Draft - SDOT IS - Microsoft Project Scheduling Guidelines

	Guideline
	Why?

	
	

	The work breakdown structure should be structured such that all tasks have a dependency chain that leads to the completion of the CRISP & SDLC (if applicable) standard milestones (Initiation Stage complete, Planning Stage complete, Requirements Phase complete, Design Phase complete etc.). 
	Utilizing common milestones makes it easier to make comparative analysis across different schedules and to track baseline to actual task performance.

	All project stages or phases should include at least a completion milestone.  Depending on the nature and duration of the project, additional interim milestones may also need to be identified.
	Milestones allow groups of tasks to be more easily identified and linked.

	Milestone tasks should always be represented as zero duration tasks.
	This helps milestones be more easily identified.

	A revised schedule baseline should be captured at the conclusion/approval of each CRISP funding gate (i.e. Proposal, Initiation and Planning Stage gates).   Additional baselines (i.e. Start 1/Finish 1) may also be captured to better track schedule performance, particularly when task detail is significantly modified.
	So that project performance can be tracked and measured, it is critical that a clear baseline be captured prior to starting the in-scope work that has been identified for each project stage.  At minimum this baseline should clearly identify when it was planned the project stage would start and finish and how many hours it was estimated would be required to complete the project stage.  Ideally, start/finish dates for any additional key interim milestones will also be captured.

	Tasks (except for milestone tasks) that are less than one day in duration (8 hours work) should not usually be tracked in the MSP schedule.
	There is too much detail to manage in the MSP schedule when tasks that are one or two hours long are also included.

	Resource availability is estimated at no more than 65% for Internal SDOT resources and 85% for peak load resources.
	Because it is assumed that no resource is 100% available for project work a resource should never be allocated more than 65 – 85% on any individual task in MSP.  It is also assumed that because peak load resources are normally brought on board to complete specific project work that they will be more available for project work than internal SDOT resources.

	All tasks should have estimated values in the Work (effort) field.  
	The default SDOT IS Task Type is Fixed Work.   MS Project will then calculate the task duration based on resource availability (i.e. if a resource is 65% available, 40 hours effort = 7.7 days duration or if a resource is 85% available, 40 hours effort = 5.8 days duration).

	A fixed duration task type may be used to represent meetings where appropriate (on-going meetings, workshops).  Effort should also be estimated for these activities (five people attending a 4 hour meeting = 20 hrs effort).
	As the number of attendees or the attendees overall allocation to project is not likely to impact individual meeting duration, fixed duration is the most appropriate task type to represent meeting activity. 

	The estimated effort of a detail task should be no greater than the status reporting cycle. For larger SDOT IS projects this would be 40 hours, but never greater than 80 hours.
	If a task is longer than the status period, you may go thorough two cycles before you realize that there are issues, which could cause major problems for subsequent dependencies.  Tasks that are greater than 40 or 80 hours of effort should be decomposed into multiple tasks.

	Unless explicitly specified, % complete for deliverable tasks should be expressed in the following manner: 
· 25% = deliverable started
· 75% = draft deliverable complete/ready for review.
· 100% = deliverable reviewed, approved and modified based on review.  
	Progress is more easily measured and tracked utilizing a common understanding of what “done” (as an example) means.  Common % complete standards reduce the schedule risks associated with more % complete assessments that may be more subjective and arbitrary.

	Task Constraints types other than “As Soon as Possible” should be used very judiciously, if at all. Applying a specific Start and Finish date to a task changes the Constraint Type of that task from the MS Project default, which is “As Soon As Possible” to a more inflexible constraint type. 
	Telling Microsoft Project that certain tasks must occur on certain days (which you do when you key in specific dates) greatly reduces the MS Project’s inherent ability to calculate duration dates for you.  It is preferable to adjust task dependencies and durations to arrive at desired Start and Finish dates.

	For every active project, a copy of the project schedule should be archived monthly.
	This archived schedule serves as additional historical backup to captured baseline data.  

	Resources should only be added to plans utilizing the SDOT IS Common Resource Pool (located at J:\Iss\Project\Overall Integrated Systems\Implementation Project Plans\Working DRAFTS\Integrated Systems Shared Resource Pool).
	This will ensure that some tasks are not assigned to “John Green (for example) while other tasks are assigned to “John”.  If you need help linking to the common resource pool, ask for help.

	Resource constraints (holidays, vacations, etc.) will be maintained in the Common Resource Pool.
	This ensures that standard city holidays and resource specific vacations (and absences) are accounted for in the project schedule.

	Never assign resources to Summary Tasks.
	Resources should only be added to detail tasks.  Resource needs will be overestimated if resources are assigned to summary tasks.

	Whenever possible, all tasks should be assigned a named resource.
	This makes it much easier to clearly see who is doing which tasks and identify any over allocations and conflicts.

	
	

	
	

	
	

	
	

	
	

	
	

	Summary tasks should not be represented using verbs (i.e. Create Requirements Document).
	Summary tasks do not have work associated with them and should be represented without verbs as stages, phases or deliverables (i.e. Planning Stage, Requirements Phase, Requirements Document). 

	All detail tasks should be “verb-noun” in naming structure.
	Using this naming structure makes your plan easier to read.  For example, consider a task named “Specification Document”.  This could mean review, create or test.  A detail task should always indicate what action is required and say “do something”.

	Milestone tasks should be in the format of a “noun + verb” past tense.
	Like the task naming rule, for example “something approved” or “something complete”.

	
	

	
	


· MS Project Options (Tools\Options on the drop-down menu) are set as follows:

View Options: 
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Calculation Options:
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Important:

· Calculation Option should be set at Automatic. 

General options:
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Save Options:
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Calendar options:
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Important:

· Week starts on: Sunday 

· Hours per day 8

· Hour per week 40

Schedule options:
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Important:

· Default task type is Fixed Work.
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