EXAMPLE MS PROJECT PLANNING INSTRUCTIONS 
This document describes an example MS Project planning environment.
INTRODUCTION
All planning is carried out using MS Project 2010.  For the majority of Purchase Orders (PO) awarded , a project schedule is created.  In some case, a bid schedule will have been created and this bid schedule may then be used as the actual project schedule.  In all other cases, when a PO is awarded, a schedule is created using a template.  Schedules are utilised in order to inform clients of predicted delivery dates, to assist with resource planning for all departments and to assist with workshop loading predictions.
CREATING NEW PROJECTS
All projects are created from the ‘FI-PS-001 (Template Schedule) located at :\Templates\Approved Templates\Planning Templates. Using this template ensures consistency across all projects and more importantly allows analysis of total work commitments and resource requirements.  
The project file name and the project name should use the project number followed by the project title and client name (e.g. XXXXX – Project Name (Client)).  In order to prevent problems with duplicate file titles when inserting project files into the top level overview project file (Current Projects and Commitments), the project name must be copied to the ‘Title’ field at File, Properties, Summary tab.
The header is set up in the template but must be updated with the appropriate information for each new project at File / Page Setup / Header.   Header settings are: Arial, Red, Bold, 24, Company Logo Top Right.  Whenever a schedule is updated subsequently, the header must be revised in order to show the revision date.
In the ‘Resource Usage’ view, insert the ‘Project Code (Text 1)’ column if not already in view.  Add the project code number against each resource activity line.  Do not insert the project code number against any of the summary resource name lines as this causes confusing information to be displayed in the Resource Pool file.  This resource information is used in the Resource Pool to analyse resource loading.
SAVING PROJECT SCHEDULES
A Master copy is created for each schedule and is located in the relevant project planning folder.  This version is named ‘XXXXX – Project Name (Client) (Master)’.  The Master must always be the most up-to-date version.  Backup copies of schedules are kept in the project Archive Copies folder.  Backup copies should be named ‘XXXXX – Project Name (Client) (Revised dd mmm yy)’.  A backup copy of a project file must be created when the project is saved initially and then a new backup version should be created each time a project schedule is revised.
LINKING NEW PROJECTS TO THE RESOURCE POOL
All new projects must be linked to the resource pool in order to provide an accurate overview of resource requirements across all current projects.  To link a project, both the project file and the resource pool file must be open.  The resource pool file to be used is ‘Resource Pool (Current)’ located at General\Projects\Project Planning\Resource Pools.  With both files open, select the new project and go to Tools / Resource Sharing / Share Resources.  Select the ‘Use Resources From’ option and choose ‘Resource Pool (Current)’.  Save the changes to the new project and then save the changes to the Resource Pool (Current) file.  As a check, the Resource Pool file should be examined in order to confirm that activities with the new project code are visible against the relevant resources for the project which has just been linked.  Both files can then be closed.  
ADDING NEW PROJECTS TO THE OVERVIEW SCHEDULE
In order to provide a consolidated view of all current projects, an overview schedule has been created.  This overview schedule contains a link to every current project.  The overview schedule can be used to analyse periods of high or low overall activity.  Only the overview schedule needs to be opened in order to insert a new project.  The overview schedule is called ‘Current Projects and Commitments’ and is located at General\Projects\Project Planning\Current Projects.  In order to prevent potential inadvertent alterations, this project is password protected.  The passwords are known to the Projects Group staff.  To insert a new project, go to Insert / Project.  Navigate to the project folder containing the relevant file and choose the Master copy.  [Note that it is essential to use the Master copy rather than a dated copy.  This is to ensure that when the overview schedule is opened, it is always able to locate the same named file i.e. the Master copy (which should always be the latest revision).]  Insert the project into the correct position (month and date) according to the Client Agreed Delivery Date.  Select the new project activity line and set the Font Size to 8.  Annotate the ‘Workshop Tasks?’ as ‘Yes’ or ‘No’, add the ‘Client PO Number’, the ‘PO Delivery Date’, the Client ‘Agreed Delivery Date’, the ‘Project Admin’ name and the ‘Engineering Contact’ name if relevant.  Save the ‘Current Projects and Commitments’ file.
UPDATING SCHEDULES
When carrying out schedule updates, always open the Master copy and then save a copy using ’Save As’, naming the new copy with the current date and saving it into the Archive Copies folder. Update the header with the new revision date in each view as necessary.  When the update is complete, save a PDF copy as described below and distribute it if necessary any relevant users e.g. the project design engineer.  Finally, save the updated version as the Master copy.  If, as a result of the update,  there have been any agreed changes to the Client Delivery Date, the ‘Agreed Delivery Date’ for the project, displayed in the ‘Current Projects and Commitments’ schedule, must be updated.
PDF COPIES
In order to allow relevant people who do not have MS Project to view project schedules, a PDF copy should always be created whenever a schedule is revised.  In general, the Client View should be used but the columns and Gantt chart can be tailored if necessary.  Always ensure that the critical path is visible on PDF copies.  The latest PDF copy of each schedule is saved in the Project Management / Schedule folder of each project.  The PDF should be named ‘XXXXX – Project Name (Client) (Revised dd mmm yy)’.  The old PDF copy should be moved into the PDF Copies folder. 
BID FILES
All project schedules which are created for bids are saved in the relevant Quote folder under ‘Supplied Information\Dwgs – LOMs – Docs’.
OVERVIEW FILE
In order to provide an overview of all current work, the ‘Current Projects and Commitments’ file contains a copy of each current Project Master schedule.  It also contains other Commitments which are Rework & Development and Personnel Diversions.  This file is contained at General\Projects\Project Planning\Current Projects.
An overview of future projects is contained in ‘Potential Future Projects’ located at General\Projects\Project Planning\Potential Future Projects.
RESOURCE POOL
All projects are linked to a Resource Pool file located at General\Projects\Project Planning\Resource Pools.  Current and future projects are linked to the appropriate pool.  The Resource Pool provides an indication of resource requirements over time.
RESOURCES
Resource names and codes are contained in the table below:
	Resource Name
	ID

