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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.


The companion and earlier eBook is called “How to Plan Projects with Microsoft Project”. Review the details of the eBook and download a sample chapter from www.marginalbooks.com. In this site, you will also be pointed to various retailers that sell the eBook online. The methods needed to plan projects and set them up with Microsoft Project are assumed to be well known to you before starting with the tracking activities (execution).


Preparing schedules and assigning resources is a pleasant exercise in Microsoft Project. Little knowledge of Project Management (and of Microsoft Project) is required. As soon as the Project Manager reaches the execution stage in his or her project, difficulties start arising. Microsoft Project offers so many facilities that it is not simple to track control schedules and track costs. More than just the plethora of facilities, Microsoft Project comes with a fair number of options that are sometimes multileveled: set an option and you get other options to set. These are like butterflies in chaos theory: a flutter of the wing of one of them can cause major changes in the results of the project.


Add to the above the method of Earned Value Analysis (EVA), which goes hand in hand with the monitoring and forecasting of project schedules and costs and we have an unwieldy situation.


Earned Value Analysis (EVA) is a method that was initially developed in the Construction Industry. In the past 5 years or so, it has gained ascendance in all types of projects. EVA is a very important computational tool that allows the Project Manager to monitor two major questions:


Are we behind or ahead of schedule?


Are we above or below budget?


These questions can be asked about tasks, phases, groups of tasks, etc.


A working knowledge of Earned Value Analysis is needed. This eBook is also supported by another book by the author: “Practical Earned Value Analysis: 25 Indicators from 5 Measures”. Review the details of the eBook and download a sample chapter from: www.marginalbooks.com.


On the other hand and much related to EVA, tracking and controlling costs is one of the major responsibilities (and worries) of a Project Manager. The two disciplines cross paths. Microsoft Project is well suited to deal with both.


However, the location of the facilities needed for handling EVA and cost control is very wide within Microsoft Project. It is also loaded with several options that have a crucial effect on the results of the analysis.


This has prompted the author to prepare this eBook which concentrates on these two activities: how to use Microsoft Project to track and control costs and extract from such information the various indicators of Earned Value Analysis.






2.0 Guidelines and Exclusions






Here are some assumptions, pointers and exclusions to consider in this eBook:


1) Versions of Microsoft Project earlier than 2007 did not have a Cost Resource. Those versions used the Fixed Cost field which was applicable at the Task level. We shall see that both Cost Resources and Fixed Costs are not suitable for handling Earned Value Analysis. In chapter ‎18.0 we will discuss the use of the Cost Resource.


2) All our examples assume that the tasks are not effort driven. This allows us to work with mixed labor. Effort driven tasks work with the same type of resource so that the addition or reduction of resources will affect the resulting work accordingly.


3) The text uses Microsoft Project 2013. There is not much difference between 2010 and 2013. Nor with 2016. As for 2007, it does not have the standard Office ribbon that Office 2007 and later products have. However, apart from a few very beneficial improvements, most of what will be presented is available in all versions after 2007. We will note these changes as we go along. However, a quick search on the web will highlight them all.


4) You might observe minor differences in totals. This is due to the difference between what you view (figures formatted in 2 digits) and how Microsoft actually stores these figures: in much larger precision.


5) Since Microsoft Project uses the classical acronyms for EVA (BCWS, BCWP and ACWP), we will stick to those although our preference goes to the PMI's acronyms (PV, EV and AC).


[image: ]


6) This eBook will not address any issues related to collaboration or enterprise project management. It will concentrate on the tracking of costs and the use of EVA indicators.


7) The Notation Used in this eBook


In the various examples and workouts, we shall follow this notation:


a) File names to be used in a specific workout will be shown in bold and without extensions since all of them are templates.


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.






