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Scheduling philosophyScheduling philosophy
Executive : Secretary =  PM : Scheduler

E ti t t l i bj ti• Executive > content, logic, message, objectives
• Secretary > tool skills, structure, appearance, grammer, 

spelling, storage

• PM > content, logic, message, objectives
• Scheduler > tool skills, structure, appearance, grammer, 

spelling, storage
• Difference:  Cross project view

– Resource balancingResource balancing
– Cross project dependency resolution
– Portfolio reporting
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Scheduling Rules
1. The project team controls the schedule, not the tool

Scheduling Rules

2. Ask not what % complete, ask when it will be complete
3. A task is on schedule for its projected completion date
4. Tasks don’t change duration with changes in resources 

unless the PM says so
k d b f l l d d5. Tasks are assumed to be uniformly loaded

6. Special calendars are not required
7. Represent different loading periods with different 

tasks
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Scheduling RulesScheduling Rules
8. Represent long running tasks with multiple end to end 

phasesphases
9. We don’t skip a status update because “there are no 

changes”g
10. Project managers or team members may update the 

schedule between status updates but they must return 
th h d l f t t d t ith th h d lthe schedule for status update with the scheduler

11. Everything you need to understand the schedule and 
what changed is on the screen or report (High visibilitywhat changed is on the screen or report (High visibility 
scheduling)

12. The scheduler helps the PM stay on schedule
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Schedule ConstructionSchedule Construction

• Ask the PM to provide a list of tasksAsk the PM to provide a list of tasks
• Use a prior plan as a template
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Construction RulesConstruction Rules
1. Every task should have at least 1 predecessor 

and 1 successor and a constraint type of ‘asand 1 successor and a constraint type of  as 
soon as possible’ except
1. An external dependency, has no predecessor1. An external dependency, has no predecessor 

and a constraint type of ‘start no earlier than’
2. An external deliverable, has no successor

2. Task durations should be between 1 day and 
the duration between status updates.

3. Longer tasks should be broken into end to 
end interdependent phases if possible.
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What do we need to see 
d d h d lto understand a schedule?

• Task nameTask name
• Duration
• Predecessors and successorsPredecessors and successors
• Constraint types and dates
• External dependency start datesExternal dependency start dates
• Deliverables
• Critical pathCritical path

2/1//2016 Project Administration Institute, Inc. 9



To understand the schedule
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Construction integrity checks
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Nice to know
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Project options objectivesProject options objectives

• Minimize horizontal space requirementsMinimize horizontal space requirements
• Support scheduling philosophy
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Project Options

2/1//2016 Project Administration Institute, Inc. 14



Project Options
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Project Options
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The sanity checkThe sanity check

• Is the initial schedule on schedule for theIs the initial schedule on schedule for the 
current status week?

• Are tasks that should be underway orAre tasks that should be underway or 
complete on schedule?
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Set the status date
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Set the status date for last Sunday @ midnight
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Setting the status date
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Setting the baseline
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Setting the baseline
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What do we need to see 
d d b dto understand status beside….

• Task nameTask name
• Duration
• Predecessors and successorsPredecessors and successors
• Constraint types and dates
• External dependency start datesExternal dependency start dates
• Deliverables
• Critical pathCritical path
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What do we need to see 
d dto understand status?

• To Do’s (what’s underway or complete)To Do s  (what s underway or complete)
• To Do projected or actual completion dates
• Duration changes (slippage)Duration changes (slippage)
• Finish variances (the ripple effect)
• Deliverable changesDeliverable changes
• What can be done to get deliverables back on 
scheduleschedule
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Status Report Table
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Status of line 2
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Status of line 2, on schedule
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Status of line 2, on schedule

2/1//2016 Project Administration Institute, Inc. 28



Status of line 2, on schedule
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Status of line 2, 1 day late
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Status of line 2, 1 day late
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Status of line 2, 3 days late
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Status of line 2, on schedule
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Status of line 5, 1 week late
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Scheduling Rules
1. The project manager controls the schedule, not the tool
2. Ask not what % complete, ask when it will be complete
3. A task is on schedule for its projected completion date
12. The scheduler helps the PM stay on schedule

Recovery Rules
1. Look for critical path tasks long enough so a little1. Look for critical path tasks long enough so a little 

shrinkage wont hurt
2. The closer to the delay the bettery
3. Prefer tasks with simple FS relationships
4. If that doesn’t work go to the next candidate down
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4. If that doesn t work go to the next candidate down
5. A large delay may require shortening multiple tasks



