ProjectPro Forecast Scheduling Application for Microsoft Project

ProjectPro Forecast Scheduling App (FSA) comes with 86 built-in Forecast Scheduling and 14 DCMA checks; a total of
100 checks. Of these 100 checks 65 are automated checks 4% . FSA helps you perform the remaining 35 manual

checks (% . You can select any subset of checks that are applicable to your schedules.

The main benefits of FSA are:

€ You will use industry-tested best practices for scheduling projects from trusted sources:
¢ The textbook Forecast Scheduling by Eric Uyttewaal, PMP, MVP Project and his team, or
¢ The 14 point checklist from DCMA (Defense Contract Management Agency).

€ You are guided in improving your schedule using a structured checklist. If you need a refresher on what the check is
about, you can click on its label and you will see a short explanation with further page references to the Forecast
Scheduling book.

4 You will save yourself many clicks; FSA immediately modifies the MS Project screen for you (views and fields) so you
can start improving your schedules.

4 You can output a schedule evaluation report automatically to MS Word.

FSA is designed for two target groups:
4 Schedulers who would like to improve their schedules (see below) and

4 Schedule auditors who need to provide feedback on a project schedule (read first two steps below, then click here).

Schedulers use the tools provided on the left-hand side in the narrow FSA screen ( %, + , ¥ ) and auditors will use the
tools on the right-hand side (1 # and the red numbers like | & ).

Schedulers

FSA appears on the right-hand side of your monitor so you can see it AND your schedule in MS Project at the same time.
For each check, your schedule passes v or fails # . Schedulers typically use the left-hand side of the narrow FSA screen

and use the tools shown in front of the names of the checks: %, « and *.
Schedulers would typically follow this sequence when working with FSA:

1. Prepare for schedule evaluation % .

2. Run the automated checks | P .

3. Click each 3 button and improve the schedule.

4. Perform the manual checks (# and improve your schedule as you go along.

We will now discuss each step in more detail:

1 Prepare for Schedule Evaluation | ¥
We need to do three things before running FSA:
4 Provide background information about the schedule

® Mark the overhead tasks (overhead tasks are exceptions for many checks and need to be marked first).
# Sclect the checks to apply to your schedule

Provide background information

Next you provide background information about the schedule: click % to display the ProjectPro FSA Configuration
dialog and click the first tab Background Information for Current Schedule; the following screen appears:
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L5 ProjectPro FSA Configuration - O n

Background Information for Current Schedule || Display Gverhead Tasks | Check ltem Evaluation Threshold | Settings for PFSA Processing

Background Information for current Schedule
1.1 The Scheduleis a

(®) Detail Schedule () High-Level Schedule () Master Schedule () Subproject Schedule () Template Schedule
1.2 Enter the project objective Display form
1.3 Enter the deadline date for the project: Friday . October 52012 v
1.4 Enter the cost budget for the project $202.960.00
1.5 Enter the effort budget for the project: 1384 Person Hours

16 Thetype of estimates entered in this schedule are:

(") Pure work time estimates (®) Gross work time estimates

1.7 Do you use Rolling Wave planning?

(®) No
(C)Yes  The duration of the detail planning window is: Days or % of project duration
1.8 The strategy with which the schedule will be updated is Task Update v
How often will you update your schedule? Weekly v
1.8 A full-time resource works 40 hours perweek

1.10 Does your project have resources working in more than one country?

® No () Yes

1.11 The Total Slack amount is reasonable if less than 25 % of the project duration

License Help Save Cancel

Under Background Information you answer the questions 1.1 — 1.11. We will discuss them in more detail:

1.1: FSA is programmed to run on a Detail Schedule and Subproject Schedule, for the other situations, some checks do
not apply or need to be modified.

1.2: You enter the objective of the project.

Notice that FSA fills in certain defaults automatically:

4 1.3: The current project deadline date; please revise if needed.

