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1.0 Introduction



This eBook is the first of two book that aim at showing how to use Microsoft Project for planning and executing projects. The first eBook goes directly to the heart of the matter: how to use MSP to prepare a project plan. We will cover all required activities up to preparing a plan for approval.


A) Microsoft Project 2013


This eBook assumes we will be working with the 2013 version of Microsoft Project 2013 or later versions. We will refer to Microsoft Project as MSP throughout this eBook.


Earlier versions, such as 2007 and 2010, have very similar features with minor changes in the menu layout. It should be simple to trace the items.


B) The Notation Used in this eBook


We shall follow this notation in the various examples and workouts:


a) File names to be used in a specific workout will be shown in bold and without their extensions. The workout will indicate if the document is an Excel workbook or an MSP plan or a template.


b) All menus and sub-menus names will be indicated in upper case. For example, "Select the menu item FILE / OPTIONS".


c) All buttons will be denoted in the upper case mode too. For example, "Click on the EDIT button".


In most cases, we will show images of the menus, sub-menus, dialog boxes and views.





2.0 This eBook’s Companion



A common practice is to plan a project, in detail, then get too involved in the execution phase to manage the execution and control data.


This eBook concentrates on planning a project, going through 141 workouts to highlight the various hidden facilities that Microsoft Project provides for planning.


A companion eBook has been written by the author that goes through the same level of detail and with a practical approach but one that covers tracking mechanisms using Microsoft Project. The eBook covers the tracking of actual schedules, actual costs and the analysis of earned value as made available in Microsoft Project.


The eBook is called “How to Track Schedules, Costs and Earned Value with Microsoft Project”.


It can be reviewed in the author’s website: www.marginalbooks.com.













3.0 Downloading the Supporting Files



This eBook is supported by a set of files included in the zipped file that is available for download from www.marginalbooks.com. To download the zipped file, Click Here. Check the last sentence in this book for the code to open the zipped file. On Unzipping the file, the files will go into the following 3 folders: 01. Workouts


02. Templates


03. Supporting Documents


04. The IT System Plans


1) Workouts: this folder contains the material needed for the workouts in this eBook.


2) Templates: some templates are included to save entry time in most of the workouts.


The naming of most Templates follows this convention: T stands for the number of tasks in the project and R for the number of resources. A single digit prefixes each of these. The file name is then followed by a text indicating whether the resources have been assigned or not.


xTyR: the generic form indicting x tasks and y resources


1T3R Not Assigned: a project with 1 task and 3 unassigned resources


3T2R Assigned: a project with 3 tasks and 2 assigned resources


3) Supporting Documents: various documents are included that cover lists, some training documents from Microsoft, etc.


referred to in the text are included in this folder. It also contains original Microsoft Visio and Mindjet MindManager documents used in the eBook.


4) The IT System Plans: this folder contains material for use when preparing the Case Project as well as their solutions.





4.0 A Global Example - An Apology



In most of the workshops I give on Project Management, Data Analysis and other subjects, invariably, someone would ask: "Is there a single global case that can group all what we've learnt in this workshop in one place?"


My apologies go to such persons. I would very much like to present a single project in MSP that can address all that we discuss in this eBook. However, two reasons stand in the way: a) Different techniques apply to different types of projects and it would be hard to find them in one case.


b) Trying different combinations of a specific facility might not apply in a single project.


c) Some of the facilities we will work with are mutually exclusive with others so they cannot be part of the same case project.


This eBook hopes to provide complete examples for every aspect that cover the facilities of tracking of costs and Earned Value Analysis. I hope that would be sufficient and that it would replace a single over-arching case project.





5.0 Ready your PC for MSP



MSP has a lot of common features with other Office Products. The following workouts cover some practices needed to manage the Interface of MSP and apply a few other aids.




	Workout 1: Customize the Quick Access Toolbar


Purpose: To customize the Quick Access Toolbar (QAT) which is found above or below the Ribbon of MSP. This will provide you with a quicker access to the functions that you frequently use.


There are 2 ways to customize the QAT. The first is simpler. Anytime you identify an icon in the ribbon that is of interest to you, simply right click on it and you will get the following drop down list. For example: suppose you wish to add the RESPECT LINKS in the TASK / TASKS group. Simply right click on I and select the first option: Add Group to Quick Access Toolbar: 


[image: Image]


The second procedure is more elaborate but has more facilities because there are many features in Microsoft Project that are not found on the Ribbon but are found in the ALL COMMANDS list (in step 2): 1) Right click on the ribbon (anywhere) and select CUSTOMIZE QUICK ACCESS TOOLBAR which is the second option shown in the above capture.