Status of line 5, 1 week late, on schedule
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To get back on schedule
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Back on schedule
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1/24/16 Status Report to the team
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1/24/16 Status Report to the team
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1/24/16 Verbal Status Report to Management1/24/16 Verbal Status Report to Management

• Apple MandarinApple Mandarin
– Start on shelf unchanged, still on schedule for 
5/9/165/9/16

– Project 8% complete
– Update description– Update description………
– Risk assessment…….
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1/24/16 Gantt Status Report to Management
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1/24/16 Milestone Report to Management
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1/24/16 To Do View
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Change to 2/7/16 To Do View

2/1//2016 Project Administration Institute, Inc. 45



Change to 2/7/16 To Do View
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2/7/16 To Do View
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1/24/16 Reporting Summary1/24/16 Reporting Summary
• To team

– 1/24 Detailed Status Report1/24 Detailed Status Report
– 2/7 To Do’s View
– Invitation to the next status update wk of 2/8

• To management
– Verbal Status Report
Gantt Status Report– Gantt Status Report

– Milestone Report
– 2/7 To Do’s View/

• All views to the 1/24/16 Repository
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The project scheduling process
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Reporting structureReporting structure
• Scheduler should reside in the project office
• Report to project executive
• Supports project managersSupports project managers
• Project manager responsible for schedule 
contentcontent

• Scheduler responsible for schedule integrity
• Both responsible for reporting
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Reporting structureReporting structure
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Benefits of a Scheduling Service
1. Fewer tool licenses and less tool training is required when a 

Scheduler supports multiple project teams.
2 Project managers and team members are freed from the need to2. Project managers and team members are freed from the need to 

become project management tool experts and can concentrate full 
time on managing their projects. Tool licenses and training for 
project managers can be eliminated.

3. In large and multi-project environments a Scheduler ensures that 
planning and reporting are consistent in format and terminology 
and conform to organization standards thus eliminating the need 
t id t i i d f lito provide training and enforce compliance.

4. The Scheduler provides a single a focal point for executives to 
understand their portfolio status, eliminates the need for a project 
office person to provide that roll up functionoffice person to provide that roll up function.
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Benefits of a Scheduling Service
5. Higher quality planning, tracking, and reporting because the Scheduler 

works with the project management tool full time compared to the 
project manager who would use it no more than 10% to 15% of theirproject manager who would use it no more than 10% to 15% of their 
time.

6. New project managers become effective more quickly because the 
Scheduler can help them begin their planning, tracking, and reportingScheduler can help them begin their planning, tracking, and reporting 
immediately. Without the Scheduler Service a new project manager 
would require training in the use of the tool and the organization's 
usage standards and then take months to become proficient.

7. In large and multi-project environments the Scheduler provides cross 
plan and cross organization dependency resolution and resource 
loading reconciliation.
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Benefits of a Scheduling Service
8. Slippage information is less likely to be filtered by the project team’s 

incentive to only report good news, thus improving early warning of 
missed targets.

9. Scheduler mentoring will improve the performance of inexperienced 
project managers.

10.A Scheduler can provide a project executive with valuable project 
management guidance. For example, ensuring that plans contain the 
information needed to provide early warning of slippage, or that reports 
are frequent enough to allow remedial action before its too lateare frequent enough to allow remedial action before its too late.
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The PAI Ribbon
Macros
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Simplify: Create your own Menu

Create a 
new tab
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Create your own Menu in 2010

Create a 
new tab

Insert a 
group in 
the tab
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Create your own Menu in 2010

Create a 
new tab

Insert a 
group in 
the tab

Add 
Commands
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Create your own Menu in 2010

Create a 
new tab

Insert a 
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Commands
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PAILite TemplatePAILite Template
A preconfigured MS Project schedule designed to jumpstart an inexperienced 
scheduler Just add your tasks and follow the scheduling process instructionsscheduler.  Just add your tasks and follow the scheduling process instructions.  
It contains:
• 5 Task Views, 2 Resource Views
• 8 Task Tables, 3 Resource Tables,
• 29 filters
• 8 Custom fields imbedded in task tables
• Preset Options
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SharingSharing

Please call or email me if you would like toPlease call or email me if you would like to 
• Share your scheduling approach or critique or 
enhance what you’ve seenenhance what you ve seen.  

• Receive a copy of the PAI Ribbon.
• Further information on the PAILite Template.
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fContact  Information
Ed Mahler
Project Administration Institute, Inc.
PO Box 974
Larchmont, NY 10538
edmahler@paiwebsite.com
Office # 914‐834‐4162
Cell # 917‐734‐3953
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2/1//2016 Project Administration Institute, Inc. 62