4 1.4: The current total cost for the project (to give the scheduler context). Please, enter the real budget available for the
project.

® 1.5: The current total effort in the project. Enter the real effort budget (if known).

The answers are used by one or more checks in the evaluation, for example, your answer under 1.4, the cost budget, is used

by check 9.3 Cost within Budget. Please review these default answers and adjust them accordingly. If you do not adjust

them, FSA will pass several checks automatically: i.e. check 9.1-9.3.

1.6: You enter the type of estimates you collected from your team members: Pure Work Time estimates are effort
estimates expressed in hours spent 100% productively on making progress on project tasks. Gross Work Time estimates
are effort estimates that include all administrative tasks (email etc.), personal time (breaks etc.) and time off (vacation etc.).

1.7 Rolling Wave: if you use Rolling Wave planning, you should apply the checks only on the portion of the schedule that
falls within the detailed planning window.

1.8 The strategy with which the schedule will be updated: Task Update means you enter update information on the level
of tasks, for example you update the Actual Duration on the task Write Report. Assignment Update means you enter update
information on the level of assignments, for example you enter the Actual Work and Remaining Work hours for Nancy on
the task Write Report. See chapter 11 in the Forecast Scheduling book for more details on the difference between these
update strategies.

1.9 A fulltime resource works ... hours per week: You enter here how many hours a typical resource works per week in
your company.

1.10 You enter in which countries your project resources work, which affects the Base Calendars you need to set up.

© PROJECTPRO CORPORATION WWW.PROJECTPROCORP.COM



http://www.projectprocorp.com/

1.11 Total Slack: we will use Total Slack as a measure for the correctness and completeness of the network logic for check
5.7. The larger the Total Slack value, the less likely it is correctly hooked up in the network of dependencies.

Mark the Overhead Tasks

Next you mark the overhead tasks by clicking | %  to display the ProjectPro FSA Configuration dialog and clicking tab

Display Overhead Tasks; the following screen appears:

g ProjectPro FSA Configuration

_oEN

Background Information for Current Schedule | Display Overhead Tasks | Check ltem Evaluation Threshold | Settings for PFSA Processing

Display Overhead Tasks

Display all tasks with duration greater than 10 %! % of the project duration in the list below.

Display Tasks

There are 10 tasks that duration is longer than 10 % of the project duration. Please. select the overhead tasks from the list below.
Sort the rows by clicking on a column heading. To (dejselect multiple items, click the first item and Shift + click on the last item.

Select All
Select D Name
» u 50 Communicate roll out plan

] 29 Implement content migration and conversion
|:| 36 Develop web pages
[l 37 Develop any custom functionality
[l 42 Test pages
|:| 51 Conduct user training
|:| 52 Release internal PR
|:| 14 Determine the layout of the site
|:| 44 Test usability
|:| 45 Perform stress tests

Duration

20 days
10 days
10 days
10 days
10 days
10 days
10 days
S days

8 days

& days

% of Project
Duration

28.6%
14.3%
14.3%
14 3%
14.3%
14.3%
14.3%
11.4%
11.4%
11.4%

License

Resource Names

Rally QOuttotheworld[50%]
Sam Van Analysers
Webbie Desinger
Webbie Desinger

Testy Kreature

Rally Quttotheworld
Rally Quttotheworld
Webbie Desinger

Testy Kreature

Testy Kreature

Save Cancel

The tasks with a long duration are displayed and are sorted on duration, which typically puts the overhead tasks at the top of
the list. In the column Select you mark the overhead tasks to tell FSA which tasks in the task list are overhead tasks.
Overhead tasks are exceptions to many checks (level of detail, complete network logic) and FSA therefore needs to know

them. Click button Save when done.

