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EAC/ETC Process

• NOA process conforms to the general EAC/ETC 
process described in FRA Project Management 
Procedure 12.PM-006, Section 4.5

• Examined during our EVMS certification review last 
month

• Implemented by processing approved ETC changes in 
the NOA forecast schedule (in Open Plan) and 
subsequent integration of that forecast schedule into the 
NOA program (in Cobra) as part of our monthly 
progress reporting cycle.

• Educated the NOA CAMS about the general guidelines 
for submitting proposed ETC changes.
(see presentation in Nova-doc-3761)
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EAC/ETC Process

• EAC = ACWP + ETC
– ETC is a forecast. There are multiple ways to 

forecast using Open Plan/Cobra  
• “Statistical” ETC = PF * (BAC - BCWP)
• “Manual” ETC based on re-estimate (if any) of remaining 

work quantities/M&S direct costs 
• Until March 09 we used the default “statistical” method in 

Cobra, calculated at the chargeable task code (CTC) level,  
to determine our reported EAC.  This method assumed a 
performance factor (PF) of 1.

• Beginning in March 09, we switched to a manual method, 
calculated at the work package level, based on specifying 
remaining quantities/costs on each lowest-level activity.

Act. Cost of Work Perf.Est. At Comp.

Budgeted Cost of Work Remaining

Est. To Comp.
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EAC/ETC Process

• The statistical method takes into account forecast date changes due 
to updated activity progress information and allows a rescaling of 
BCWR via a performance factor to arrive at revised ETC. (1/CPI is a 
common choice for PF.)
– Discovered that the statistical method has an undesirable “feature”

when applied to LOE tasks that actually began earlier than scheduled.

• The manual method takes into account forecast date changes due 
to updated activity progress information and allows for independent 
adjustments to resource assignments on unstarted tasks and 
remaining quantities of in-progress tasks.

• Note: This EAC/ETC process is separate from a Baseline Change. 
Neither forecast method involves a change to the Performance 
Measurement Baseline (PMB), or the Budget-At-Completion (BAC).  
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EAC/ETC Process

• Besides choosing the forecast method, one also must 
choose the dates on which to base the forecast.
– We use “Early Dates” calculated at the work package level
– Early Dates are re-calculated by Open Plan each month after 

we enter updated progress information obtained from CAMs.
– Note: since the forecast is based on resource assignments 

spread over re-calculated Early Dates that can differ from the 
Performance Measurement Baseline Dates, the ETC may 
change month-to-month even if remaining quantities do not 
change, due to tasks moving across a fiscal year boundary.

Baseline Dates

FY Boundary

Early Dates
EAC=BAC
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EAC/ETC Process

• After switching in March 09 to the manual forecast as our 
default method for calculating ETC, we revisited Jan-Feb 
09 CPRs as well and recalculated EAC/ETC using this 
method. A comparison of the two forecast methods is 
shown in the following table.

• Major source of the difference in the forecasts arises 
from LOE tasks that actually began early and hence 
acquired ACWP but no BCWP, leading to a larger 
forecast EAC.
(LOE  BCWP=BCWS, no matter what.  If not yet at baseline start date, then BCWS=BCWP=0 
so EAC=ACWP + BAC.)

(942)209,504 210,447 Mar-09

(649)208,844 209,493 Feb-09

(388)209,303 209,691 Jan-09

Change in EAC ($K)
(Manual-Statistical)

Manual 
EAC ($K)

Statistical 
EAC ($K)Month
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EAC/ETC Process Summary
• EAC/ETC changes are not changes to the Baseline.  They are changes to 

the Forecast.
• Straightforward guidelines have been defined for submitting and approving 

changes to resource assignments that impact the EAC/ETC (see Nova-Doc 
3758 and backup slides 9-10)

• CAMs evaluate estimates-to-complete on a regular basis and discuss them 
with the Project Manager and others, as needed.

• When substantive changes to the ETC appear on the horizon, and after 
discussions with the PM, CAMs submit the necessary ETC changes to the 
PM for approval and for incorporation into Open Plan and Cobra by Project 
Office personnel.

• In addition to changes in resource assignments that affect the ETC, we use 
this change process to incorporate and document
– Major schedule changes outside the usual ones that occur monthly thru 

progress reporting
– Significant labor rate or indirect rate adjustments
– Changes to bottoms-up contingency estimate percentages*

• We log the ETC changes (see Nova-Doc 3759 and backup slide 11)*
• We update Basis-of-Estimate documentation related to the changes.

*We need to catch up on collecting and updating the docdb with recent changes



Additional Slides
and an Example
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General Guidelines

 If the CAM believes that the current ETC for their control account is not 
realistic, they will discuss this with the Project Manager, either in person, by 
phone, or via email.

 If the Project Manager believes the case for a revised ETC is sufficiently 
real, he will ask the CAM to document the ETC by email to the Project 
Manager, giving all the information necessary to make the changes in the 
schedule.

 The Project Manager will forward the email to the Project Scheduler, 
indicating approval to update the ETC for this part of the project.

 The Project Manager will retain the pertinent information for each approved 
ETC update in an Excel spreadsheet log (Nova-doc 3759).

 The Project Scheduler will follow the already established Open Plan 
process for inputting this information into the project schedule, and 
subsequent transfer to Cobra for processing and ultimately updating of the 
EAC.

In Nova Doc 3758
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Candidates for ETC Changes

 Substantial changes in anticipated labor hours for future work, 
based on past performance of similar work ( e.g. EAC001)

 Improved knowledge of future M&S costs that differ substantially 
from budgeted costs

 Substantive future rate changes (direct and/or indirect/overhead).
 For simplicity, our preference is to adjust ETC on unstarted

tasks/work packages, not in-progress ones; so please be proactive
on identifying candidates.

 Some ETC changes may eventually lead to/be incorporated as 
baseline changes.

 Not generally applied to scope changes.  Those require baseline 
changes.

 Changes to bottoms-up contingency percentage estimates, while not 
affecting the EAC/ETC directly, can impact the project thru the year-
by-year comparison to the funding profile, so we would like to track 
such changes through this EAC/ETC process as well. (e.g. EAC002)
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ETC Log Snapshot
DocDB 3759
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DocDB Repository
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Approval - project manager
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“Before EAC001” snapshot

Assign EAC001  
number and enter on 
appropriate tasks

Filter on tasks with 
desired EAC number 
and rollup their totals
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“After  EAC001” snapshot
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“After  EAC001” snapshot
Entered revised 
resource levels (hrs) 
and recalculate costs 
to get estimate.

VAC = BAC-EAC 

Resource changes are 
automatically  
incorporated into 
subsequent  forecasts 
and reflected in the 
“official” EACs from 
COBRA

 EAC = 100,838 – 7,252 = 93,586
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E-mail confirming changes


