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Learning Objectives
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Understand the 
forecasting options 
available in Deltek Cobra

Understand the 
importance of accurate 
forecasting

Understand some 
advanced forecasting 
scenarios
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Agenda

• Overview of Forecasting in Cobra
• Forecasting Case Studies
• Forecast Update Methods
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Why the Focus on Forecasting?

• Accurate forecasting is one of the more challenging issues that a project 
team will have to tackle through the life of any project or program

• Forecasting at completion costs (actuals to date + remaining forecast) for 
the project provides valuable insight to both the organization and 
customers, if done correctly

• Disciplined project management processes and tools facilitate the 
process of evaluating current projections, pricing new forecasts, and 
reporting the data internally and externally

• What drives forecast changes
• Rate changes – both indirect and direct
• Changes to the project timeline
• Funding changes
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Forecasting Overview

• Cobra has a powerful forecasting capabilities that can be easily 
scaled depending on the project requirements

• An unlimited number of time-phased forecasts can be created, 
including:
• Optimistic, pessimistic and most-likely forecasts for client reporting
• Calculated forecast methods that use project status and past 

performance (such as CPI)
• Multiple forecasts based on the effects of future rate changes

• Forecasts are maintained in cost classes, so they don’t conflict 
with Budget/Earned/Actuals 
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Forecast Options
Forecasting allows the CAM to estimate final cost of project (EAC)

EAC = Actual Costs + Estimates to Complete (ETC)

2 TYPES of forecasts in Cobra:

 Manual – Bottoms up estimate of TO GO 
effort; info can be manually entered or loaded 
from schedule

 Statistical / Calculated – calculates future cost 
based on formula that includes pas 
performance

ETC = BAC – EV (then PF based on 
past performance is applied)

KNOWN ESTIMATES OF COSTS 
YET TO BE DETERMINEDFinal Cost

Of Project

The KINDS of forecasts you will typically need in Cobra:

 Customer forecast (retain EAC)

 Statistical forecast

 Support of further analysis based on different rates or date 
sets

Forecasting
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Typical Forecast Scenario

• One of the more common forecasting scenarios that 
we see:
• CAM is updating the forecast from the bottom up for their 

assigned Control Accounts
• This may be in a resource loaded schedule, through a tool 

like PM Compass, or using excel files
• Timeframe for updates varies from weekly, monthly, or 

quarterly
• Those manual updates are compared to statistical forecasts 

to provide a validity check or frame of reference
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Let’s look at how this is supported by the tools…
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Cost Classes

• Classes are different buckets of 
money that fall into 4 major types: 
budgets, earned value, actuals, 
and forecasts

• Additional forecast classes can be 
defined to track different types of 
information

• For each class, you define different 
characteristics such as the 
calendar (controls time periods), 
rates, level of detail, etc.
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Forecast Methods

• For forecast classes, some of the available options include:
• Level - Can be entered/calculated at either the CA or WP level. However, you cannot 

generate forecasts for WPs if you have entered actual costs for the forecast at the CA 
level. 

• Define an alternate rate file, making it possible to consider forecasts using a range of 
“what-if” scenarios. 

• Define forecast cost classes using multiple forecast dates. This feature allows you to 
define one forecast based on early dates, another based on late dates, and still 
another based on default dates. 

• Choose which budget and actual cost classes should be considered when calculating 
performance factors and generating forecasts.

• Forecast methodology
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Calculating Forecast

• During project execution, forecast classes are updated by running “Calculate 
Forecast” or “Freeze Forecast” on the Processes tab

• Calculate forecast will remove any forecast up to and including the status date as 
well as calculate the remaining forecast by resource assignment based on the 
selected method

• Freeze Forecast takes a snap shot of the selected cost set and copies it to the 
frozen class
• Commonly used to copy the EAC cost set to a frozen class
• Allows you to compare the current EAC to a prior period EAC
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Cost Sets

• Forecast classes 
can be combined 
with actual cost 
classes to 
determine at 
completion costs 
for reporting 
purposes
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Compare multiple 
cost sets to 
determine if bottoms 
up EAC is within 
tolerance of 
statistically calculated 
cost sets
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Case Study 1

• Indirect rates are expected to change in the 
new fiscal year but prior to official approval, 
the baseline cannot be changed. The 
contractor would like to communicate the 
potential impact to the EAC prior to change 
becoming official.
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Forecasting Rate Changes

• Changes to indirect rates can be forecasted 
using alternate cost classes associated with 
new rate files:

1. Create the new rate file as a copy of the prior rate 
and change the indirect rate sets as necessary

2. Create a new forecast cost class and the 
associated cost set(s) (rate variations will be easier 
to see with a manual forecast class)

3. Assign the new rate file to the new class
4. Reclass the current forecast into the new class and 

recalc to allow the new rates to take effect
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Added New 2016 
G&A Rate
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Case Study 2

• Due to a personnel rate changes, the current 
EAC is over the contract value. The 
contractor has been asked to look for cost 
saving measures so a reduction in travel 
expenses is being explored.
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Top Down Planning

• Allows users to create “what-if” scenarios based on 
proposal requirements
• Specific budget for a FY
• Specific budget for a WBS like Project Management

