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Overview
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What is a resource loaded baseline?

How do you create a resource loaded baseline?

What is the baseline useful for?

What is earned value management?

How does earned value help you manage your project?



What is a Resource Loaded Baseline?

• Once the schedule is reviewed and approved, the schedule can then 
be resource loaded

• Resource loading is the process of developing a cost estimate for 
each activity through the assignment of all labor and non-labor 
resources and their respective quantities (i.e. hours for labor, dollars 
for services or purchases) required to complete the work

• Completing the resource-loading and review process results in a 
time-phased cost estimate for the project

• It is a detailed explanation of how you plan to do the work, when the 
activities will occur, and how much funding you need to execute



How to Create a Resource Loaded Baseline
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1. Determine if the required resources are available when needed to complete 
the work

2. Make assignment changes as necessary

3. Estimate the total costs per activity

4. Total all of the activity costs to get a project estimate

5. If the resulting cost estimate exceeds the projected budget, the program will 
determine if the technical design should be modified or if there are different 
ways to perform the work, reduce the scope, or postpone work until 
additional budget is awarded

6. Once reviewed and approved, the schedule and associated time-phased 
cost estimate are baselined



Using the Baseline:  Tracking Performance
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• Once the resource loaded baseline has been 
approved it is locked into place

• The baseline provides the plan to track progress 
against

• Earned value management is a tool that uses the 
baseline to provide an analysis of cost and schedule 
performance data



Overview of Earned Value

• Earned Value Management integrates cost, schedule, 
and technical (scope)

• Performance is measured based on the physical work 
accomplished

• Earned Value is expressed in terms of the budget 
assigned to that scope of work



Why is Earned Value Useful?

EVM tells me:

• Whether I’m on budget

• Whether I’m on schedule

• If I’m over costed, what is causing cost increases

• If my schedule is slipping, what is causing the slippage



What are the Steps of Earned Value?

1. Define the budgeted cost of work scheduled

2. Determine the earned value or % of budgeted cost of work performed

3. Track actual costs

4. Prepare metrics and performance management indices

5. Look for early warnings and trending

6. Prepare Estimates at Completion

7. Monitor the integrated cost and schedule baseline

8. Perform change control



EVM Graph
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Monitoring Variance
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Schedule Performance
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Schedule Performance Analysis
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• Potential Causes of Unfavorable (-) Schedule Variance:

• Regulatory delays
• Scope creep
• Worker shortage
• Late delivery of product or service from supplier
• Rework

• Potential Causes of Favorable (+) Schedule Variance:

• Work Efficiencies
• Work less complicated than planned
• Early delivery of product or service from supplier



Cost Performance
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Cost Performance Analysis
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• Potential Causes of Unfavorable (-) Cost Variance:

• Work more complicated than planned
• Labor rate increases
• Rework

• Potential Causes of Favorable (+) Cost Variance:

• Delays in sub-contractor billing
• Work Efficiencies
• Work less complicated than planned
• Labor rate decreases/ new resources



Project Controls: How to Maintain the Baseline
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• Status Meetings

• Monthly Managers’ Reports

• Quarterly Reviews

• Annual Work Plans

• Approved Baseline Changes
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Conclusion
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• The Resource Loaded Baseline provides a detailed, time phased 
project estimate

• It provides the foundation for earned value analysis

• Earned Value:

• Gives a big picture of the project status and an objective 
evaluation of its health

• Provides early warning signals that can help you avert project 
disasters before they get uncontrollable 

• It allows time to recover from an issue 

• It allows timely request for additional funds
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