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Dave says:

| use Microsoft Project to schedule the tasks in my work breakdown structure. Then | flesh out

the task list with things like external events, define milestones and summary roll -ups, identify
dependencies, and assign resources. During execution, | use it to track progress on comgtion

of tasks, in support of everything from communicating and managing team activities to status

reporting and change management, to risk management. | use several different views, flag

fields, and filters to highlight the information | want to extract, and then print to a PDF file or
Powerpointslidef or di stri buti on. ltés not perfect, but

Since 2010, | have been blogging about project management affhe Practicing IT Project

Manager web site. In response to various requests from readers, colleagues, customers, and

project teams for better ways to manage the information available in Microsoft Project, |

created a number of bl og posts overooseuvseer alheyea
delivered features in Project to accomplish useful tasks, and included screen shots and detailed
instructions. The target audience was experienced project managers, and | received welcome
feedback from sever al of them. bdboak. i ncor por at e

Thanks to all the folks whodve stopped by, read
them along. This e-book, and the blog, are for you. Peace be with you.


http://blog.practicingitpm.com/
http://blog.practicingitpm.com/

Preface

Many project managers use Microsoft Project to make plans, manage their schedule, track

progress, and otherwise collect and update project information. Typically, the project manager

wi || need to extract and shar e t bjactananagefs,drommat i o n
their project team to the project sponsor, to other stakeholders. While Microsoft includes a

number of useful reports in Project, it can be useful to organize the information in other ways.

The purpose of this e-book is to provide instructions for using the standard features of

Microsoft Project to do a few useful things. The target audience is project managers. The
chapters originated as bl og post s ;tunedshemm Along d a b o
with this PDF file, there i s a Microsoft Project file available for download, including examples

of all of the techniques described here. Here are the chapters:

1. Add Holidays to the MS Project Calendar i Start by accounting for all of your
non-wor ki ng days. | t 6 s ecomelpantsow that a keygtaskMh e n s om
scheduled to complete on a national holiday.

2. Crafting Formulas for Calculated Fields T You use Excel because you can

calculate values from what is in other cells. Project is useful in the same way.

3. Add a Current Tasks Fla g1 | originally created this to be able to extract a list of
tasks in progress or about to begin, for review at team meetings. Ithas since proven to
be incredibly useful.

4. Add a Status Indicator to Detail Tasks i Show a calculated Red / Yellow / Green
indi cator on tasks in progress. This is by an
written.
5. Add a Negative Total Slack Flag T If you have a task with a fixed end date, you
probably need this in order to debug your critical path.
6. Track Qualitative Risk i Most risks are retired during the course of a project. This
approach incorporates elements of your risk register into your schedule.
7. Add a Cutover Weekend Calendar - Is your team performing one or two tasks over
a weekend? Her eods [Pojectwitlout distoptingeahe scheduleifor i n

tasks that follow.
8. Additional Resources

After you read the first two chapters, youbll h
other chapters interest you.



1. Add Holidays to the MS Project Calendar
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national and religious holidays you and your global team might need to plan for in 2015.

Change Working Time in MS Project
Navigation depends on which version of project you are using. In Microsoft Project 2007,
under the Tools menu, select Change Working Time. In Project 2010and later, on the Project
tab, select Change Working Time. You can then enter the holidays under the Exceptions tab.
Note that Exception days appear in the calendar in blue; however, if you have selected one of
the exception dates, as shown in the example below, the date will appear in red. Scheduled
non-working days appear in gray. Note that you can also make an exception of a scheduled
non-working day, so that it appears to be a working day. Use this feature carefullyi having
some of the team working over a weekend can easily throw off the scheduled for the entire
team. See Chapter 7 for this special case.

n - T T R R T e
Change Working Time @
For calendar:  Standard (Project Calendar) - Create New Calendar ...
Calendar 'Standard' is a base calendar.
Legend: Click on a day to see its working times: MNovember 27, 2014 is nonwerking.
) November 2014 -
|| Working S[M[T|W[Th]F|S
. 1 |=
Monworking 3 Based on:
T 213|456 ]71]8 Exception 'Thanksgiving Day' on
131 edited working hours calendar ‘Standard".
¢ 9 [10]11]12{13]14]15
On ihis calendar: 1617 18|19 [20]21 [22
131 i ;
;22 | Exception day 23 (2425 |26
31 Nondefault work week 30 il
Exceptions | work Weeks
Name Start Finish | - Details...
1 |Thanksgiving Day 11/27/2014 11/27/2014 e
2 |Day After Thanksgiving 11/28/2014 11/28/2014 | Delete
3 | Christmas Day 12/25/2014 12/25/2014 3
4 |Day After Christmas 12/26/2014 12/26/2014
5 |New Year's Day 1/1/2015 1/1/2015
6 |Day After New Year's 1/2/2015 1/2/2015
Help Options... | [ QK ] | Cancel

