MS Project Training 

with an introduction to Modern Project Management
A 4-part, 16 hour hands-on training program for
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Presented by Impact Washington
2010 Robert F. Jordan, P.E.
TWO DOZEN PROJECT MANAGEMENT

AND SCHEDULING NUGGETS
1. A Project is a temporary endeavor undertaken to create a unique product or service.

2. Project Management is the application of knowledge, skills, tools, and techniques to project activities in order to meet or exceed stakeholder needs and expectations from a project.

3. Projects are temporary (they have a definite beginning and a definite end), even big projects, relative to the life of a company. Projects borrow people, either part time or full time, from within an organization.

4. Projects can create friction within a company because the teams that are formed are often “matrix” managed (a science within itself) and are not a part of the company’s regular production products. (ref. Jordan’s Paradox, item 22)  Other friction-causing items include NIH syndrome, empire building, me-first attitudes and closed minds. The successful project manager must be able to exude a positive attitude and be a problem solver, while being open-minded to the input of the team. Foster an atmosphere of encouragement and accountability. Help the team to win.
5. Historically, project managers divide their time as follows: 15% Scheduling, 15% Cost Engineering – Budgetary issues, 70% People Management, People Skills, Conflict Resolution, Negotiation, Team Building.  (The technical side of a project is not the time consumer for the project manager – the time consuming side of his responsibilities is the people skill side.)
6. The project “client” is the one paying the bills, and has final say in the project plan. For internally funded projects, senior management is the client.

7. For visual aid, planning, resource loading, and decision making, we will use the Gantt chart method, with one consistent style, for all development projects. We will not use the Pert chart method.

· Henry Gantt, a WWI Allied War effort planner, invented Gantt Charts.

· Pert Chart (Program Evaluation and Review Technique) was invented by the Rand Corporation in the 1950s for the Polaris Missile Project – and is used for high risk, high uncertainty projects like medical or space programs, and is a subset of the critical path method.

8. To keep the technical side of the project in line, to ensure accountability and project discipline, and to give us the best opportunity to succeed, we will use the SMART meeting technique (SPACER, Metrics, Action –based on metrics-, RAIL, Tools).

9. Regardless of the number of development projects in work, we will us one common resource pool for all projects, and it will be called “Pool.”

10. Project Gantt Charts are to be used as a tool to make decisions.  They are not to be used as a pretty graphic to show management at a monthly meeting.

11. Schedules help you to think, to plan, to change course as needed.  They change as the project progresses.  No one has a crystal ball, we make our best estimate, then make decisions as the project progresses.  Changing a schedule after the project is underway is not a sin.  Not meeting a scheduled task completion date and not warning anyone before hand is a cardinal sin!

12. Resist any and all changes to task start dates.  Use people skills, look for alternatives, be creative, but hold the line!  Hold people accountable to what they said they would do.  This is your best opportunity to finish on time and in budget. (Note: Changes come, but don’t give in without “working it.”)

13. All stakeholders must understand the Constraint Triangle.  The three sides of the triangle are (1) Resource Constraints ($, manpower, equipment), (2) Schedule Constraints (clock time and dates), and (3) Product Constraints (scope of the project).  Never assume all three parts of the triangle can be constrained!  At least one has to be flexible. (Advanced Technique: 3-Point Estimating.)

14. Wrong Way Planning: 

· Find out what the budget is.

· Add 50% to provide negotiating room

· Let management cut it by 30%

· Use 90% of the budget to do 50% of the work

· Justify the overrun as a scope change

· Repeat as necessary

15. Right Way Planning: WIN Method (“What Is Needed?”) See Page 8
16. All tasks should be phrased in terms of “clear deliverables” and there must only be ONE deliverable per individual task.

17. Only individual tasks are to be resource loaded and linked. Summary tasks are for visual aid and are not linked or resource loaded.

18. Individual tasks should not exceed 80 hours (two weeks), else it is to be broken down into smaller pieces.  This is very important!

19. For individual tasks, the percent-completion must only be quantified in terms of 0%, 25%, 50%, and 100%.  The summary tasks will automatically calculate a percent completion based on its individual tasks.

20. Project schedules are NOT complete until they are resource loaded.  Non-loaded schedules assume infinite resources (which is not reality, and project leaders deal in reality).

21. Project managers must earn the trust of their team.  They must not discourage “bad news” but must seek to eliminate “negative attitudes.”

22. Jordan’s Paradox of Organizational Antagonism
Organizations with established product lines think “systems, procedures, routine” and start-up organizations think “freewheeling, variety, experiments.” One says “we pay the bills and you cost us a lot of money” and the other says “with no new products our company will not survive.” Each should appreciate and respect the other or the antagonism will give the competition an advantage!

23. Project managers must understand the difference between research, development, and production:

· Research: Often involves fundamental physics and can lead to patentable technologies.  Usually performed at Universities, National Labs, Government Agencies (NASA, NOAA, etc.). Very hard to predict when results will be obtained. Good application for the Pert Chart.

· Development: Taking the results of research and applying it to tangible products.  Usually performed in industry by manufacturing companies and corporations and resulting in commercial benefit and patentable products. Can be hard to predict when results will be obtained. Good application for the Gantt Chart.
· Production: The ongoing manufacturing of a product that has completed the development cycle and is ready for routine, predictable manufacturing per established processes and standards.  Does not require MS Project, but rather routing, process specifications, drawings, documentation, vendors, and suppliers all organized to produce the same product over and over again.

