CONDUCTING A TRACE

One of the objectives of the EVMS review is to ensure traceability throughout the system.   If any inconsistencies or anomalies are apparent, they are to be addressed on the Execution Templates and Corrective Action Requests as appropriate.  When conducting traces, please document your evidence and attach examples where possible.  The guideline(s) that may relate to the trace are provided in parentheses.  This list is intended as a guide only and is not all‑inclusive.

Organization

For the selected work packages or activities associated with work scope, authorization and responsibilities, the team should accomplish the following:

a.
Determine which control account contains the trace item by reviewing the CWBS and CWBS dictionary. Ensure that the CWBS and CWBS dictionary adequately define the contractual effort to be accomplished within this control account.  Annotate the CWBS and CWBS dictionary pages to indicate the contract line item and end item elements that relate to this control account. (GL 1)

b.
Review the RAM to locate the control account that contains the trace item. Ensure that this control account is assigned to a responsible organization element that is consistent with the effort to be accomplished.  Annotate the RAM to indicate that the control account was developed at the intersection of the CWBS to the organizational structure and that the CWBS was extended down to the control account level. (GL 2, 4, 5)

c.
Review the work authorization documents for the control account that contain the trace item.  Verify that the organization assigned in the RAM, is the responsible organization in the work authorization documents.  Ensure that the work authorization documents are approved and signed by the responsible functional managers designated in the RAM.  Ensure that the work authorization and CWBS definitions of the effort to be accomplished within the control account are consistent.  Provide the control account work authorization documents as exhibits. (GL 3, 22, 26, 27)

d.
Select sample from Statement of Work (SOW) and verify its inclusion in the WBS dictionary and vice versa. (GL 1)

Schedule

For the selected work packages or activities associated with Scheduling, the team should accomplish the following:

a.
Review control account/work package schedules.  Ensure that the scheduled dates on the authorization document for the control account are the same as the dates on the detailed plans. (GL 6)

b.
Confirm that the schedule contains all contractual activities.  (GL 6, 7)

c.
Accomplish a vertical schedule trace which shows the flow from these schedules through the intermediate schedules to the master schedules. (GL 6)

d.
Accomplish a horizontal trace which shows that the appropriate control accounts and work packages are logically linked (use network schedules if available). (GL 6)

e.
If appropriate, confirm the identification of work progress and forecast of completion dates.  Check that the CAM’s status (as shown on the status turn-around document) has been reflected on the revised schedule. (GL 7, 23)

Budgeting

For the selected work packages or activities associated with Budgeting, the team should accomplish the following:

a.
Review the Control Account Planning sheets for the control account that contains the items.  Confirm that these plans reflect the way in which work is to be done, that there is an appropriate number of work packages verses planning packages, and that the planning packages are neither too general nor too large in scope, value, and duration. (GL 8, 10)

b. Review control account documentation and internal reports as they pertain to the trace items.  Ensure that the sum of the planning package budgets plus the work package budgets equals the control-account budget.  Ensure that the planning packages have their own budget values and that there are adequate procedures for converting a planning package into a work package.  (GL 9, 10, 11)

c.
Review control account planning sheets and other performance measurement reports for the control account that contains the trace item.  Determine how BCWS was time-phased and established.  Determine if these budgets were established in a manner which is consistent with the method used for material accounting (if applicable).  (GL 8)

d.
Review the budget information in the Work Authorization documents, the RAM, and the internal performance measurement reports to ensure that they are reconcilable. Then check that the amounts on internal Cost Performance Report are consistent with the external report being forwarded to the Government.

e.
Select a sample of control account plans and ensure that budget is broken down by significant cost elements (labor, material, ODC etc) as appropriate. (GL 9)

f.
Review LOE content of control account budgets to ensure it is only applied where appropriate.  If possible obtain a summary of LOE accounts from the supplier. (GL 12)

g.
Obtain MR and UB logs and trace from entry in logs to location of transfer.  Also reconcile with CPR amounts. (GL 14)

Managerial Analysis

a. Ensure that earned value is being claimed in the same manner in which it was planned.  For example, if an earned value technique of 0-100% is used, there should be no interim BCWP claimed. (GL 16, 22)

b. Ensure that any EAC reported reflects information to date.  Check that cumulative variances are either explained and a corrective action plan is in place or the variance is reflected in the EAC. (GL 27)

c. Check EAC amounts for completed control accounts or work packages and ensure that the ACWP does not exceed the EAC (should be equal). (GL 27)

d. Review variance analysis reports to ensure the following (GL23, 26):

· Reasons are adequately explained (i.e. it does not simply say that there was a variance)

· Impact is identified, how it affects other control accounts and whether it affects the program overall

· Corrective action or recovery plan is identified and implemented

· Analysis is approved at a higher level than it is prepared

Change Incorporation

a. Review change request documents to ensure that traceability exists between the control account(s), change requests, MR, UB as appropriate (including current budget trace to original budget).  (GL 14, 28, 29, 32)

b. Approval dates on change request documentation should be in advance of the period of the proposed change.  This needs to be in accordance with whatever the system description says about “freeze periods” for changes.  Review the number of changes in the current period (GL 28, 30)

c. Check to see the cycle time to incorporate changes into control account plans from submittal, approval to incorporation. (GL 28)

Material Management

a. Select a material item for each type of material and trace its flow through the procurement cycle.  This should include the bill of materials, purchase orders, billing, issuing from inventory types of documentation.  Ensure that material items are being tracked from control account authorization to completion. (GL 9, 21)

b. Review how budgets including scrap and attrition values were established.  Check to see that BCWP is being claimed in the same manner in which it was planned. (GL 9)

c. Review how the material budgets are time-phased to ensure it is consistent with the requirements of the system description and how the work is being performed.  (GL 10)

d. Review internal reports that identify initial material quantities and then review documents provided to CAM to assess actual usage etc.  Check variance analysis reports to determine whether price and usage variances are separated for managerial analysis. (GL 22, 23)

e. If applicable, locate the trace item in the bill of material (BOM) and/or purchase order.  Check for consistency and determine how total budget values were established.  (GL 9)

f. Establish the value of the material and how much is being claimed as LOE.  Generally only low-value material should be claimed as LOE. (GL 12)

g. Ensure that commitment values for material and actual material costs are incorporated into the EAC in a timely manner. (GL 27)

Subcontract Management
a. Ensure that the responsibility for subcontract management is identified. (GL 2)

b. BCWS should be based upon identifiable milestones where possible and the use of LOE is minimized.  Check to see how the subcontracted effort is planned and what earned value technique at attributed to measure performance. (GL 9, 10, 12)

c. Ensure subcontractor schedules are vertically and horizontally integrated with prime’s schedules. (GL 6, 23)

d. Check the process for tracking material issued from the prime to the subcontractor for work.  (GL 9, 10)

e. Check for proper incorporation of subcontractor’s data into the prime’s system. (GL 16, 22)

f. Verify the subcontractor’s baseline and ensure that contract changes are incorporated in a timely manner.  (GL 23)

g. Ensure that EAC includes subcontractor updates for actual costs, material values etc. (GL 27)