e

t

0



Commonly Observed Nati

onal and Religious Holidays 2015

Holiday Weekday Celebrated
New Year 6s Day Thursday January 1
Martin Luther Kingbs Bi|Monday January 19
Republic Day (India) Monday January 26
Chinese / Vietnamese New Year Thursday February 19
Presidentds Day (US) Monday February 16
Ash Wednesday Wednesday February 18
Beginning of Passover Saturday April 4

Good Friday Friday April 3
Easter Monday (UK) Monday April 6

May Day (China) Friday May 1

Early May Bank Holiday (UK) Monday May 4
Victoria Day (Canada) Monday May 18
Memorial Day (US) Monday May 25
Spring Bank Holiday (UK) Monday May 25
Shauvot Monday May 25

First day of Ramadan Thursday June 18
Canada Day Wednesday July 1
Independence Day (US) Saturday July 4
Independence Day (India) Saturday August 15
Summer Bank Holiday (UK) Monday August 31
Labor Day (US and Canada) Monday September 7
Rosh Hashanah Monday September 14
National Day (China) Thursday October 1
Mahat ma Gandhi 6s Bi rt hd|Friday October 2
Yom Kippur Wednesday September 23
Eid al-Adha / Festival of Sacrifice Thursday September 24
Sukkot Monday September 28
Columbus Day (US) Monday October 12
Thanksgiving (Canada) Monday October 12
Diwali (India) Wednesday November 11
Vet eranés Day (US) [/ Re|Wednesday November 11
Thanksgiving Day (US) Thursday November 26
Day after Thanksgiving (US) Friday November 27
First day of Chanukah Monday December 7
Christmas Eve Thursday December 24
Christmas Day Friday December 25
Boxing Day (UK, Canada) Saturday December 26

Il n the
Project.

next

lookratathe basics ofusimg daltulated values in the custom fields of




2. Crafting Formulas for Calculated Fields

| 6ve published sever al posts over the | ast coup
| 0 v e gratéiesl tb see a number of folks adapt them to their specific needs, with

modifications to the calculation formulas and other refinements. But not all project managers

are former programmers, and some folks have had trouble getting their refinements to work

the way they wantthemto.So | fi gured | 6d share a few tips o

Parentheses and Brackets

Project uses parentheses in formulas to pass arguments to a function, and to group items in a
calculation, much asyouwouldin Al gebra. You can fAnesto parent he
allowed to do things like this:

lIf(Finish>Now(), lIf(Start>Now(),1,3),4)

In most programming languages (Lisp is the only exception | can think of), you must have an

equal number of left and right parentheses; otherwise, the program interpreting the formula

wonodét understand what youob6re trying to tell it.
formulai f it doesnét understand, but its objection

In some applications, single or double quotes support the use of field names that include a
space character; Project uses square bracketsTo use Scheduled Start and Finish,you would
write t he example above like this:

lIf([Scheduled Finish]>Now(), lIf([Scheduled Start]>Now(),1,3),4)

To help me get things matched up, |l use a progr
and its mate when | place my cursor on it. No highlight means there is no mate, so | know to

look for a problem before | paste it into the calculation field in MS Project. Note that brackets

are not nested; they should only appear at the beginning and end of a field name.

Passing Arguments to Functions

A function in a prog ramming language receives zero or more arguments, separated by commas

and enclosed in parentheses,and return s a value of some type, such as a date or numeric value

Some of these arguments may be optional; check thed=unction Reference to be sure. In our
example, the Now function doesndt need argument
todayodos date. The | | F frguments.iTherist algwnerd sheuldpeah as t h
equation that will evaluate to True or False. If True, it will evaluate whatever is in the second

argument and return the value; if False, it will evaluate and return whatever is in the third

argument. In this case, evaluating could be to return the correct numeric constant, or to return

the value returned by the nested IIF function. Note that the equation needs to compare two

values of the same type; i f you want tedtoompare
use a conversion function to make them compatible.



http://office.microsoft.com/en-us/project-help/project-functions-for-custom-fields-HP010080956.aspx

|l f you wanted to explain our dfxhe sthedued finish dat® me o n e
is not after today, return a 4. Otherwise, check to seeif the scheduled start dateis after today;
ifitis,returnal,andifnot, return a 3.0

Arguments are documented for every available function in a programming language. Typically,

the function assumes a default value foranons peci fi ed argument, i f it
Project requires all three arguments for the IIf function. However, other functions have

different requirements. The Switch and Choose functions, for example, can have as many
arguments as needed. Mi crosoftds documentati on
in Project is available here.

| hope this quick introduction i s useful to you. | f Wikipedia hdssan 6t a |l
high-I e v e | comparison of commonly available progr:

guestions or want to correct an error, please leave me a commentt the Book pageon The
Practicing IT Project Manager blog, where you downloaded this e-Book.

