Project Management Lab.

Created By: Mr. Ahmed El Seddawy

MS Project Management Tutorial

Objective

To introduce MS Project as a tool to facilitate effective project management, This tutorial is going to set up an initial plan for a student project and show you some of the facilities in MS Project that can be used to help in scheduling a project.
NOTE: MS Project also has a very useful Help facility with its own set of tutorials that you can do at any time.

Accessing MS Project

MS project has been loaded on the PC’s in 3Q69, 4E16, 4E19 & 3E39.  It can also be accessed from any PC linked to the UWE network via the CEMS PC 2000 Server – if you want to access this way email me for details.

Log onto the computer then 

Programs > MSOffice > MS Project
A screen like this should appear:-
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To improve the viewing area close the New Project window and drag the bar in the middle of the screen to show Task Name, Duration, Start, Finish and Predecessors.

Creating a Project

Task Names and Task Groups
In projects it is generally it is useful to break tasks down into groups – The first group could be “Topic Selection”

Type that in and then under it type some of the things you would need to do to prepare a project proposal such as “Think of an idea”, etc. as shown below.  You don’t need to enter many to get the idea!!

You will notice that the duration defaults to 1 day with a question mark – this is an arbitrary value that will change later.

Start Date
To set the project start date go to Project > Project Information and select the 1st Jan 2006 as the start date.

To change the format of the timeline double click on the Month as seen above and it will open a dialogue box - select months for the middle tier and weeks for the lower tier.

You can scroll backwards and forwards in time by using the scroll bar at the bottom.

To view the entire project at any time you can use View > Zoom > Entire Project

When you are happy that you know what you are doing then return to the desktop and open the CEMS website www.cems.uwe.ac.uk and go to the staff home pages – Terry Winnington – once inside click on the Engineering Design button.  Right Click on the MS Project Tutorial files and save them locally.  Then open up Tutorial 1 by double clicking it.
This should reveal a copy I prepared earlier:-
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This will give you a similar screen to the one above.

Notice that at the moment the project duration is 1 day only – unlikely!  So now you need to put some time estimates and activity sequences.

Now select 4 items below “Topic Selection” and click on the green arrow pointing to the right on the task bar.  This will indent the items and make them part of the “Topic Selection” work group.  
If you now enter time estimates for each of the 4 tasks you will see the bars lengthen with the Topic Selection bar extending over the time period covered by the group.  (Don’t forget you can scroll the time backwards and forwards – if you want to see the entire project at any time remember to go to View > Zoom > Entire Project)
NOTE : If you enter 0 for the time for Submit Proposal the blue bar becomes a black bullet with a date – this is called a Milestone and denotes an important decision or action point in a project.

Next you will need to sequence the tasks.  You can drag them forwards or define a particular start position for each.  However the most powerful way of sequencing them is to define the predecessor or predecessors for each task.  You will find to the right of Start and Finish  a column labelled Predecessors.  If you believe that item 3 should occur after item number 2 then enter for the third item make 2 its predecessor by typing it in.
Select the next group down and make it part of the Initial Phase and put in time estimates and a sequence for these.  Note what happens if you make Selecting a Topic a predecessor for Initial Phase.

You will need to go to View > Zoom periodically to keep your project in view.

You can now open up Tutorial 2 to see a completed version of this:-
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The plan here at first sight looks like a logical sequence but because all the tasks are sequential the project takes a long time to complete.  Logically you have some options to take some of the tasks out of this sequence and shorten the project.

Instead of making 8 dependent on 7 why not make it dependent on 5 too.  However you will need to make task 9 dependent on both 7 and 8.  That helps a little!

There are a number of other changes you can make to the sequence – go through it and see what you can do (without at present making any changes to the time estimates themselves).

Tutorial 3 shows some of the changes you could make:-  
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You can see that by simply changing the sequence the time taken is substantially reduced.  In reality you always need to plan your project work to complete well before the submissions deadline.  This will give you what is know as Slack time – the reality is that projects never proceed as planned and the plan has to have the room to accommodate changes forced by events.

The one that many students miss is that writing up the chapters in the report is best done closest to the tasks with which they are associated – there are a number of reasons for this – the material is fresh in your mind, the writing process captures the key points and, as always, in reviewing the data you will modify your views and improve the quality of the subsequent tasks.

Once you have a plan formulated you can refine it as many times as you like.  However the best time for major changes is early in the programme before you have committed too much effort on what you subsequently decide is a blind alley.  This requires careful thought at the planning stage!

Let us assume now that you have a workable plan - capture it as a Baseline. 
Tools > Tracking > Save Baseline > Entire Project
This will provide a reference for any changes you subsequently need to make.

Now select View > Tracking Gant
NOTE : You will need to reset the Middle and Bottom timescales as before and View > Zoom > Entire Project
The view is now more complex but more informative.  The grey bars are the Baseline Plan and the Critical Path is in Red (any extensions in time on these items lengthen the project).

The most usual time for the this to happen for student projects is in selecting a topic and getting the experimental rig running smoothly.  See what happens if you lengthen these!

Note that the blue items are not on the critical path – you can take more time over these without affecting your delivery deadline.
If you lengthen the Web Research to be longer than the library research then it will move onto the critical path.

Here is a view of some changes:-
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You can now see the sort of problem presented by a complex project – if you didn’t leave slack at the end of the programme you now need to drastically modify the time estimates for the experimental programme and writing up – not the way to get the best results or marks!!
We recommend that you routinely use this tool for project (and any other activity) planning to both gain experience and to better understand time management in projects.
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