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	Introduction

	Scope of Document

These schedule requirements apply to all SDS Projects classified as Systems Development or Enhancements to existing systems regardless of size.
How To Read The Checklist

All statements on this document are to be read as required with the exception of statements preceded with the words ‘Suggestion’ or ‘Exception’.  It is our intent for this to be a living document within which we can improve from lessons learned so if you feel your situation warrants an Exception or Suggestion, we welcome your comments.  Please send an e-mail with your comments in as much detail as possible to:  Planner Management E-Mail
Document Purpose

The purpose of this document is to establish a minimum requirements standard for creating and maintaining project schedules within SDS in order to facilitate the following objectives:

1. Provide a standardized approach that defines the minimum required components of a schedule.

2. Provide the Project Manager with improved early warning schedule status to manage the project in a timely manner.

3. Improve accuracy of Earned Value reporting on the project.

4. Provide accurate milestone data for upper management status reporting.

5. Improve on the true picture of the project’s health (positive or negative).

6. Move project managers and planners towards a standard scheduling approach across the organization.

7. Improve the reliability and value of the project schedules.

Going forward, this document will be complimented with a quality assurance process (Health Check) that will assess the schedules in place to ensure the minimum requirements are in place.  



	Schedule Setup Considerations

	
	Completed
	Comments

	RS1-WBS View / General Tab

Before the status of a WBS is changed to active, assign and update all known resources or roles that will work on the activities. 

	 FORMCHECKBOX 

	Any addition of resource assignments after baselines have been set would cause variances in effort, time, and cost due to the fact that the system default for resource assignment would add it to the activity at 100% effort.  This addition would then skew effort, time, and cost and adversely affect EVMS data such as your estimates to complete or estimates at completion.  Therefore, if chosen, there would need to be a process to reset or correct these over allocations.  These choices may affect the settings selected on the Resource tab of the Project view within IT Project Manager).



	RS2-Projects View / Settings Tab

Set fiscal year to begin on the 1st day of October.
Set “Summarize to WBS Level” to a minimum of 3 levels that the tool will drill down to.

Set “Summarize project based on” to “Detail activity resource assignments”
Set “Character for separating code fields for the WBS tree” to a period “ . “

Set “Baseline for earned value calculations” to “Project baseline”
	 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


	

	RS3-Projects View / Calculations Tab

Set “When updating Actual Units or Cost” to “Subtract Actual from At Completion”

Select “Update units when costs change on resource assignments”

Select “Link Actual and Actual This Period Units and Cost”


	 FORMCHECKBOX 

 FORMCHECKBOX 

 FORMCHECKBOX 


	

	RS4-Projects View / Calculations Tab

Ensure the checkbox for “Recalculate Actual Units and Cost when duration % complete changes” is NOT selected.
	 FORMCHECKBOX 


	

	RS5-Projects View / Calculations Tab

Set “Default Price / Unit for activities without resource or role Price / Units” to $100.00/h                                              
Select “Activity percent complete based on activity steps”
	 FORMCHECKBOX 

 FORMCHECKBOX 

	VCS contractor resources established in the Primavera Resource Table will have no (null) price/unit assigned to their VCS effective start date.  Primavera will use the default price/unit rate of $100/hr, assigned at the project level, when a resource has a null value for price/unit.  

	RS6-Other

In addition to these minimum requirements, follow the SOPs located on the VHA OI Primavera - Project Management Office (PMO); and IT Program Management Office web portals.


	 FORMCHECKBOX 

	The intent of these requirements is to meet or exceed VA Project Management and Tool policy as it relates to the quality of the schedules.

IT PMO have produced OMB Exhibit 300 Project Schedules related policy which is not part of these requirements and must be followed.
Depending on timing, there may be new policy which has not been addressed by these requirements.

	RS7-Projects View / Resources

Select “Drive activity dates by default”
Ensure the checkbox for "Primary resources can mark activities as Completed" is NOT selected.

	 FORMCHECKBOX 

 FORMCHECKBOX 

	Allowing a Primary resources to use Primavera Timesheets to mark an activity or step complete triggers a live update to the Project Manager database possibly rendering reporting period Earned Value inaccurate."


	Project Milestones

	
	Completed
	Comments

	RM1-Activities View

If applicable, follow the SDS UPM (Universal Project Milestones) requirements.
	 FORMCHECKBOX 

	See Planner Web site for UPM policy:
Planner Website - UPM Document 

	RM2-Activities View

In addition to the UPMs place other milestones which cover deliverables and accomplishments throughout the schedule.  
	 FORMCHECKBOX 

	Since this is a subjective requirement, use an activity layout and filter where only milestones are listed to see if your milestones walk you through a good picture of the project. 

	RM3-Activities View

If UPMs were not used, ensure you enter matching milestones for those milestones used to monitor/report project progress that are identified in TSPR and make sure the baseline date matches the TSPR dates as appropriate. 
	 FORMCHECKBOX 

	TSPR Entry SOP 192-137 talks about what milestone dates are required in TSPR and when. SOP 192-137


	RM4-Activities View / % Complete Type

Set milestones to Duration % Complete Type.
	 FORMCHECKBOX 

	This is due to an IT Project Office issue with activity % complete being set incorrectly when using Units % Complete. 


	Activity Details

	
	Completed
	Comments

	RA2-Activities View / Activity Type

Suggestion:
Activities that require specific resources should be set to ‘Resource Dependent’ ‘Activity Type’ and use Resource Calendars to identify and track non-work days. 
	 FORMCHECKBOX 

	This allows you to consider resource’s non-working days when planning your project timeline and provides a more accurate schedule.  If the resources don’t already have a calendar setup, you must set one up for all resources and keep them up to date. 