Select the checks to Apply

You can select the checks to apply in this schedule evaluation by clicking| ¥ | to display the ProjectPro FSA
Configuration dialog and clicking tab Check Item Evaluation Threshold; the following screen appears:
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g ProjectPro FSA Configuration - O n

Background Information for Current Schedule | Display Overhead Tasks | Check ltem Evaluation Threshold | Seitings for PFSA Processing

Shortcut for entering percentages

10 z *You can set the threshold for each check in the grid below. Set toall Checks Reset Settings

To select or clear multiple check boxes in once, click the first check box and hold down SHIFT while clicking on the last one.
If you clear the Must-have checkbox. the check will be treated as a Nice-to-have check

Checks for &
D Check Title Must-have Default This Threshold
Checks Checks . )
Project
» u 21 Project Objective Present
#l22 Project Calendar aligns with FTE
#1223 Waorking Time aligns with Hrs/Day
3.1 Deliverables Present
3.2 WEBS Complete but Lean
3.3 WES Deliverable Oriented
341 Multiple Levels in WBS

342 Impartant ones Highest

343 At Least 2 Subtasks

344 No Overlap

345 Sub ltems Complete

%|348 Relate To Higher Levels
F#l3az7 Use Project Summary Task
ﬁ 35 One Milestone per Deliverable

e[S

100
%361 Deliverables well Formulated

(%362  Activities well Formulated

T O
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FSA comes with factory settings for all checks that we, at ProjectPro, have found to be good settings for most schedule

evaluations. You can always go back to these factory settings by clicking button Reset Settings. You can select your own

settings:

4 Must Have Checks are checks that must pass for the schedule to pass. All checks not marked as Must Have checks are
by definition Nice-To-Have checks.

¢ Default Checks are checks that should be applied to all schedules on your computer from here on forward. FSA will
save these in your Windows Registry so they appear the same in each future schedule.

4 Checks for This Project allows you to divert from the default checklist for this particular project; select here the
checks you want to run on just this project.

Click the button Save when done or click the next tab.

2 Run the Automated Checks | P |.

When you click the [ button you will see that all indicators for automatic checks ( 42 ) are replaced with a pass v or
fail ¥ indicator. You can now click the * indicator to find which tasks or resources violate that check.

In order to find the violators more easily, select the item Failed Checks from the list |All checks (100} v . This will
display only the checks that failed, which allows you to focus on where your schedule needs improvement.
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3 Click each x Button and Improve the Schedule

When you click the * indicator for the first time, FSA will adjust the MS Project screen and only display the violating

tasks (or resources). FSA applies a filter; you can easily take the filter off by pressing F3 on your keyboard to see all
tasks/resources again.

When you click the ¥ indicator for a second time, FSA highlights the violators and allows you to improve your schedule.

For example, check 5.4 displays the tasks that need their ends linked and creates the view to do this. This way you can
improve your schedule efficiently:

August Septemil ol Forecast Scheduling (=l=] = |
D~ 0 Mame + | Duraticn ~ | Successors « | 7/2B 8/a 8/11 8/18 B/25 9/1
[} 4 Project Server Implementation AP 162.75 days v [NI ekl v]
1 4 5aas System 20 days w w " 2 11.0verhead Durations Extend P
2 Explore Saas providers 1 Ve [ Chase Amie,Eric Uyttewaal[10%] Jar v 312 Few Task Bar Splits
3 Contract Saas provider 2wiis| I Chese Amie (4-1-55“"@35 FDITID!ETE .
4= Deploy Szas system 1w — g :-j-\;rkmtg TIFr{neahgnsb‘Esn,mm
5 Saas System live 0 days 19,23,57,106,47 L imates Reasonable //
" P 4.4 Overhead Effort R bl B
6 4 Configuration items 137.5 days v verhesd Ellort Heasonabie
v 5.1.Tasks are Auto Scheduled
7 4 Resource Center 1day X i -
] Create and import Genericre: 0.5 days 42,13,11 4 ey | V/ 52 Logic on Detal Tasks i
. fmp i = aay T | | 9 5.3.Starts Linked 3
9 | Create and import Actual resc 0.5 days 12,10,74 B
10 l Create Co_untry Calendars (Re_ 0.5da 5 TR o8 oo B
1 ¥ Create Skills lookup table & fi 0.13 daffs + BEFF Predecessors OK
12 Code resource skills 0.13 days 5 £-Wa-E “5_7_-““' Slack OK
13 Resource Center finalized 0 days ESRS Vou click the and 9  5.8:No Circular Logic
14 4 Project Center 0.75 days . 5 [*& 5.9 Does Logic Work
_ _ FSA highlights the tasks {59 Does Logic Work /
15 E Develop project numbering 0 0.25 days 16 . % 5.10.No Leapfrog Logic 4
16 1§ Design Project Enterprise fiel 0.25 days BB| Without successors so you 511N Parallel Logic
17 4 Reports & views 89.5 days can add them. (% 5.12.Can Explain Logic /'
18 1 Create personalized to-do list 2 days 104 (% 5.13.High Level Schedule OK /'
- il
19 Desi Task Ent ise field 0.5d 0 =k St # R 14 futolinke OFf
! eslgn fask Enterprise Nelds ays ProjectPro Forecast Scheduling App. 10140
20 ¥ Design custom MS Project 5days 104,78 For mare information, click here
enterprise views

If you made an improvement and would like to see that it makes a difference, click on the name of the check and FSA offers
to run just that check again (button Run this check now) and you can track your progress: You should see that the red
number of violators behind the check name decreased and, eventually, that the red # in front of the check name changes
into a green checkmark + . Your schedule now passes this check. For many checks all violators need to be addressed, for
some checks that have a percentage threshold, the threshold needs to be met.

4 Perform the Manual Checks ¢ and Improve your Schedule

All manual checks are marked with the % icon. In order to find them more easily, select the item Manual Checks from
the list | All checks (100) + |. This will display only the manual checks.

Now click each (# icon and FSA will adjust the screen in such a way that you can perform the check yourself. FSA will
display the right columns and only the tasks/resources that you need to determine if the schedule passes the check. FSA

often applies a filter that you can easily remove by pressing F3 on your keyboard. If you need an explanation what to look
for performing the check manually, click the name of the check.

For some manual checks you need to select a task first, for example for check 3.4.6 to display all its higher level summary
tasks. The screen tip of the (# icon will tell you if you first need to select a task; just click on FSA and hoover your mouse
pointer over the hand to see its screen tip: These checks are: 3.4.6 and 3.6.1 - 3.6.3.

You can perform the manual check on all tasks in the schedule or on a random sample of tasks; when a schedule is large, we
recommend sampling. When you manually pass a check, the v indicator appears and as soon as you have identified a
violator, the # indicator appears.
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Schedule Auditors

Schedule Auditors typically use the right-hand side of the narrow FSA screen and use the tools shown behind the names of
the checks. As an auditor, you would use FSA typically in the following way:

1. Prepare for schedule evaluation % .
Run the automated checks | > .

Click each red number behind each check (like & ) and confirm the violators.

2
3
4. Perform the manual checks # and mark the violators.
5. Review the overall quality of the schedule.

6

Generate a detailed audit report for the schedule owner.

For steps 1 and 2, see the steps for the schedulers. The steps that are unique for auditors and that may need more explanation
are:

3 Click each Red Number behind each Check (like | & | ) and Confirm the Violators

The red number behind the check name indicates how many violators FSA found in your schedule. However, sometimes

you want to adjust the automatic assessment. For example:

¢ For check 3.9 FSA has marked many tasks that are just over 10% of the project duration and you want to unmark these
as tasks that have a duration that is too long (violators).

® For check 5.3 FSA has marked many tasks without their start linked up, however, you can see that these are tasks
waiting for external supplies to arrive and have a Start-No-Earlier-Than date; these are legitimate exceptions for this
check. You clear those as violators.