In the next few chapters, we will use these techniques to create custom fields.


http://office.microsoft.com/en-us/project-help/project-functions-for-custom-fields-HP010080956.aspx
http://en.wikipedia.org/wiki/Comparison_of_text_editors
http://blog.practicingitpm.com/books/microsoft-project-hacks/

3. Adding a Current Tasks Flag

If you want to send out a weekly update to your project team, showing which tasks are active
but incomplete, or scheduled to start in the next week, it would help to have a flag that
identifies those tasks for you. Hereds how to

Inserting the Flag

Right c¢click on the column where you want to ins
and then select Flag 1. Right click on the new
From here, you can r enameepithrief). Thereundkrcgstomc hose @i A
attributes, click on the radio button for For mu
because you really do want to calculate the values.

Custom Fields w @

Eield

@ Task (") Resource Project Type: Flag

Act
Field

MEXE

Flag2

Flag3
Il e

Flag4
L Flags |
| |Flags

Flag?
| I |
i Add Field to Enterprise. Import Field...
L

Custom attributes

( ! None Lookup. 0

Calculation for task and group summary rows
@ None (JRollup: | OR ~ | (0)Use formula
Calculation for assignment rows

None Roll down unless manually entered

Values to display

(“)pata @ | Graphical Indicators...

Then click on the Formula button, and past in the following:

lIf([Schedul ed Start]<ProjDateAdd(Now(), 5) And [% Complete]<>100,True,False)
Formula for "Act’ &J

Edit formula

Act =

|Ilf([5cheduled Start] <ProjDateAdd(Now(),5) And [% Complete]
<>100,True,False)

Bean BEInE
| Insert: i Field ~ ] [ Function - I Import Formula...

[ o) o]

e —_—— — —




Click OK, and then click on the Graphical Indicators button. This is where you choose the flag
to display.

Indicator criteria for

(@) Nonsummary rows
(7 Summary rows

Summary rows inherit criteria from nonsummary rows
(") Project summary

Project summary inherits criteria from summary rows

[ Cut Row ] [ Copy Row ] [ Paste Row ] [ Insert Row ] [De\eteRcuw

| equals
Test for "Act'
equals

=[]

Move

To display graphical indicators in place of actual data values, specify the value range for each indicator and the image to
display. Tests are applied in the order listed and processing stops at the first successful test.

Show data values in ToolTips

Value(s) Image

[+

’[mport Ind\catorcriteria...] [ ] ’ Cancel ]

0K

Then click OK. Your project plan should look like this:

Gantt Chart Tools ample Project - Microsoft Project
o @ 8 8B
s = = P Mark on Track - Q % T Inspect ~ v summary N % -
%2 Respect Links [ Move ~ @ Milestone =] 2+ I
82 B o ivare giiZﬂi s[:ﬁfmg % Mode - Deiiverabe - | ™O™ON g tsi:!k @-
7] Schedule Tasks Insert Properties Editing
Sun 9/23/12f— i10/12/12 -
Start Z Finish %I
Mon 10/22/12 ol
e Task Name _ |Duration _|Ac _ Start _ [Finish U% _ |Predece _|[sep23,"12 [sep 30,12 [Oct 7,712 2
Comple! s\M\T\w\T\F\s\s\M|T\w\T\F|s\S\M\T|W\T\FE
v Task1 3 days Mon 9/17/12 Wed 9/19/12 100%
Task 2 4 days ¥ Thu9/20/12 Tue9/25/12 75% 1
Task 3 4 days ¥ wed9/26/12 Mon10/1/12 50% 2 1
- Task4 12 days Tue 10/2/12 Wed 10/17/120%
Child Task A 4 days ¥ Tue10/2/12  Fri10/5/12 0% 3
Child TaskB 4 days Mon 10/8/12 Thu 10/11/12 0% 5 ﬁ
Child Task C 4 days Fri10/12/12  Wed 10/17/12 0% 6
| [ Tasks 3 days Thu 10/18/12 Mon 10/22/12 0% 4
-
3K [m]»
Ready | = New Tasks : Manually Scheduled \@ B2EC—— U 5 4‘

On September 30, Task 2 and Task 3 are flagged because they are already started, and Child
Task A is flagged because its start date is within the next week. Note that the calculation uses
the project calendar, so it only uses working days. If you have a holiday coming up, it takes
that into account.