2) Select “ALL COMMANDS”. (You can also select MACROS or other options to narrow down your search).


[image: Image]


3) Now select the command you wish to see on the QUICK ACCESS TOOLBAR and move it to the right by clicking on the ADD button. (Use the UP/DOWN arrows to organize your work:


[image: Image]


4) Here are some commands we will be using frequently. It would be useful to include them in the QUICK ACCESS TOOLBAR (or QAT):


New Project


Save Project


Open


Close


Print Preview


Print Report


Undo


Redo


Project Information


Organizer


Zoom Entire Project


Gantt Chart


Task Usage


Task Information


Task Notes


Resource Sheet


Resource Usage


Resource Information


Resource Notes


Filter


Delete Row


Insert Row


Outdent Row


Indent Row


Show all Subtasks


Show Subtasks level 1


Show Subtasks level 2


Show Subtasks level 3


Split view


Insert Task


Insert Column


Text Styles


Gridlines


Display Change Highlighting


Hint: Use the document in the Supporting Documents folder: Project Customizations.exportedUI. This can be used to import the above fields as shown in the next step. However, if you have already customized your QAT, this will wipe out all icons already on it. (See next step for importing the customizations).


Export the Updated Toolbar Configuration


1) After updating your QAT items, click on the Import/Export button at the bottom left hand corner and select the EXPORT option:


[image: Image]


2) Navigate to where you wish to keep your backup configuration.


It is beneficial to backup the configuration file for these reasons:


a) In case of a system crash, you can import the customization without having to customize the QAT all over again.


b) In case you have installed MSP on more than one PC, you can copy the save customization file to the second PC and import it into its MSP.


Import an Already Backed up Configuration:


You can use a similar procedure to import an existing configuration file:


1) Click on the Import/Export button at the bottom left hand corner and select the IMPORT option.


2) Navigate to where the file in question was saved. In our case, you will need to navigate to the Supporting Documents folder in the downloaded files.


Adding Macros to the Quick Access Toolbar


There is a way to include Macros on the QUICK ACCESS TOOLBAR. This will be discussed in the Chapter on Macro, specifically in:


Workout 47: Place the Macro on the Quick Access Toolbar




	Workout 2: Access the Standard Views Quickly


Purpose: to review the 4 icons in the bottom right hand corner and the zooming device.


To access the Gantt Chart:


[image: Image]


To acess the Task Usage (Assignment of resources to specific Tasks):


[image: Image]


To access the Team Planner (that allows you to view and handle resource assignments):


[image: Image]


To access the Resource Sheet:


[image: Image]


The Zoom Slider on the extreme right allows you to expand the horizontal view or compress it. (This is also accessible by pressing the CONTROL key on your keyboard while scrolling using the Scroll Button on your mouse.




	Workout 3: Annoyance: Set the Type of Tasks to “Not Effort Driven”


Purpose: not all Microsoft’s default settings are intuitive. MSP is set to create new tasks that are effort driven. This causes problems when scheduling. We will deal with these problems in Chapter ‎27.0 when we discuss the Work Formula.


The reason behind these scheduling problems due to the dual nature or types of tasks. By default, a task will have the type “Effort Driven”. These are tasks that are defined by a fixed number of work hours (or days) to complete. They usually have the same type of resources. Effort Driven also means: the more resources are assigned to a Task, the sooner it will finish. So if one carpenter can finish a certain number of joints in 40 hours (5 days), then 2 carpenters can finish the same number in 20 hours (2.5 days).


Tasks can also be set to “Not Effort Driven”. Such tasks cannot be defined by fixing the hours needed to complete the work. Usually, the tasks will have mixed resources. An example is a task that requires 1 analyst (who works at 50% load per day), 2 programmers (who work full time) and 1 quality controller (the latter coming at the end of the task to test the product). Since we cannot define a fixed set of hours to complete the task, the task is not “effort driven”. The duration of Tasks that are Not Effort Driven is not sensitive to the addition of resources. Addition of resources simply causes the total work on the task to be larger. We might add another analyst as a peer reviewer of the design. This might not even change the duration. It will change the total number of work hours.