& For check 6.4 FSA has marked all tasks with a date constraint, but the scheduler has a valid reason for some constraints
and explained them in a Note on the task. You clear those as violators.

¢ For check 7.4.1 FSA displays all resources with Max Units greater than 100%. The Max Units should not be greater
than 100% for individuals, but can be greater than 100% for generic or consolidated resources (legitimate exception).
You clear those as violators.

& For check 7.4.4 FSA marked generic resources (e.g. programmer) as resources without a resource vacation (legitimate
exception). You clear those as violators.

As you can see, for many checks there are legitimate exceptions and you have to unmark them as violators if you want your
report to be accepted as is and to minimize the discussion with the schedule owner. You can unmark them by clicking the

red number (like € ) and clearing the checkmarks in front of the items that you assess as legitimate exceptions to the rule.
FSA will summarize how many you cleared and confirm this with you.

4 Perform the Manual Checks | # | and Mark the Violators.

Manual checks are checks that need an expert eye to make an evaluation of the schedule. Auditors can really add value with
these manual checks. FSA supports you by creating views that help perform these checks more efficiently. Y ou just need to
click the pencil tool # and analyze the screen FSA presents. You respond to the screen to pass or fail the check. When
you identify violators and make suggestions for improvements, FSA will fail the check and include your suggestions in the
evaluation report.

For some manual checks you need to select a task first, for example for check 3.4.6 to display all its higher level summary
tasks. The screen tip of the  # icon will tell you if you first need to select a task and what type of task; just click on FSA

and hoover your mouse point over the hand icon ( % ) to see its screen tip. These checks are: 3.4.5 - 3.4.6,3.6.1 - 3.6.3,
3.7 and 4.3.
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When you pass a check, the " appears and when you fail a check, the ¥ appears.

5 Review the Overall Quality of the Schedule

You can review the overall quality of the schedule in the following ways:

€ You can click the list | All checks (100) v and look at the numbers behind the items:
¢ Checks for this project: this number tells you how many checks you had selected to be performed on this schedule.
¢ All failed checks: this number tells you how many checks failed.
<& All passed checks: this number tells you how many checks passed.
¢ Checks not performed: this number is the number of manual checks that you have not performed yet plus the

number of checks that could not be performed (data missing) marked witha ?

€ You click the expand button | (2] | in FSA and the entire checklist appears; you can now see in one blink how good the
schedule is (if you select All checks from the |All checks (100) v | list). When you click the Go back to narrow
form button , the screen will become narrow again.

¢ You click the report button | Bl and you look at the Overall Schedule Assessment screen that appears. This screen will

tell you how many checks were performed. On this screen you can also click the button Output all confirmed
violations in a report (MS Word) and FSA will provide all detailed feedback in an MS Word report.

6 Generate a Detailed Audit Report for the Schedule Owner

You click the report button | ]  and you click the button Output Report (Word File) and FSA will provide all detailed
feedback in a Microsoft Word report. This report is detailed enough to be sent to the schedule owner.

The report will look like this:

Evaluation Report of Schedule: Project Server Implementation at ABC.mpp

The following are points that need to be changed in your schedule:
u

Check | Schedule Feedback Text Response
5.4

The following tasks do not have their end linked (loose ends). With loose ends in the
network, the Critical Path calculation is not performed correctly. Can you give them a
successor?

jin} Task
3 Contract S2a5 provider
11 Create Skills lookup table & field

53 The follasnanag tacl-s ar milastones donot hawe a linl ta their ctart and ceem tonead ane

We recommend you present this report to the owner of the schedule and you verbally explain the points in the schedule that
need improvement. Demonstrate the violators and the issues they cause. In this way, the schedule owner will understand
your feedback and have a list to work from. It would be ideal if schedule owners also have FSA so they can improve their

schedule efficiently using the ® and (% tools.

Call 613-692-7778 (Eastern Time Zone in North-America) or email Support@ProjectProCorp.com if you have questions!
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