Modifications
The 5in the formula is the part that specifies five working days. For two weeks, use 10. If you
want to use a different reference point, change Scheduled Start to a different date field.



4. Add a Status Indicator to Detail Tasks

Whil e Project i ncl notdexactlyewhat3 wamtt luuse afhumeric fieldtoi t 6 s
calculate the status of tasks in the project plan, and display stoplightsi Green, Yellow, and Red
T and found it adds some immediacy to project status meetings. | posted an explanation of

how to create that #dAstop | i ghtddin MStPeofeat,anditndi cat o
became the most widely read, referenced, and co
on some of those comments and a request from Marlene Robertson, | posted an update. For

thise-Bo o k , | 6ve al so i nclsatoeqguestsiamiseveral ahersreaders. r e s p o
Herebs what it does:

1 For zero duration tasks (milestones)
o If % Complete = 100, return Blue
o If the scheduled finish is at least seven days away, return Clear
o Otherwise, if % Complete is < 80, return Red
o If % Complete is between 80 and 99, return Yellow
1 For non-zero duration tasks

o If % Complete = 100, return Blue
o Ifit's not scheduled to start yet, return Clear
o If past the scheduled finish dateand % Complete is less than 100%return Red
o If % complete >= the prorate d expected completion, return Green
o Otherwise, return Yellow.
That Aprorated expected completionodo is calcul at

complete is less than the number of days since the task was scheduled to begin, divided by the
task duration, it will be Yellow; otherwise, it will be Green. Keep this in mind for later, when
webll talk about summary tasks.

Adding the Stoplight Indicator
To add this to your project schedule, right click on the column where you want to insert the

status indicator. Click fAlnsert Columnd and th
inserted column and select fACustdreFifaledd. | Frl
to keep it brief). Under custom attributes, cl
warning message; thatoés fine, because you real/l



r B
Custom Fields _* 55
Field
@) Task (7 ) Resource Project Type: Humber -
St -
Field =
[st (number1) I
Number2
Number3 i
Number4 |
Numbers
Number6 |
Number7 ~ M
Add Field to Enterprise. Import Field... |
|
Custom attributes \
OiNone () [ Lookup... ] @ [ Formula... ]
Calculation for task and group summary rows
@ None (JRollup: | Maximum ~ | () Use formula |
Calculation for assignment rows (|
(@ None (" Roll down unless manually entered [
Values to display
()pata (@ | Graphical Indicators... |
(|
.

Then click on the Formula button, and past in t he following formula :

lIf  Scheduled Duration]=0,(lIf([% Complete]=100,5,lIf([ Scheduled  Finish]<Now()+7
And [% Complete]<100 And [% Complete]>=80,3,IIf([ Scheduled  Finish]<Now()+7 And [%
Complete]<80,4,1)))),lIf([% Complete]=100,5,1If([%

Comgete]>=100*(Abs(ProjDateDiff([ Scheduled  Start],Now())/ProjDateDiff([ Scheduled
Start],]  Scheduled Finish]))),2,(l1f([ Scheduled  Finish]>Now(),IIf([ Scheduled

Start]>Now(),1,3),4)))))
Note the brackets around the fields.

Formula for "Stat’ ﬂ

r

Edit formula

Stat =

|IIf([ScheduIed Duration]=0,(IIf([% Complete]= il
100,5,IIf([Scheduled Finish]<Now(+7 And [% Complete]<100 |;|
And [% Complete]> =80,3,IIf([Scheduled Finish]<Now()+7 And
[% Complete] <80,4,1)))).1If([% Complete]=100,5,1If([%

I Fnloue ey PRC RS PO Wa Vot 2l N SOY, o PPN VORI < ) o PR PN o |

) o) (eaie]a)
| Insert: [ Field « l [ Function = ]

-

| o o) o]

Click OK.



Now click on the Graphical Indicators button. This is where you choose the colors to display.