• Tool adjusts budgeted costs for any aspect of the 
project
• Can be limited to specific CAs, WPs, or Resource 

Assignments
• Adjusts hours to meet a designated dollar amount

• Remember:
• Create backups before running the tool, changes can be 

undone
• Flow of information from the scheduling tool to Cobra is one-

way, changes resulting from Top Down Planning can’t be 
“imported” back into the schedule
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Top Down Planning Wizard

• In this example, the 
overall forecast for 
Domestic Travel is $165k

• Change the criteria to 
Control Account and/or 
WBS and select the 
appropriate criteria

• Users can also change 
the date range but we will 
leave the default option 
(the remaining periods in 
the project) for this 
example
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Top Down Planning Wizard
(cont.)
• Select the Forecast cost class as the class you want to include in 

Top Down Planning
• Users are limited to Forecast or Budget class types
• Select all of the results that can be adjust to meet the target 

amount
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Top Down Planning Wizard
(cont.)

• Use the Calculation page 
to determine how new 
totals should be 
calculated
• In this example we will 

reduce the Domestic Travel 
forecast by 40% which can 
be achieved using any of 
the options shown
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Case Study 3

• Your organization is trying to assess the 
future resource needs on a large contract so 
they can make more informed decisions 
regarding hiring needs.
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Resource Forecasting

• RBS
• Labor

• Project Management
• Level 1 PM
• Level 2 PM
• Level 3 PM
• Administrator

• Systems Engineering
• Non-Labor

• Travel
• Materials
• ODCs

• RBS
• Labor

• Project Management
• JOSEPH
• ANNA

• Systems Engineering
• Non-Labor

• Travel
• Airfare
• Meals

• Materials
• ODCs

• Cobra allows for flexibility in resource naming through the 
creation of the Resource Breakdown Structure
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Forecasting – Resource Estimates 
and Planning
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Forecasted Resource Curve

0001 Operations Planning
Specialist
0002 Procurement
Specialist
0003 Program Financial
Analyst
0004 Logistics Analyst

0005 Program Manager

0006 IT Manager

0007 Contracts Manager

0008 Applications Specialist
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Forecast Integration Options - Direct 
Schedule Integration
• Resource loaded MS Project Server, Primavera, and Open Plan 

schedules allow for direct integration of baseline, forecast, and 
status information with Cobra 

• No export files are necessary 
• Initial setup required to establish the database connection for 

Project and Primavera
• The integration wizard prompts you to select how the schedule 

links to the project’s key fields and which forecast class will be 
used

Pros
• Ensures cost / schedule integration
• No additional export required
• Bottoms up estimate at the activity level
• Time-phasing is easier to control in the 

schedule and replicate in Cobra

Cons
• Fluctuations in month to month statusing

are reflected in the ETC
• Changes to the forecast have to be 

filtered through the scheduler
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Forecast Integration Options -
CSV/XML File 

• Commonly used to integrate baseline, forecast, and 
status information from a resource loaded MS Project 
schedule

• If using CSV files you can create Activity & Resource 
Assignment files or a single combined file

• Schedule fields are mapped to Cobra fields in the 
integration wizard

Pros
• Ensures cost/schedule integration
• Bottoms up estimate at the activity 

level

Cons
• Requires export
• Difficult to control the time-phasing 

that gets imported into Cobra
• XML files can be very large
• Changes to the forecast have to be 

filtered through the scheduler
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Forecast Integration Options -
Resource Assignment Import / Export

• Good option for updating forecast if a resource loaded 
schedule is not available

• Existing forecast can be exported, modified in the 
excel file, and imported back into Cobra

• You can change the hours/dollars for the assignment, 
the way the resource is spread within the WP dates, or 
add new assignments

Pros
• Assignments are made at the Work 

Package level
• Formatted for reimport
• CAMs can make changes directly in the 

excel file

Cons
• Assignments are made at the Work 

Package level
• Requires export
• Cannot change time-phasing outside of 

the WP dates without changing WP dates
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Forecast Integration Options - PM 
Compass Workflow

• PM Compass uses workflow functionality to update forecast, via the project 
schedule or Cobra, depending on where timephased resources are maintained 

• The workflow steps are set up during an initial configuration which includes 
approval steps before finally pushing the change back to the scheduling tool or 
Cobra project

• Monthly forecast updates can be kicked off manually or automatically
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Forecast Integration Options - PM 
Compass Workflow

Pros
• Assignments are made at the Work 

Package level
• No formatting, importing, or 

exporting required – changes are 
pushed directly into the source 
system

• CAMs can make their changes 
directly in the system while still 
allowing for approval steps

Cons
• Requires forecast adjustments at a 

detailed level
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Key Takeaways

• Improved forecasting provides integrated management of 
program planning and execution which will enable 
accomplishment of technical scope within cost and schedule 
parameters; as well as reduce or eliminate cost overruns

• Regardless of which method you use, the goal is to provide 
objective analysis of forecasts which will provide visibility to 
Program Management and the Customer

• Enable Project Management to make proactive operational and 
administrative decisions based on forward looking reporting rather 
than making reactive decisions after an issue has occurred


