
OFFICE OF 
INFORMATION 
AND TECHNOLOGY 

Get Serious About PMAS 

January 2013 



OFFICE OF INFORMATION AND TECHNOLOGY  

Are You Looking to Make Headlines Like This About Your 
Agency’s IT Efforts? 
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“VA Extends IT Accountability Program: The Veterans 

Administration saved $54 million in fiscal 2010 by reforming its 

IT project management efforts”  

—Information Week, February 2010 

“Roger Baker, the chief  information officer at the Department 

of  Veterans Affairs, manages one of  the largest information 

technology budgets in the federal government, but he’s also 

one of  the best at finding ways to become more efficient.”  

— FedScoop, August 2012 
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In August 2012, 
Government Computer 
News (GCN) selected 
PMAS to receive one of 10 
Honorable Mention 
awards for its Outstanding 
Information Technology 
Achievement in 
Government award for 
2011.  
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Or Even Be Recognized With Awards Across Industries? 

In November 2012, the 
Association for Enterprise 
Information (AFEI) selected 
PMAS for its Excellence in 
Enterprise Information 
Award.  
 

The Administrative 
Conference of the 
United States informed 
VA in November 2012 
that PMAS is a finalist 
for the Walter Gellhorn 
Innovation Award.  
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As you know, eight solid principles constitute the Project Management 
Accountability System (PMAS) framework. PMAS:  

1. Requires incremental development in cycles of six months or less 

2. Relies on integrated teamwork across VA 

3. Enforces accountability 

4. Emphasizes resource management 

5. Enables transparency 

6. Engages senior leaders 

7. Requires direct and continual customer participation 

8. Emphasizes Agile practices 

It’s Time to Get Serious About Upgrading Your Agency’s IT 
Project Management Approach. 
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1. Incremental Development Keeps Projects Manageable 
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• All projects must be divided into increments lasting six  
months or less 

• Each increment must deliver customer-facing,  
production capability 

• Each increment’s progress data must be 
entered into the PMAS Dashboard and 
updated regularly 

• Breaking a project into increments 
reduces delivery risk, which increases the 
potential for successful delivery 
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2. Integrated Teamwork Ensures Coordinated Success 

– The customer, also referred to as the business 
sponsor, is the business unit executive 
requesting/needing certain functionalities or IT 
services 

– Each stakeholder brings special talents and 
expertise to the IPT 

• This approach enables coordinated 
teamwork from multiple organizations to 
ensure the project’s daily performance and 
overall success 
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• All PMAS projects must have a fully-functioning project- or program-
level Integrated Project Team (IPT) 

• IPTs often include stakeholders from the Office of Information and 
Technology (OIT), Office of General Counsel, and Office of Acquisition 
and Logistics, in addition to the customer  

 



OFFICE OF INFORMATION AND TECHNOLOGY  

3. Accountability Is the Foundation for On-Time Delivery 
 

• Prior to PMAS, VA’s IT projects lacked accountability – 
but accountability is now a foundational, all-
encompassing aspect of project management 

• Senior leader visibility into the project lifecycle results in 
greater accountability 

• The project manager (PM), IPT members, and vendor 
staff are held accountable throughout the project’s 
schedule to ensure on-time project delivery 

• The PM is expected to manage and deliver expected 
outcomes within cost, schedule, and scope  

• The PM is expected to raise issues in a timely manner to 
avoid risks that could impede on-time product delivery 

• Senior leaders hold PMs and themselves accountable 
for results 
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4. Resource Management Reinforces Project Success 

• PMAS recognizes that increment delivery success depends on the 
availability of resources such as funding, contracts, people, and 
infrastructure 

• Resources are managed by increment, and increments will not begin or 
maintain execution unless they have the required resources 

• Continued provisioning depends on success: 

– If a project delivers an increment on time, it has the proper record of 
accomplishment to request additional resources and defend them at milestone 
reviews 

– If a project repeatedly fails to deliver capabilities, senior leaders will pause or 
stop it 
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5. Transparency: Milestone Reviews 
 

• The PMAS milestone review process ensures readiness and transparency 

• The PMAS Life Cycle includes five numbered milestone reviews, during 
which the PM presents evidence of readiness and senior leaders decide 
whether the project is ready to progress to the next state 

• PMAS has six states: four standard and two conditional 
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5. Transparency: Colored Flags 

• Raised to highlight significant project successes 
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Green Flag

 

 

Yellow Flag

Red Flag

• Raised when the PM has an issue which is likely 
to jeopardize on-time delivery and the PM has 
exhausted all means to resolution 