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


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


One of the templates in the Templates Folder is called Standardized EVA Components. It contains a few beneficial EVA components that have been customized since they are included in MSP out of the box. The document does not contain any project data. It simply provides the following preset components:


Customized EVA fields


A VBA module with useful macros


Various EVA Tables


Each of these can be moved using the Organizer to your global.mpt or any specific project you are working on.


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.











4.0 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 The Generic Workflow for Cost Tracking and EVA in MSP






Regardless of what indicators we wish to examine or monitor, there is a generic workflow that we need to follow when working with EVA in MSP. This is covered by the following broad activities:


1) Develop Costing and EVA specific tables, views, fields and filters


2) Set the required costing and EVA options in MSP


3) Setup project tasks, resources and assignments (planning)


4) Set the baseline of the project


5) Set the status date of the project


6) Update the project with actual schedule and work data


7) Analyze the cost results, variances and EVA indicators


1) Develop Costing / EVA Specific Tables, Views, Fields and Filters: Out of the box, MSP provides a wide ranging set of tables, views, fields and filters. However, for the specific use of cost tracking and EVA, the project manager needs to develop customized tables, views, fields, filters, calendars and other project components. Some EVA fields are already defined within MSP. You may need the other indicators (and there are 25 of them).


In the zipped file available with this eBook, you will find a few templates with already defined Tables and Views. You can use the Organizer to transfer the Tables and Views that you need to your global.mpt. This way, they will be native to your installation.


It is assumed that you know how to create tables, views, fields and filters. However, we will point out specific usages in this eBook without going into the details of how these are created.


2) Set the Required Costing and EVA Options: in the FILE / OPTIONS menu, you will find several tabs that cover various options directly related to cost tracking and EVA. These need to be setup with care as the results that MSP gives are strongly dependent on these settings. These will be discussed in detail in this eBook. These will be discussed in detail in this eBook.


3) Setup Project Tasks, Resources and Assignments: prepare a work breakdown structure detailing each task in the project with a clear definition. Group tasks into appropriate phases and activities. Assign durations to all tasks and sequence them to address their dependencies. Define all available resources: type, cost rates, accrual mode, etc. Assign resources to tasks to complete the project plan. This is assumed as well known and should be practiced before reading this eBook.


4) Set the Baseline of the Project: MSP requires a set baseline without which it cannot calculate the EVA indicators. Furthermore, developing a variety of "variance" reports would not be possible without set baselines. This will be discussed in detail in this eBook.


5) Set the Status Date for the Project: the Status Date is the date up to which costing and EVA indicators will be calculated (assuming you have set the baseline for the project). This will be discussed in detail in this eBook.


6) Update the Project with Actual Schedule and Work Data: update the project tasks with such data as completion %, actual start / finish dates, actual work hours, actual costs, etc. These would provide MSP with the data needed to measure BCWP (EV) and ACWP (AC). This will be discussed in detail in this eBook.


7) Analyze the Cost Results, Variances and EVA Indicators: with the above completed, you are now set for viewing the cost tracking and EVA indicator tables. You can also produce built in EVA reports and export data to other products such as Excel for further analysis.


As mentioned in these 7 sections, steps 1 and 3 are assumed to be well known. Steps 4 to 7 will be the heart of this eBook.






6.0 What EVA Fields Does MSP Provide?






There is a large number of native EVA fields within MSP. Click Here to view the web page where Microsoft defines all of the native fields within MSP. (Search Microsoft’s website for “Fields in Microsoft Project 20NN” if the above link is no more valid.)


A) Native EVA Fields


The columns of the following table show the view where they can be used. Fields are used to display data and / or to enter data (no differentiation is made in the table):


1) Task: a column in the Task View


2) Resource: a column in the Resource Sheet


3) Assignment: a column in the left pane of the Task or Resource Usage view


4) Task Timephased: a column in the entry pane (left hand) of the Task or Resource Usage view but is applicable to Tasks (and in some cases not to resources)


5) Resource Timephased: a column in the entry pane (left hand) of the Task or Resource Usage view but is applicable to Resources
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