	Project Administrator
	PA

	Design Engineer
	DE

	Senior Design Engineer
	SDE

	Design Draughtsperson
	DD

	Project Buyer
	PB

	Document Controller
	DC

	QC Engineer
	QC

	Workshop Technician
	WT

	Storesperson
	SP



USER DEFINED FIELDS
Particular User Defined Fields have been created for use within this organisation.  These fields are detailed in the tables below:
User Defined Fields (Task)
	Text 1
	Project Phase

	Text 2
	Assembly Code

	Text 3
	Part Number

	Text 4
	Bubble Number

	Text 5
	Lead Engineer

	Text 6
	Design Draughtsperson

	Text 7
	Project Code

	Text 8
	Project Name

	Text 9
	PO Line Number

	Text 10
	Document / Drawing Number

	Text 11
	Quantity

	Text 12
	Job Number

	Text 13
	Revision

	Text 14
	Project Admin

	Text 15
	Client Document Number

	Text 16
	Client PO Number

	Text 17
	

	Text 18
	

	Text 19
	

	Text 20
	

	Date 1
	Last Expedited

	Date 2
	Agreed Delivery Date

	Date 3
	PO Delivery Date



User Defined Fields (Resource)
	Text 1
	Project Code

	Text 2
	

	Text 3
	

	Text 4
	

	Text 5
	



DETAILED INFORMATION FOR SCHEDULE CREATION
ENGINEERING
The main aim of the engineering section of the schedule is to provide a clear indication of work priorities to the lead engineer.   When creating new schedules, the Engineering section should capture all of the work necessary to deliver the project such as design work, drawings and documentation.  Capturing all of the tasks ensures that the engineering hours will reflect the total amount of work for the project; these hours will be fed into the overall resource requirements (Current Resource Pool).  The engineering schedule structure should reflect the content of the Bill of Materials (BOM) with these engineering tasks then being linked to the same structure in the Procurement section (see below).  Documentation such as a Factory Acceptance Test (FAT) procedure, Load Test Procedure and Operations & Maintenance Manual may also be required.  It will be necessary to obtain detailed information from the lead engineer in order to allocate the correct estimated hours and also to obtain all relevant priorities, links and dependencies.  It may also be necessary to include any client-specific requirements.  Any significant milestones should also be included.  Ideally, the engineering schedule structure should be in place and agreed with the lead engineer, prior to project kick-off.  
The following details should be noted:
· ‘Detail Drawings’ include both design drawings and weldment drawings.
· As a ‘rule of thumb’, the duration allocated to Review & Approval should be 50% of Creation.
· For ‘Eng Work Due This Week’ filter use:
	Project Phase = Eng
	% Complete Does Not Equal 100
	Resource Name Does Not Equal ‘blank’
	Start is Less Than Current Date plus one week
PROCUREMENT
The Procurement section of the schedule includes actions such as Obtaining Quotations, Placing POs, Manufacturing/Fabrication time and QC Inspection. The Procurement section of the schedule should be structured to follow the contents of the BOM.  Each procurement item on the BOM at assembly level should be included and must follow the structure in the template schedule.  Detailed engineering design and any client and/or DNV approval must be linked to the appropriate procurement section.  For simplicity, each procurement section for an assembly contains only one ‘Manufacture’ line and this should reflect the date of the last item to be delivered (the longest lead item) for that assembly.  As orders are placed, this date may change as a different item may become the longest lead.  It is good practice to include the Part Number of the longest lead item.  The Job Number should be inserted as the Job Number enables subsequent updates to be carried out quickly and easily.  Generally, each job should be tracked in the Procurement section.  Estimated delivery times are contained in the ‘Commodity Lead Time Matrix Rev A’ and ‘Sub Con Lead Time Matrix - Rev A’ spreadsheets. 
WORKSHOP
The Workshop section aims to capture all of the assembly and test tasks and the associated work hours for a project.  For existing types of tools, assembly and test information is contained in a ‘Man-Hours and Assembly Details’ spreadsheet in the Workshop folder on the Workshop drive.  For any new tools, the Workshop Supervisor will have to provide estimated assembly and test times which should be revised as the details of the tool design become clearer.
The following details should be noted:
· Use 2 x Workshop Techs for large tool main assembly builds.
· Use 1 x Workshop Tech for individual small tool builds.
A Workshop Overview can be provided by using the Workshop Overview Table and the Workshop Overview View of the ‘Current Projects and Commitments’ file.  Highlight all summary projects then Expand All to see all activities.
SHIPPING