In each row, under fiTestforos e | equdls. @ As s oci atdwith BedwithiYell®M, u e ,
2 with Green, and 1with Clear. Note that you only want these indicators to appear for non-
summary rows, since the % Complete field isnot

Indicator criteria for

'é‘Nunsummary rows
\ 7 ' Summary rows

Summary rows inherit criteria from nonsummary rows
Inl '.j_‘PTﬂjE(‘t summary

Project summary inherits criteria from summary rows

Cut Row ] [ Copy Row ] l Paste Row I [ Insert Row ] l Delete Row
Test for 'Stat’ Value(s) Image *
equals [=]|5.00 ® = B
equals 400 ® Move

equals 3.00
equals 2.00 [ ) B

....... <o ~
To display graphical indicators in place of actual data values, specify the value range for each indicator and the image
to display. Tests are applied in the order listed and processing stops at the first successful test.

Show data values in ToolTips

lImpcr‘tInd\'camr Criteria... I [ 0K ] l Cancel I

Then click OK. Your project plan should look like this:

= B
@ File Edit View Inset Format Tools Project Report Collaborate Window Help Adobe PDF Type a question for help r 8 X
D EH &3 BE9-0- 8 =8B @ " i % Showr | Al -8 -/B I U
R
Task 1
i) Mumber! |Task Name Duration Start Finish % Complete Predec| |Aug 18, '13 Aug 25,13 Sep 1,13 - |
SIW[TIWIT[F[5[S[MITIWITIF[5[S[W[TW[TIF][
1 [ 0@ 2days  Mon8/19/13  Tue B/20/13) 100% b
2 @ Task 2 * 3days Thu&22/13 Mon 8/26M3 50% 1
3 O Task 3 Sdays Thu8/22/13| Wed 8/28/13 5% 1
4 | o Task 4 Odays Wed&/21/13| Wed &/21/13 100% 1 ’]31’21
5 - Task5s 10 days Wed 8/2113 Tue 91313 5% L
& O Child Task A Zdays Wed 82113 Thu&/2213 25% 1
i Q Child Task B 4 days Frig/23M3 Wed 8/28/13 0% &
8 O Child Task C. 4days  Thu 82913 Tue 97313 0% 7
il o Task6 Sdays  Thu8/22/13| Wed 8/28M13 50% 4
. B —
4 | + 4 (] *

Ready

On August 25, Task 1 i s Bl ueelbleocwa ubseec ai utsdes ictodnsp |

the start date, itdés a three day task, and itods
days have passed, the task was scheduled for fi
less than 40%, it would be Yel o w. Task 6 is Red because itos i

dat e. The start date for Child Task C is in t
using the project calendar, so it only uses working days.

Youbl | see t IsahbwnriooTask’,dvhiah & the summary task for Child Tasks A,
B, and C. For automatically scheduled summary tasks, MS Project shows the Start date as the
earliest Start date among its children, and Finish date as the latest Finish date. It calculates
Duration for its child tasks as the difference between the two. In the simple example above, the



child tasks are scheduled in the sequence A, B, C so that the summary task duration actually
reflects the sum of the durations of the individual tasks, ten days. Task A is scheduled for two
days, and is 25% complete; Tasks B and C are not started. Based on this, summary Task 5
calculates 5% complete, which is accurate.

Now consider if Task A and Task B were scheduled to start on the same date. The Duratio for
Task 5 would be calculated as eight days, although it still represents ten work days of effort.
After two days, you would expect Task A to be complete, Task B to be at 50%, and Task C to not
yet have begun, for a total of four days of effort. Thus,anything less than 40% complete for the
summary task should appear Yellow, but the formula will show Green at 25%. So rather than

di splay a potentially inaccurate result, we

Variation 1

Several project managers asked for different versions of this formula, to meet their specific
needs.Ken asked for milestones, if 100% complete, to return 5 (Blue); otherwise, return 1
(Clear). For non-zero duration tasks:

1 1f 100% complete, return 5 (Blue);
1 Otherwise,
o |If Today < Start date and % complete = 0% (not started, future event), return 1
(Clear)
o If Today <= Finish date and % complete = 0% (scheduled but waiting to start),
return 3 (Yellow); otherwise, return 2 (Green)
1 Otherwise, the task is incomplete and pad Finish date, so return 4 (Red)

Here is the formula that does that:

lIf( Scheduled Duration]=0,IIf([% Complete]=100,5,1),lIf([%
Complete]=100,5,lIf([ Scheduled Start]>Now() And [% Complete]=0,1,11f([ Scheduled
Finish]>=Now(),lIf([% Complete]=0,3,2),4))))

Variation 2
Rishi asked for a bit more variation on the milestones:

1 1f 100% Complete, return 5 (Blue)

1 Otherwise, if Finish is less than 7 days away and Complete is between 80% and 99%,
return 3 (Yellow)

9 If Finish is less than 7 days away and Complete is less than 80%return 4 (Red)

1 Otherwise, return 1 (Clear).

For non-zero duration tasks:

1 If Complete = 100%, return 5 (Blue)
1 Otherwise, if Prorated Complete > scheduled complete, return 2 (Green)



o Otherwise, if Finish > Today
A If Start > Today, return 1 (Clear)
A Else return 3 (Yellow)

0 Otherwise, return 4 (Red)

Here is the formula that does that:

[If([Scheduled Duration]=0,(l1f([% Complete]=100,5,lIf([Scheduled Finish]<Now()+7

And [% Complete]<100 And [% Complete]>=80,3,lIf([Scheduled Finish]<Now()+7 And [%
Complete]<80,4,1))),1If([% Complete]=100,5,11f([%
Complete]>=100*(Abs(ProjDateDiff([Start], Now())/ProjDateDiff([Scheduled
Start],[Scheduled Finish]))),2,(lIf([Scheduled Finish]>Now(),lIf([Scheduled
Start]>Now(),1,3),4)))))

Final Thoughts

As you can see, these formulas can get rather complex, depending on how you want to classify

the status of your detail tasks. The calculations will only be meaningful if the % Complete
information itdéds based on is maintained on a co
you enter. For example:

1 Milestone tasks: Enter either 0% or 100%, depending on whether all predecessor tasks
are complete. Alternatively, enter 0%, 25%, 50%, 75%, and 100% as predecessor tasks
are completed.

9 Detail tasks: Enter 0%, 25%, 50%, 75%, and 100%, as the task is worked. Alternatively,
enter other values, appropriate to the task and the performing team members.

Whatever standard you choose, communicate it to the project team and use it consistently.

Doné6t falll into the trap of starting a task at
for the performertoreport 1 00 %! Def i ne Ainch pebblesodo that ca
If necessary, break the task into multiple tasks so that the durations are in the same range. A

consistent granularity is the key to measuring and reporting progress.



5. Add a Negative Tot al Slack Flag

As you know, the critical path is the sequence of scheduled activities that determines the
overall duration of the project. However, not all tasks are part of the critical path. The concept
of slack time, also called float time, comes from the fact that same tasks can be performed
sooner or later in time without impacting the finish date of the project. These tasks have an
earliest possible start and a latest possible start, as well as an earliest and latest finish. The
difference between the early and latefinish dates is called the Total Slack. For tasks that are
not part of the critical path, this is usually a positive value; for critical path tasks, it is should be
zer o. But thatdés not al ways the case.

Finish No Later Than

When planning or updating a pro ject schedule, one of the most useful capabilities of Microsoft

Project is the ability to set scheduling constraints. While most tasks will likely use the default,

fnAs Soon As Possible, o0 there are times wlren a t

end date. When you set up a task with a fixed e
Task I nformation window, set the Constraint Typ
date.
Ll — — -_—
Task Information s Sl - - [éj
General | Predecessors | Resources Ad\rancedl Noteslcustom Fields]
Name: | Task 10 Duration: | 5 days : Estimated ||
Constrain task
M Deadline: NA -
Constraint type: Finish Mo Later Than ¥ Constraint date:  Fri 1/16/15 -
Task type: Fixed Units w || Effart driven
Calendar: Standard - Scheduling ignores resource calendars
I WBS code: 8 I
Earned value method: % Complete -
Mark task as milestone
Ll
Ll
Help [ oK ] | Cancel |
— — —

Project will then apply that constraint, to determine whet her you can actually meet that date

with your current pl -aorkingtime inyooriStandard cdlentlar, specdfy n o n
it in the Calendar field. This will allow the scheduling algorithm to respect holidays. If the date

mat h doesndt omnomre taskowillthave anegative Total Slack. In such a situation,

it would help to have a flag that identifies tasks that must be adjusted, in order to respect your
constraints. Herebdbs how to add such a flag to



Inserting the Flag

Right c¢click on the column where you want to ins
and then select Flag 1. Right click on the new
From here, you can rename t h briefj. iTheeh uhde(Qustocnh o s e i S
Attributes, click on the radio button for For mu
because you really do want to calculate the values.

r 3
Custom Fields _ [

Field

@) Task (©)Resource Project Type: Flag -

| ‘F\e\d i
| [sched Flagn)

Flag2 E
Flag3

Flag4 |
Flags
Flags
Flag7

Flags -

Add Field to Enterprise... Import Field...