24. The department manager should organize a matrix of responsibilities for the Leadership Team: department manager (organizational leader), program manager (business leader), and project engineer (technical leader).  One guy may fulfill all roles, too! [Brainstorm other tasks to add to your own list.]
	
	Task
	Primary

Responsibility
	Backup

Responsibility

	1
	Maintain Contract file
	PM
	DM

	2
	Internal kick-off meeting
	PE
	PM/DM

	3
	Create One-Page Scope Statement
	DM
	PM/PE

	4
	Create Work Breakdown Structure (WBS)
	PM
	DM/PE

	5
	Management reporting 
	DM
	PM

	6
	Monthly management presentations
	PM
	DM

	7
	Financial updates
	PE
	DM

	8
	Specification, establishment thereof 
	PE/DM
	PM

	9
	Produce project schedule
	PE
	DM/PM

	10
	Maintain project schedule
	DM
	PE


Leadership Team Cardinal Rules

· Play for the team and edify one another.

· Challenges take place behind closed doors.

· Disseminate internal or external information to the others as fast as possible.

No changes, in SOW, Schedule, Contract, etc., without project leadership consensus.

· SCHEDULING WITH MS PROJECT
1. Open a new project using a template so that we are using common Headers, Footers, Legend, Bar Styles, Time Scales.

2. Open the resource pool “schedule”

3. Enter Tasks (As Deliverables)

4. Insert Summary Tasks and promote Tasks

5. Link Tasks (the right way!)

6. Enter Task Durations

7. Enter Milestones when Summary Tasks or other important tasks (e.g. Design Review) are Complete

8. Examine the Critical Path

9. Use the “Finger” Button

10. Reports

11. “Don’ts”

· Automatic Level Loading

· Over-constrain
· Scheduling “Finish Date” in Project Set-Up & think “left to right” regardless of finish date.

· Not Updating Weekly

· Put resources in an individual schedule (except the Pool schedule).

· Baseline too soon (or ignore baseline)

Advanced Features (not covered today): Calendars, Macros, Views, More Reports, Filters, Custom Tool Bars, Exporting Views and Data to Other Applications (e.g. Excel, Word, PowerPoint…), Email Updates

TWENTY HANDS-ON

MS PROJECT LESSONS
Lesson 1 Getting Started

· Selecting a Project Start Date

· Start Date versus End Date Scheduling 

· Duration Defined

· Elapsed Duration

· The Time Scale

Lesson 2 Outlining a Project

· Summary Tasks and Detail Tasks 

· Milestones

· Properties of Summary Tasks 

· Outline Levels 

· WBS Numbers and Outline Numbers

Lesson 3 Linking Tasks

· Four Types of Links

· Linking with the Icons; Linking Graphically 

· Linking with the Predecessors Column 

Lesson 4 Lags and Date Constraints
· Lags: Positive, Negative, and Percentage 

· Combining Lags with SS and FF Link Types 

· Constraints

Lesson 5 Working with Project Tasks

· Recurring Tasks

· Adding a Note to a Task 

· Wording Tasks in Terms of Deliverables 

· How Logic Flows Through an Unconstrained Schedule 

Lesson 6 The Critical Path

· Understanding The Critical Path

· Showing the Critical Path 

Lesson 7 Customizing Fields

· Changing Field Names

Lesson 8 Other Views and Display Options

· Splitting the Screen, and Managing the Two Split Halves

· The "Arrange All" Function -- For Managing Multiple Open Projects

Lesson 9 Formatting for Printing

· What Columns Will Appear in Print

· Gantt Bar Appearances - the Bar Styles Dialogue Box 

· Adding and Removing Text and Dates from Gantt Bars and Milestones 

· Link Appearances -- Suppressing Links in Large Schedules 

· The Scaling Option - Get More Space with the Percent Scaling Tool 

· Headers and Footers

Lesson 10 The Resource Sheet

· Entering and Naming Resources

· Maximum Availability -- What it Means 

· Showing Availability as a Percentage or Decimal 

· Resource Rates and Costs

Lesson 11 Assigning Single Resources to Tasks

· Many Ways to Assign Resources 

· Adding a Resource at Less than its Maximum Availability 

Lesson 12 Assigning Multiple Resources to Tasks

· Creating a Schedule for Each Task Type, With and Without "Effort Driven" 

Lesson 13 Managing Resource Workloads

· Viewing Resource Workloads and Task Assignments 

· The Resource Graph 

Lesson 14 Resource Leveling

· Definition and Overview of Leveling

Lesson 15 The Baseline

· Definition and Use of a Baseline

Lesson 16 Tracking Progress with the Percent of Completion Method
· Using the Percentage Icons 

· Summary Tasks Build Averages as Individual Tasks are Tracked 

Lesson 17 Updating Tools

· Using the "Update Tasks" Dialogue Box 

· Updating an Entire Project to a Status Date 

Lesson 18 Issues and Problems Arising With Tracking

· Partially Complete Tasks Preceding Other Partially Complete Tasks 

· Tasks Won't Move Once Started 

Lesson 19 Resource Pooling

· Overview of Resource Pooling 

· Setting Up a Resource Pool as a Separate Project File 

· Linking into the Pool with Tools-Resources-Share Resources Dialogue Box  
Lesson 20 Consolidating Projects
· Consolidating by Inserting Projects
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