Where is the problem with Effort Driven Tasks? It is not a problem as such. It is mostly a case of project managers working with tasks that are not effort driven when MSP defaults new tasks to Effort Driven. This causes problems.


For the defaulted tasks (Effort Driven), as soon as you assign their resources and press OK, MSP will compute the total hours of work needed and will commit to it. If you then add new resources or even adjust the units of already assigned resources, MSP will stick to the total work hours it calculated on confirmation. It will therefore reduce the duration so that this work formula holds: Work (hours) = Resources (units) x Duration (hours)


Since the work is fixed, changing resources will result in a change in the duration.


Solutions:


a) Set Tasks to be Not Effort Driven (see below)


b) If you assigned resources on an Effort-Driven Task and wished to revise the assignment, delete all the resources and reassign them. (Make sure no completion % has been entered).


How to ensure MSP creates new Tasks that are Not Effort Driven:


1) Select the menu item FILE  OPTIONS  SCHEDULE


2) Look for the following set of Options:


[image: Image]


3) Set the default task type to Fixed Units.


4) Uncheck or clear the New tasks are effort driven box.


In Chapter ‎27.0 we will present the workings of the Work Formula. In that chapter, you will be able to find out when to use the Effort Driven option and how to decide which type to default a task (or tasks) to: fixed units, fixed duration or fixed work.




	Workout 4: Annoyance: Remove Timeline from the Opening View


Purpose: MSP is defaulted to show you the Gantt Chart with the Timeline on top as shown below. This is often not required by most planners. The purpose of this workout is to remove the Timeline view.


[image: Image]


The Timeline is not useful at the beginning of a project. You would need it when you are well into the scheduling stage. It is best to hide it so you can have more real estate for Tasks.


To configure MSP so that it opens directly with a Gantt Chart without the Timeline:


1) Create a new project. The project will have the Timeline by default.


2) Select the menu item FILE  OPTIONS  DISPLAY and change the Default View as shown below:


[image: Image]


MSP starts with Gantt with Timeline. Change it to start with Gantt Chart. From now on, all new projects will start with the Gantt Chart on its own.


How to view the Timeline? Simply right click in the time pane and you will get the following options:


[image: Image]




	Workout 5: Annoyance: Manual vs Auto Scheduling of Tasks


Purpose: In earlier versions, all tasks were created and if shown as dependent on other tasks, they would be automatically scheduled within the rest. The new feature allows you to select between manual scheduling and automatic scheduling. While this is good for beginners or project managers who are unsure of themselves, it is preferable to let MSP auto-schedule for you. It allows you to view any problem as soon as it happens.


If you choose automatic scheduling, MSP will behave like previous versions. If you choose manual scheduling, MSP will leave the task in “draft” form allowing you to enter whatever you need without disrupting the rest of the plan until you decide to let MSP schedule it for you.


It is preferable to let MSP do the scheduling for you. If you go to Manual scheduling and then change to auto scheduling, it would be difficult to know how MSP will behave.


A) Set the Global Option for Manual vs Auto Scheduling


Select the menu item FILE  OPTIONS  SCHEDULE and towards the middle of the long dialog box, select your option (Manual or Auto scheduling):


[image: Image]


Then, set the scope of this option to be for ALL new projects or for the current project:


[image: Image]


It is best to keep it set for Auto-scheduling for all projects.


B) Set the Option for Manual vs Auto Scheduling within a Specific Project


If MSP is set to Manual Scheduling, you can change that for specific projects or specific tasks. When entering a new task, you can set the option by clicking on the message in the bottom left hand corner: 


[image: Image]


As shown above, you can also change the entry in FILE  OPTIONS  SCHEDULE to make sure all new tasks are created in one or the other mode.


Alternatively, select this in the TASK / TASKS menu:


1) Select and click on one of the two items in the TASKS group


[image: Image]


2) Click on right hand MODE icon and change it so that new tasks are created as you have selected them to be:


[image: Image]


C) How to Change a Manually Scheduled Task to Auto-Scheduling?


In the following capture, 3 tasks are manually scheduled. You can click on the Task Mode icon and change the setting for specific tasks. Note that if the Task Mode column (field) is not shown, you can easily insert it from MSP’s standard columns: 


[image: Image]


Task 3 is automatically scheduled and that is why it has a Duration.