Custom attributes

Calculation for task and group summary rows
@None  Rollup: | OR ~ | ©)use formula
Calculation for assignment rows

None Roll down unless manually entered

Values to display

(Jpata @ | Graphical Indicators.

Then click on the Formula button, and past in the following:

lIf([Total Slack]< 0,True,False)

Formula for "Sched’ ﬂ

Edit formula

Sched =
IIf([Total SIack]<U,True,FaIse)|

b

BEnn Elefk)
| Insert: [ Field ~ ] i Function = I
(o o) [omer ]
— ——=— = —= — = — 3 =———— —

This will calculate the field to be True when Total Slack is less than zero, so we can display our
flag. Click OK, and then click on the Graphical Indicators button. This is where you choose the
image to display.



Indicator criteria for

@) Nonsummary rows
( ) Summary rows

Summary rows inherit criteria from nonsummary rows
€ | Project summary

Project summary inherits criteria from summary rows

Cut Row l [ Copy Row l [ Paste Row l [ Insert Row l [ Delete Row
Test for 'Sched' Value(s) Image
equals Yes [E E

Move

=

To display graphical indicators in place of actual data values, specify the value range for each indicator and the image
to display. Tests are applied in the order listed and processing stops at the first successful test.

Show data values in ToolTips

[ Import Indicator Criteria.. ] I QK ] l Cancel ]
u

i

You really only need to define an image for the True value, and only for the Nonsummary rows.
This will cause the flag to be visible only in the detail rows, where you can actually make
schedule adjustments that will resolve the problems. Then click OK. Your project schedule
should look like this:

@ P e ¢ GANTT CHART TOOLS ~ Sample Project 2 - Project Professional e — o SR
TASK ‘ RESQURCE REPORT PROJECT  VIEW FORMAT David Gordon = ﬂ 2 X
“m{ a HMaanTra(k - 3| g it -
0o [ o ] ———— > i b, I ] == -y
Gantt | Past =" = =3 ,  Respect Links Manually [ Auto | = Task » Informat scroll =
e pru 2R et ., Sl e e e S
View Clipboard Font 5 Schedule Tasks Insert Properties Editing ~
% Total November December Jan
0 ti» | Task Name ~ Juratior v Stat w Finish « mpliw |Prev Sclw |Slackw (1026 11/2 | 11/9 11/16 11/23 11/30 127 12M4 12721 12/28 14 117
Task 1 10days| Mon 11/3114  Fri 11/14/14  40% | 7 days
() Task2 20 days| Mon 111714 Tue 12116/14 0% 1 21 days
Task 3 7 days| Mon 11/17/14 Tue 1112514 0% 1 30 days
Task 3a 4 days Wed 11/2614 Wed 12/3114  0%)3 30 days
e () Milestone 0days| Tue12/16/14 Tue 12/16/14 0% 2.4 21 days ¢ 1216
% 4 Task 5 35 days Mon 11/1714  Mon 112115 0% 7 days L 4
v} Preparation 30 days| Mon 11/17/14  Mon 1/5/15 0% 1 [» 7 days %
E Cutover 1day Tue 1/6/15  Tue 1/6/15 0% 7 [> 7 days
= Task 8 Sdays  Tue 1/6/15 Mon 11215 0% 7 6 days
9 10 () Task9 10 days  Wed 17115 Tue 1/2015 0% 8 |> -7 days
1 [E O] Task1o | 5days| Mon 1112115  Fri 1116/5 0% 10 [>T 7 days T Lmm
L] » ||« »
READY 5 NEW TASKS : AUTO SCHEDULED B m =B B i -——+

Tasks 1, 6, 7, 9, and 10 are flagged because they are on the critical path, and the total of their
individual durations is greater than the number of work days between the project start date
and the constrained end date. Note that the Total Slack calculation uses the Standard project
calendar, so it only considers working days. If you have a holiday coming up, it takes that into
account. Changing the duration of these critical path tasks, or changing the relationships
between them to take one of them off the critical path, will change the total slack. When all of
the flags are cleared, you have an achievable plan to get to your required end date.



6. Track Qualitative Risk

One of the challenges in project management is preventing the gadual disconnect between the
project schedule and risk management. When
list of tasks and the dates in the plan, and only occasionally on the results of that qualitative
risk analysis we prepared in the planning stage. In order to see the gradual reduction in total
project risk, | wanted a way to incorporate risk attributes into tasks on the schedule. | also
wanted to factor in the work wedve already
risk remain s when a risk has been retired. | implemented this in Microsoft Project, using
calculated fields.

