CA305
NotesOnMSProject

1. Some notes on getting started with MS Project

1.1 Example 1 (example from Yeates & Cadle used previously)

1.1.0 Starting point: Activities, precedences and durations

We had, from lecture notes,

	Id
	Activity Name
	Activity Duration (days)
	Activity Predecessors

	1
	Conduct interviews
	8
	

	2
	Investigate other systems
	4
	

	3
	Analyse requirements
	3
	1,2

	4
	Investigate packages
	8
	1,2

	5
	Investigate hardware
	5
	1,2

	6
	Produce report
	5
	3,4,5


Table 1.1.0-1: Information gathered by identifying activities, working out 

their sequencing and estimating their durations (remember 

“duration” depends on resources – e.g. here it is assumed that activity 1 will take 8 working days for 1 analyst)

1.1.1 MS Project: Enter the activity names

A first step in putting Table 1.1.0-1 into MS Project could be to type in the list of activities (using Gantt Chart view). In fact, can cut and paste from MS Word. A screen shot
 of the result is
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Figure: 1.1.1-1: Activities entered into MS Project (default durations)

1.1.2 MS Project: Enter the activity durations

A second step in putting Table 1.1.0-1 into MS Project could be to type in the activity durations. A screen shot of the result is
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Figure: 1.1.2-1: Activities entered into MS Project (estimated durations)

(By default, no precedence relationships are assumed)
1.1.3 MS Project: Enter the activity precedence relationships

A third step in putting Table 1.1.0-1 into MS Project could be to enter the activity precedence relationships. A screen shot of the result is
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Figure: 1.1.3-1: Activities entered to MS Project (precedences included)
At this stage we have enough information to depict our project in network form. Using View/Network Diagram in MS Project we obtain
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Figure: 1.1.3-2: Project Network Diagram (from MS Project)
1.1.4 MS Project: Showing Work Package grouping of Activities

We can use our example to show how MS Project manages the creation of work packages, which are essentially groupings of actual activities.

Suppose we had,

	Id
	Work packages
	Activity Name
	Activity Dur. days)
	Activity Pred.

	1
	Phase A
	Conduct interviews
	8
	

	2
	
	Investigate other systems
	4
	

	3
	Phase B
	Analyse requirements
	3
	1,2

	4
	
	Investigate packages
	8
	1,2

	5
	
	Investigate hardware
	5
	1,2

	6
	Phase C
	Produce report
	5
	3,4,5


Table 1.1.4-1: Activities grouped into work packages (summary tasks)

To create a work package grouping in MS Project first enter the WP title as a new activity (or task) above the activities to be grouped. Then select the activities to be grouped and indent them using the “(” icon of the tool bar. Doing this for our three work packages, we obtain
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Figure: 1.1.4-1: Example showing WP groupings (from MS Project)

Notice that MS Project automatically re-numbers tasks for insertions or deletions, & will automatically update precedence relationships. Also, work packages (or summary tasks) do not have precedence relationships.

1.1.5 MS Project: Adding in Resources for each activity

(a) Suppose first that we have just one analyst (called John Doe) working full-time on the project, so that he cannot do more than one activity (task) at a time. We can add this information to MS Project by double clicking each leaf task (not summary tasks) in turn and entering the resource information as indicated on screen. As John Doe is full-time we put units to 100%.
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Figure: 1.1.5-1: Gantt chart for the case of “John Doe” full-time

N.B.: In the above figure, MS Project has compensated for the fact that only one person is available by extending the overall duration. In fact, MS Project would not have done this unless under Tools/Level Resources the setting was to “automatic”. If the levelling were cleared one would find that the overall duration was shortened but that the resource was over allocated (see under View/Resource graph).

(b) Suppose next that we have two analysts (called John and Jane Doe) to work on the project. Then one possible allocation would be depicted as,
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Figure: 1.1.5-2: Gantt chart for a case of “John & Jane Doe”


1.2 Example 2

1.2.0 Starting point: Activities, precedences and durations

We are given, from the statement of work,

2.1.1 Task 1: Consolidation of ESAS-Light requirements


2.1.1.1 Task 1.a: Survey of radiative transfer tools

2.1.1.2 Task 1.b: Compilation of current and future needs for remote sensing inverse algorithms and associated forward modelling capabilities

2.1.1.3 Task 1.c: Consolidation of the nominal set of requirements for the demonstration version of the ESAS-Light toolbox

2.1.1.4 Task 1.d: Consolidation of requirements for the future evolutions of the ESAS-Light toolbox

2.1.2 Task 2: Definition of the ESAS-Light toolbox demonstration version

2.1.3 Task 3: Coding of the ESAS-Light toolbox demonstration version

2.1.4 Task 4: Verification of ESAS-Light demonstration version

2.1.5 Task 5: Documentation of ESAS-Light demonstration version 

2.1.6 Task 6: Recommendation for the future evolution of ESAS-Light
We can start by entering these into MS Project, where some preliminary assumptions about precedence have been made,
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Figure 1.2.0-1: Initial Bar (Gantt) Chart for Ex. 2 (Default durations)

1.2.1 MS Project: Enter the activity durations

We cannot expect to be able to derive realistic estimates of activity durations as we do not have detailed knowledge of the application area. However, guidance was given in statement of work (SOW), as follows:

“The following milestones are suggested: 

KO+3 : End of Task 1: Consolidation of ESAS-Light requirements 

KO+6 : End of Task 2: Definition of the ESAS-Light toolbox demonstration version

KO+18: End of Task 3: Coding of the ESAS-Light toolbox demonstration version

KO+21: End of Task 4: Verification of ESAS-Light demonstration version

KO+21: End of Task 5: Documentation of ESAS-Light demonstration version

KO+24: End of Task 6: Recommendation for the future evolution of ESAS-Light 

The Contractor shall include in the timeline the delivery of an intermediate versions of the ESAS-Light toolbox demonstration version.”

Points to note include

- It seems that Tasks 4 & 5 should run in parallel (so need to adjust plan)

- Months not Days for time units (Format/Timescale in MS Project)

- Put in milestones, with say KO set to start of January 2008.

After reflecting this information, we get the resulting screen shot:
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Figure: 1.2.1-1: Activities entered into MS Project

(milestones &durations from SOW)

We can also, of course, view the corresponding network diagram:
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1.2.2 MS Project: Adding in Resources for each activity

This is where we cannot expect to be realistic in our estimates. However, we can put in some indicative data. For example,
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Figure: 1.2.2-1: Initial allocation of resources
Note: - a “Manage Project” task has been added even though not listed in the SOW.

Accompanying this figure, we have defined some illustrative details for the various resource types used (see View/Resource Sheet in MS Project):

	Name
	Initials
	Max units
	Std. Rate

	Proj Manager
	Pm
	100%
	€100.00/h

	Scientist
	Sc
	200%
	€70.00/h

	SW Analyst
	Sa
	100%
	€70.00/h

	SW Engineer
	Se
	500%
	€50.00/h


Table: 1.2.2-1: Resource sheet

We find that the total project cost (excluding profit!) with this plan (Project/Project Information/Statistics) is €775,200 which, unfortunately, is almost twice the amount (€400,000) that the customer happened to have allowed as a maximum for the job!!

� Screen shots by using Edit/Copy Picture (Screen) (MS Project) & Edit/Paste Special/Picture ( MS Word)
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