For some projects, such as major tools, the shipping information section will be very short.  However, for Kits and Spares orders, there is a significant amount of work required in gathering parts together, preparing shipping containers/crates and in packaging item.  The hours required to carry out these tasks will have to be obtained from Stores.
DETAILED INFORMATION FOR PROGRESS UPDATES
Once a project has kicked off, regular progress updates must be obtained from engineering, procurement and/or workshop depending on the stage of the project.  The frequency of updates will be determined by specific project requirements but should not be any greater than two weeks.  For engineering, Actual Work (hours) against each activity should be recorded and updated and Remaining Work (hours) should also be reviewed and updated as necessary.  For procurement, the information in the MRP system should be used to update the schedule by determining if items are on enquiry, have a confirmed delivery date, have a revised delivery date, have been delivered and if they are through QC checks.  For workshop, progress updates will have to be obtained from the Workshop Supervisor.  Stores progress, especially for Kits and Spares orders will need to be obtained from the Materials Coordinator /Storeman.  When all updates have been incorporated, the effect on the schedule must be analysed.  If the updates have had an adverse effect in terms of schedule dates, resources or costs, any mitigating actions which may be required should be discussed with the project manager and any other relevant project team members in order to agree the preferred solution.   The effect of any schedule updates must also be reflected in the Resource Pool.  In order to achieve this, in the project schedule, select Tools/Resource Sharing/Update Resource Pool.  
RESOURCE POOL DETAILS
A Resource Pool folder is located at General\Projects\Project Planning\Resource Pool.  The Resource Pool folder contains two files:
· Resource Pool (Current) – All current project files use this file as the resource pool
· Resource Pool (Future) – All bid schedules use this file as the resource pool
When a new project file is created, it must be linked to the Resource Pool file.  Both files must be open in order to create this link.  In the project file, select Tools/Resource Sharing/Share Resources then choose ‘Use Resources From’ Resource Pool (Current).
[ Note.  For subsequent changes to be reflected in the Resource Pool file, the Resource Pool must be opened when the project file is opened.  In this way, saves in the project file prompt saves in the Resource Pool file.]
The Resource Pool schedules do not provide resource requirement information in the required format so Excel files, providing Current Resource Forecasts , have been created for Engineering and Workshop.  These are located at General\Projects\Project Planning\Current Resource Requirement Forecast.  These files are created from the Resource Pool file by using the Resource Usage view.  In this view, using the resource summary lines with Work selected in the time-based section, the Work values can be copied and then pasted into the Excel spreadsheets.  Within the Excel file, the work hours can be converted into staff requirements.
PROJECT COMPLETION
When a project is complete, and has been collected by, or despatched to, the client, the project schedule must be removed from the ‘Current Projects and Commitments’ overview project.  This is achieved by selecting the appropriate inserted project and deleting the task.  The project schedule link to the Resource Pool must also be removed.  In order to break the link, the project schedule must be open and the Resource Pool must also be open in read/write mode.  Select the project schedule, choose Tools/Resource Sharing/Share Resources then select ‘Use own resources’.  Save the project file and then save the Resource Pool.
FUTURE PROJECTS
When considering resource loading for future bid projects, the starting point for future projects from the Quotes Register is to use projects with probability >= 50% and value >= £tbd.
DIVERSIONS
For holidays use 32 days per person = 1200 hours
SUPPORT TASKS
Add 5% to the project for admin Support tasks (Project Administrator).  
Add 5% to Procurement and Workshop for Technical Support tasks (Design Engineer).
PROCUREMENT RESOURCING
[bookmark: _GoBack]Each schedule has a task for Procurement Resourcing which is located under Project Management.  This task is used to provide a forecast for the number of resources required in Procurement.  The task is linked dynamically to the Procurement summary task in order to provide a ‘hammock’ task.  The fields which are linked dynamically are Duration, % Work Complete, Actual Start, Start and Finish. The Work figure for this task is provided by the Procurement Manager and is based on the number of POs expected to be placed which in turn is based on the value of the order.
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