• Provides situational awareness of changes in the 
project environment which could lead to 
increased risk in meeting the on-time delivery 
commitment 

PMAS ensures performance through its risk management process, 
which relies on a colored flag system: 
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5. Transparency: TechStat Meetings 

• The risk management process also                                                               
includes Technical Status (TechStat)                                                             
meetings 

• When a project misses its on-time                                                             
increment delivery, a TechStat meeting                                                                        
is required  

─ TechStat meetings are serious discussions                                                                                     
between the project management team and                                                                              
senior leadership regarding major challenges,                                                                            
risks, and corrective actions to turn the project around 

• Senior OIT leaders are presented with the root cause for a project’s missed 
increment deliverable date or committed baseline date 

• Issuance of a missed milestone, or a “strike,” is determined at the discretion 
of the Assistant Secretary or Principal Deputy Assistant Secretary for OIT 

─ PMAS policy is three strikes and you’re out 
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6. Senior Leader Engagement 

• Across the federal government, PMAS is unique for its sustained senior 
leader engagement 

• Senior leaders make decisions at milestone reviews, Red Flag reviews, and 
TechStat meetings 

• Senior leaders commit more than 25% of their weekly schedules to review 
and TechStat meetings 

• PMs can request a meeting with the Chief Information Officer (CIO) and 
expect to not only get on the CIO’s calendar, but to get the help they need 
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7. Customer Participation Is Direct and Continual 

• Close collaboration with the customer (or business 
sponsor) is essential 

• The customer must be a part of the user testing 
group 

• The customer signs for the increment’s 
requirements and then must sign again to accept 
each increment delivery (this means that a project 
cannot complete an increment without customer 
approval) 
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• The customer is empowered by participating in IPTs 

• Increments must have a customer-facing deliverable at the end of each increment 

• Increments must be defined and agreed to by the customer and PM 
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8. Agile Practices Are Encouraged 

• While PMAS does not require 
implementation of Agile practices, it 
strongly encourages Agile adoption 
during project execution 

• Agile practices highlight:  

– Close collaboration with the customer 

– Iterative, small-chunk development 

– Testing and release of functionality 

– Continuous integration and quality 
improvement 

– Ongoing process improvement 
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“Agile development is 

important to the VA 

because it encourages 

continuous input from 

our customers. In Agile 

projects, all the 

development priorities 

are set by the customer, 

which ensures that the 

work is performed in the 

order of  importance.”  

—VA CIO Roger Baker 
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Tools for Success 

Beyond PMAS’s eight solid 
principles, these tools support 
successful PMAS processes: 
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• ProPath 
• PMAS Business Office 
• Dashboard 
 

http://www.thinkstockphotos.com/image/stock-photo-wrench/148222411
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Tools for Success: ProPath Process Asset Library 

 requirements through industry and government best practices 

• ProPath was established to enhance and encourage standard, repeatable 
activities and tasks 

– Its visual flow representation makes it easy to retrieve information by providing 
critical links to the formal approved processes, artifacts, and templates 

– Responsibility and accountability are built into each activity 

– Quarterly releases ensure practices are timely and up-to-date 

• Sometimes less is more. Originally, ProPath contained 90 required artifacts. 
Through extensive research, VA was able to make ProPath and PMAS leaner 
by reducing that number to 22 
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• ProPath is VA’s Process Asset 
Library. It is a comprehensive set 
of tools that supports PMAS 
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Tools for Success: The PMAS Business Office (PBO)  

• PBO was established in September 2011 to oversee OIT’s 
implementation of PMAS 

• PBO manages the PMAS data environment, policy and guidance, IT tools 
and reporting, and outreach to the IT community 

• It provides customer support to the Chief Information Officer and 
project/program managers  

• The three PBO areas of execution are Policy & Guidance; Assessment & 
Reporting; and Tools, Design, & Interfaces 

 

 

• The goal of PBO is provide all the resources needed for PMAS 
practitioner success 
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Tools for Success: The PMAS Dashboard 

• The PMAS Dashboard is a tool used 
to track and report project data, 
results, and improvements 

• PBO reports PMAS results and 
improvements to the Secretary daily 
based on PMAS Dashboard data 

• Perhaps the most important metric 
maintained is the on-time delivery 
rate 
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Does PMAS Seem Like Something Your Agency Could Use? 

• PMAS is scalable to any government agency 

• VA has developed a package of PMAS implementation documents 
that can be shared with your agency, should you decide to move 
ahead with implementing PMAS 

• If you are interested in taking this next step, please contact: 
 

 

 

 

 

  
  

Ms. Carol Macha 
Director, PMAS Business Office 
VAPMAS@va.gov 

 