How It L ooks

| set up three custom fields: Probability (Null, Low, Medium, High), reflecting the possibility
that the risk event will occur; Impact (Null, Low , Medium, High), reflecting the impact if the
event actually occurs, and a calculated Risk exposure field.

EI P - s TASK SHEET TOOLS ~ Project Hacks Sample 2013 - Project Professional Fro o o [EIEEE
TﬁK RESCHRCE REHRT PR(HECT VIEW FORMAT David Gordon ~ ﬂ 2 X
U S R
) store ﬂ ﬂ % ﬁ E Status Date: El, NA AVBC
() Ef] Update Project
Subproject > My Apps ~ Project  Custom Links Between WBS Change Calculate Set Move Spelling
Information Fields Projects ~  Working Time = Project Baseline ~ Project
Insert Apps Properties Schedule Status Proafing ~
Stat *  Act ™  Task Name ~ Juratior ¥ Stat ¥ Finish * % ¥ | Predecesso ™ Risk ™ Probability ™ Impact ™ Sched ™ Add New Column ™ | |~
1 Planning 5 days  Man 11/3/14 Fri 11/7/14 100%
2 I Design Workshops 10 days Mon 11/10M14 Fri 11/21/14 50% 1
3 . Ready to Build 0days Fri 11/21414  Fri 11/21/14 0% 2
4 () Data Conversion Mapping 3 days Mon 11/24/14 Wed 11/26/14 0% 2 L .
5 Test Preparation 34 days| Mon 11/24/14 Fri 1/16/15 0% 3
6 4 Build 34 days Mon 11/2414,  Fri 1116/15 0%
= T Code and Unit Test 2% days| Mon 11/24/14 Fri 1/9/15 0% 3 . o
% 8 Migrate to Test System 1day Mon 11215 Mon 1/12/15 0% 7
v 9 Smoke Test 2days| Tue 11315 Wed 1/14/15 0% 8
ﬁ 10 Ready for Testing 0 days Fri 1/16/15 Fri 1/16/15 0% 5.9
fE 1 Integration Testing 10 days, Mon 1/19/15 Fri 1/30/115 0% 6
12 UAT 5days  Mon 2/2115 Fri 2/6/15 0% 11
13 Approve for Production 0 days Fri 2/6(15 Fri 2/6/15 0% 12
14 Cutaver 2days ~ Sat2/7115  Sun 2/8/15 0% 13 . (=] &
150 Production Suppport Gdays| Mon2/9/15  Fri2113/15 0% 14
-
PR—
READY B NEW TASKS : AUTO SCHEDULED H B B B i

In the simple example above, we have decided to track execution risks on three project tasks.
Our qualitative analysis classified the probability of occurrence and the impact as Low,
Medium, or High, scored 1, 2 and 3 respectively. In all three cases, therisks will be retired
gradually, as the tasks are completed. We want to monitor this process of risk reduction
graphically, using the formula Probability * Impact * Work Remaining to Retire the Risk,
defined as 1- (% Complete / 100). In this example, a score greater than 3.0 is considered high
risk (red); as the score falls below the threshold, the visible risk indicator changes to yellow,
and when the task is completed and the score drops to zero, the indicator changes to green.



At a glance, you can seehat task 4, Data Conversion Mapping, was determined to have a
performance risk with high probability and low impact. Now that the task is 100% complete, it
has been retired and displays a green smiley face. Task 7, Code and Unit Test, was determined
to be medium probability, medium impact. At the current 20% Complete, it shows as a high

risk [2*2*(1 -0.2) = 3.2], but once it gets to 25% complete, it will drop to a medium risk
[2*2*(1-0.25) = 3.0 ]. Task 14 reflects low probability, high impact, and medium ris k. As each
task is worked, % Complete is adjusted andthe associated risk is reduced in linear fashion.

How to Implement It

| implemented the Probability and Impact fields using Lookup values in number fields, and
implemented the Risk field using a formul a, with appropriate graphical indicators.

As you can see, the Probability value uses Number 2, the Impact value uses Number 3, and the
calculated Risk value uses Number 4.Here is how to set up the Lookup Table in the Custom
Attributes section of the Custom Fields screen:

For the Probability and Impact fields, t he Lookup function was used to define four values:
None, Low, Medium, and High. | associated the Nonevalue with a blank graphical indicator,


http://blog.practicingitpm.com/wp-content/uploads/2013/12/Custom-Fields-Probability.jpg



