You can switch from one mode to the other in the Task Mode column:


[image: Image]


You can also select the tasks whose mode you wish to change.


1) Press the keyboard combination of Shift + Ctrl + A to change the selected tasks from Manually to Automatically scheduled.


2) Press the keyboard combination of Shift + Ctrl + M to change the selected tasks from Automatically to Manually scheduled.


D) The Difference between Manual and Auto Entries


Here are the differences at entry time between Manual and Auto-Scheduling:


[image: Image]


The source of this table is Microsoft’s Help File for MSP.





6.0 Plan your Project in 6 Stages



Just a reminder that in this eBook, we will restrict our discussion to the activities needed to plan a project. All activities you will need to control a project under execution will be presented in a companion eBook: “How to Track Schedules, Costs and Earned Value with Microsoft Project”.


This chapter will present a 6 stage process for planning projects with Microsoft Project. It will also act as a roadmap for this eBook showing which stages are to be discussed in which chapters.


Planning a project requires two major sets of activities. The first set and the set that concerns us, is the development of the project triangle:


[image: Image]


Once we define the 3 sides of the triangle using MSP, our planning task would almost be over. The second set of activities will complete the planning by preparing related planning requirements. These cannot be prepared using MSP and need to be written separately. However, some of their results may require you to go back to your project plan in MSP and update it.


Related planning issues are:


Communications plans


Change control procedures


Quality management


Managing third parties


Risk management


The project triangle covers three main requirements:


a) The Scope of the project which defines what is to be produced and the related activities/tasks needed to complete the deliverables


b) The schedule and


c) The budget of the project.


In this eBook, we will prepare our work when developing an MSP project plan, using 6 major stages (or sub-phases of planning or sets of activities). These will complete the project triangle: 


[image: Image]


Waterfall or Iterative development? The following is a schematic approach and should not imply that these stages are to be conducted serially or in sequence. In the industry, we call this a waterfall process. Most project plans are iteratively and incrementally developed. You may find yourself developing stages in parallel and often returning to earlier stages and starting the cycle all over again. In an eBook, we can only present them serially.


The following sections broadly state what will be required in each Stage. The remainder of this eBook will detail these activities with suitable workouts. Each of these sections will indicate which Chapters it will be detailed in.


Chapters ‎7.0 to ‎10.0 cover basic procedures needed to setup MSP for all your projects. The remain chapters cover the 6 stages shown above:


1) Set up the Project Information:


a) Define project information


b) Configure the MSP document

OEBPS/Images/image-16.jpeg
= = 5

Auto  Inspect Move Mode
Schedule - v~

Tasks





OEBPS/Images/image-18.jpeg
Task.
Mod¢v TaskName v  Duration v

A2 Task 1
2 Task 2
- Task 3 4days
A2 Task4





OEBPS/Images/image-19.jpeg





OEBPS/Images/image-6.jpeg





OEBPS/Images/image-8.jpeg
EE2E|





OEBPS/Images/image-11.jpeg
Project view

® Defoult view:

Gantt with Timeline

Date format:

Personalize you

ls:

ways use
Office Backgro
Office Theme:

Start up option{

[] Show the S

Bar Rollup.

Calendar

Descriptive Network Diagram
Detail Gantt

Gantt with Timeline
Leveling Gantt
Milestone Date Rollup
Milestone Rollup
Multiple Baselines Gantt
Network Diagram
Relationship Diagram
Resource Allocation
Resource Form






OEBPS/Images/image-13.jpeg
Scheduling options for this project: (@3 Projectt [ v]
New tasks created: — sm—]
Auto scheduled tasks scheduled on:
Duration i entered in:

Workis entered in:
Default task type: wm Units[+]






OEBPS/Images/image-15.jpeg
New Tasks
5 Auto Scheduled - Task dates are calculated by Microsoft Project.
A Manually Scheduled - Task dates are not automatically updated.






OEBPS/Images/image-21.jpeg
Budget





OEBPS/Images/image-3.jpeg
[ TeskInformation
" TaskNotes

I SetBaseline...

D RespectLinks .

[E= TaskUsage
3 Clear Baseline





OEBPS/Images/cover.jpeg
How to Plan Projects

with
Microsoft Project

marginalbooks.com

Akram Najjar





OEBPS/Images/image-17.jpeg
"-‘-.ﬂb

Task Summary Milestone

New Tasks Created

Auto Schedule
"B Newtasks are
| automatically scheduled.

| * Manually Schedule
New tasks are manually
scheduled.






