its execu tion.

The process involves a review of docu ment a tion, an on-site review of the 
project’s proposed plan ning and manage ment systems, and iden ti fies follow-up 
actions as neces sary to ensure that the baseline has matured to an accept able 
level.

Integrated baseline reviews are not to be confused with audits. An audit looks 
in depth for conform ance to a stand ard or proced ure, whereas an IBR is looking 
for assur ance that your baseline is robust, the entire process is oper at ing as it 
should and you are in control. The IBR should be seen as a precursor to success ful 
project deliv ery.

The guid ance within this docu ment is geared around an initial full review. It is 
also applic able to subsequent reviews such as demon stra tion and surveil lance 
reviews [2, 4]. It is expec ted, however, that subsequent reviews will gener ally be 
of smaller scale than the initial, and the guid ance within this hand book should be 
tailored as required.

Self-assessment is an import ant part of any pre-review activ ity, and this guide 
should be used in support of that process. It contains what could be called  
‘the exam ques tions’, and the project manager should use these to identify the 
poten tial find ings or gaps to determ ine if the project is ‘ready’ for the review.  
The EVM Compass [1] is recom men ded as a good prac tice process to support 
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self-assessment. The self-assessment should be shared with key stake hold ers 
before the review starts because this may raise areas the review team may wish 
to focus on. A gap analysis between the two should be part of the post review 
activ it ies.

It is import ant to agree terms of refer ence for the review, which are approved 
by the review sponsor in advance of the review.

An IBR is not an oppor tun ity to give a colleague a grilling or criti cise someone’s 
work. Reviews should be construct ive and inde pend ent. The review team 
consti tutes a fresh set of eyes looking at a project, confirm ing what the project 
manager should have already known through self-assessment, and is char ac ter-
istic of the good culture all projects should embrace. IBRs provide an oppor tun ity 
to further improve the project baseline and control processes, giving the project 
a greater chance of success and promot ing the char ac ter ist ics of good project 
manage ment culture.
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Preparation

8.1 Step 2.1 Identify required compet en cies 
and identify review team

The IBR lead and project manager should identify the review team members. It is 
required that the review team include (where possible) person nel inde pend ent 
of the project and ideally have cross-functional repres ent a tion.

Reviews should be led by a suit ably qual i fied repres ent at ive to ensure that  
a compre hens ive eval u ation of the perform ance meas ure ment baseline (PMB)  
is performed and that all project control aspects have been addressed and 
captured.

Review team members should comprise project control special ists, with 
support from the project’s engin eer ing and tech nical staff. Project staff should be 
know ledge able on the subject matter being examined. All team members will be 
alloc ated specific areas of respons ib il ity ideally asso ci ated with their field of 
expert ise.

The follow ing areas of discip line and/or exper i ence are required:

n project manage ment;
n plan ning;
n schedul ing;
n project control;
n busi ness manage ment;
n sub-con tract manage ment;
n tech nical manage ment;
n contract manage ment;
n risk manage ment;
n resource manage ment.

The size of the team and dura tion of the review should be propor tion ate and 
aligned with the project size and complex ity. This should be agreed by the review 
sponsor, IBR lead and the project lead with refer ence to the terms of refer ence.
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8.2 Step 2.2 Produce draft IBR hand book

A draft IBR hand book cover ing all aspects from within this guide that are 
applic able to the review in ques tion should be produced and distrib uted. This 
will ensure that every one involved has a clear under stand ing of the expect a tions, 
how it will be under taken and the timing of the review.

8.3 Step 2.3 Train teams as required

Joint train ing sessions should be held wherever prac tic able for all person nel 
involved in the review, either as a review team member or project team  
member. The intent of the train ing is to provide enough inform a tion for the  
team to mutu ally under stand both the IBR process and the cost, sched ule, 
tech nical and manage ment processes that should be used on the project. When 
neces sary, it may be appro pri ate to bring in external person nel for train ing and 
facil it a tion.

Training should be designed and delivered to support the object ives of the 
review as agreed by the IBR lead and project lead. The essen tial elements of the 
train ing should include the follow ing:

n commu nic a tion skills (inter view/discus sion tech niques, active listen ing 
etc.);

n perform ing the review (data traces, collect ing evid ence, dealing with conflict 
etc.);

n record ing and report ing (how to docu ment find ings and issues, i.e. being 
clear, concise and consist ent).

8.4 Step 2.4 Project conduct self-assessment

To assist in the prepar a tion of a review, a self-assessment should be conduc ted, 
using APM EVM Compass [1] or this guide. This may completely replic ate the 
entire scope of the IBR, or may just focus on partic u lar areas of concern raised by 
the review sponsor. The self-assessment will identify areas that require further 
devel op ment, the current and target system matur ity and estab lish actions to 
address any issues prior to the IBR.
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Preparation

In order to prepare for the IBR and to ensure all parti cipants fully under stand 
the process and bene fits of the IBR, coach ing should be arranged by the project 
lead or review sponsor.

The project should under take data tracing as part of a self-assessment to 
identify any poten tial problem areas that subsequently can be briefed to the 
review team members.

8.5 Step 2.5 Agree the IBR timetable 
includ ing inter view sched ule

The draft IBR hand book should be updated to include a timetable. This will show 
the major IBR activ it ies, which shall include:

In-brief

n In-brief for the review team members explain ing the purpose of the review 
and provid ing the oppor tun ity for the intro duc tion of both review and project 
team members.

n An over view of the project – to famil i ar ise the team with the project scope, 
content and context; to gain an under stand ing of the project controls 
frame work (PCF) and its matur ity.

Data traces

n The review of project plan ning data, includ ing system data traces and review 
of the PCF or equi val ent and any asso ci ated project direct ives or instruc tions 
that support the PCF.

Discussion

n Discussions with control account managers (CAM(s)) identi fy ing the basis on 
which the plan was estab lished, ensur ing that resources have been alloc ated 
and that appro pri ate earned value techniques have been iden ti fied.

n Typically discussions will also be held with project management, programme 
management office (PMO), finance, commer cial, senior manage ment and 
other signi fic ant stake hold ers.



Ibis House, Regent Park
Summerleys Road 
Princes Risborough
Buckinghamshire, HP27 9LE

Association for Project Management

Telephone 0845 458 1944
International  +44 (0)1844 271640
Facsimile +44 (0)1844 274509

Email info@apm.org.uk
Web apm.org.uk

C M Y K

C M Y K

C M Y K

C M Y K

A
 G

uide to C
o

n
d

u
ctin

g In
tegrated

 B
aselin

e R
eview

s

A Guide to
Conducting Integrated
Baseline Reviews