OEBPS/Images/image-2.jpeg
@E Customize the Quick Access Toolbar.

Choose commands from:
[All Commands

)

B

Resource Views ‘_/
Respect Links

Restore Application

Restore Sheet Selection

Right

Risks

Roll Up Gantt Bar






OEBPS/Images/logo_xinxii.jpg
XinXii





OEBPS/Images/image-5.jpeg
EEEEe

v





OEBPS/Images/image-7.jpeg





OEBPS/Images/image-9.jpeg
Scheduling options for this project: 5 Projectl [~

New tasks created: Auto Scheduled [~
Auto scheduled tasks scheduled on:  Project Start Date[ v |

Duation is entered in: Days [~]

Work s entered i Hours [+]

Default task type: Fixed Units ||

[7] New tasks are effort driven ) s [¥] Tasks will always honor their constraint dates

[7] Autolink inserted or moved Show that scheduled tasks have estimated
tasks durations

New scheduled tasks have estimated durations

Splitin-progress tasks.

[¥] Update Manually Scheduled Keep task on nearest working day when
tasks when editing links changing to Automatically Scheduled mode






OEBPS/Images/image-12.jpeg
Gridlines
Bar Styles

Layout
Nonworking Time,

Progress Lines

Show/Hide Bar

Show Timeline!
Show Split






OEBPS/Images/image-14.jpeg
Schedule

Show scheduling messag
Show assignment units as a: |Decimal [

Scheduling options for this project: |G

@5 Projectl
G5 All New Projects

New tasks created:
Auto scheduled tasks scheduled on:





OEBPS/Images/image-4.jpeg
Customizations:
Import/Export v
T3 inport customzation ile

Export all customizations






OEBPS/Images/image-20.jpeg
[MANUALLY SCHEDULED

| AUTOMATICALLY SCHEDULED

Duration [can be number, date, ortext Only numbersrepreserting time
information, such as"14d" or length and units can be used, such
"fortnight". Not used by Projectto [as"14d" or "2months”
Help schedule the project.
Work [only numbers representing time _|Only numbers representing tme
length and units can be used, such _[length and units can be used, such
Jos "144" or "2months”. " 144" or "2months”
Resources, [can be assigned to tasks. Not used |Can be assigned to tasks. Used by,
by Project tohelp schedule the  [ProjecttoHelp determine best
project sche dule. Will change the duration
of tasks if tasks are set to effort-
ariven, unlike manually scheduled
tasks.
Start date [Can be a number, date ortext [Only date information can be used,
information, such as"Jan 30" or
sometime soon.” Not used by
Project to Help schedule the
project.
[Con be o date or text information, |Only date information can be used.
Jsuch as *Jan 30" or *Sometime
Jsoon." Not used by Project to relp
Jschedule the project
Constraints lgnored by Project [Usedby Project to Help determine.

best schedue.

Dependencies (inks)

[Can be used, butwon® change the,
|scheduling of the task.

Conbe used, but won't change.
sche duling of the task

Project and resource calendars

lgnoredby Project

[Usedby Project to Help determine

Bt et






OEBPS/Images/image-22.jpeg
1) Setup Project Info
Breakdown Structure
Sy ey
3) Enter Scheduling
Data
"~ 4) Enter Resource
Data
T R R
5) Assign Resources to
Tasks
e
6) ize Schedule
ind Budget






OEBPS/Images/image-10.jpeg
TASC | RESOURCE  REPORT  PROJCT  VIEW  DEV

,E] ﬁ % cut

B@ Copy ~
Gantt | Paste | Co B I U
Chart~ | - Format Painter L
View Clipboard Font
DEBER® S - - =0
E] strt
H
E

Task
tode v | Task Name ~ Dumtionv Stat





OEBPS/Images/image-1.jpeg
PROJECT VIEW DEVELOPER FORMAT

. mmememes % MerkonTac

o T 5o T ot
D Respect Links

@™ ¢35
= Inactivate

Add Group to Quick Access Toolbar e

‘Customize Quick Access Toolbar...

‘Show Quick Access Toolbar Above the Ribbon
Customize the Ribbor
Collapse the Ribbon