	RA3-Activities View / Constraints

Do not use Mandatory Constraints because they will prevent the project network from depicting a true and accurate picture of the projects ability to meet deliverables and reach completion.
Exceptions: 
1. When manually tracking external dependencies.

2. When using a Mandatory Constraint on a Start Milestone, as a Predecessor to an LOE activity, and a Finish Milestone as a Successor to an LOE activity.

	 FORMCHECKBOX 

	Constraints will hold the associated network and prevent it from moving. This could cause inaccurate critical path depiction.  Your baseline serves as your anchor and provides “true” schedule visibility regarding deadlines and schedule slips.

Exception Notes: 
1. When using constraint dates to track external dependencies, a regimented date status process should be in place to ensure the accuracy of the constraint dates, thus maintaining a valid network and associated critical path.
2. The period of performance for LOE activities must be held to the dates of the planned support work. The only constraint that has been proven to adequately hold dates is a “Mandatory” Constraint (Mandatory Start or Mandatory Finish). Use Mandatory Start Milestones as Predecessors to LOE activities, and Mandatory Finish Milestones as successors to LOE activities. In addition to holding LOE dates, the use of Mandatory Constraints in this manner may allow separate critical paths to emerge, allowing the Project Manager to focus on the real, technical issues on the critical path.



	RA4-Activities View

Activity Types and Percent Complete Types

Task or Resource Dependent – Activity Duration limit is determined by the selected performance measure.

Physical % Complete, with Steps – Activities should be broken down into natural increments of the work necessary to complete the defined deliverables.  Steps within the activity should reflect a check list of items the Primary Resource defines as necessary to complete before the scope of the activity can be reported as 100% complete.  Duration should not exceed 3 months. Using steps, performance can be measured in two ways: 

1) Treat each step as either complete or not (check-mark each step).  As activities are broken down into steps, the goal is to obtain a measure of performance no longer than every two weeks.

2) Have the resource record the percent complete for each step (0% - 100%).    

Exception:  When using steps, steps are hidden from the critical path.  If an activity is critical to the completion of the project, it should be set up as an individual activity of short duration (approximately two weeks). 

Physical % Complete, with no Steps – Since performance is measured by user input, duration should not exceed the duration of the reporting period; one month.  Since the work is not broken into steps, the activity’s scope should be defined using the Scope Notebook Topic.  Performance is taken from a single user input percent complete for the entire activity.

Units % Complete – Do not use.  If you have existing Units % Complete activities which have not started and are part of your baseline, keep them as they are.

Exceptions: 

-Summary Activity (Planning Package), 

-LOE activities.

	 FORMCHECKBOX 

	The key to providing timely project performance against baseline is not achieved through decomposing activity durations into two-week or 80-hour increments, but rather measuring performance no less frequently than every two weeks. (Note – recording Actual Hours has no direct relation to measuring schedule performance – except to report the cost of performance).  Therefore, the limit is not on activity duration or hours, but on the longest amount of elapsed time without knowledge of work accomplished (or work not accomplished).  Project teams should provide performance measurement no less frequently than every two weeks.  Think about this as how often the resource(s) assigned to the activity must provide status on work accomplished for the activity.  The collection of hours on timesheets indicates how many hours the resources spent on an activity but, to measure performance, a percent of work accomplished or a list of accomplished steps must be provided by the assigned resource(s).  When setting up and planning activities, decompose the work into smaller, quantifiable increments that can be used to measure progress.   

Exceptions: Planning Package activities are by definition activities which hold budget amounts that have not been planned in detail yet.

	RA5-Activities View

Assign resource(s), role(s) or expense (s) to all non-milestone activities.
	 FORMCHECKBOX 

	Note: when using roles, rates must be included for proper estimating and budgeting.

	RA6-Activities View

Ensure proper activity duration is reflected for all non-milestone activities.


	 FORMCHECKBOX 

	Verify the duration assigned on each activity is the proper one instead of just letting the system assign the default.

	RA7-Activities View

Assign At Completion Units (hours) to all resources assigned to an activity.
	 FORMCHECKBOX 

	

	RA8-Activities View

Ensure all activities and milestones have predecessors and successors assigned. 

Exceptions:

First, Last and External Milestones would typically only contain either a Predecessor or Successor and a constraint, as appropriate.
	 FORMCHECKBOX 

	Analyze your critical path to ensure it flows in a logical, easy to follow path.
Read the Schedule Log and review the errors and warnings section (i.e. – missing predecessors / successors, etc.)


	Level of Effort Activities

	
	Completed
	Comments

	Activities View

RL1-Ensure the total cost associated with LOE activities is not more than a maximum of 15% of Total project cost. 

To determine LOE percentage divide entire project's BL Project Total Cost dollars by the total LOE activities BL Project Total Cost dollars (if the project is not fully baselined, divide entire project's At Completion Total Cost dollars by the total LOE activities At Completion Total Cost dollars to calculate the result).  From this calculate the LOE percentage for the total project.
To help reduce the cost associated with LOE activities perform the following assessments:
1. Were activities evaluated to determine if they result in measurable outputs?

2. Were reasonable attempts made to designate activities as discrete whenever practicable?  

3. Was support effort included in discrete activities, when possible (ex., Analyst or Developer Support to SQA Testing)?

4. Has Apportioned Effort been used as an alternative to LOE when functional organizations required a separate activity and their support is in direct proportion to a Reference Based Account? 
	 FORMCHECKBOX 

	Here is a quote from Quentin W. Fleming’s ‘Earned Value Project Management, Third Edition’:

“If the value of LOE tasks exceeds 5% to 10% of the total baseline, the project is not measuring true performance.  Rather, it is simply measuring the passage of time.  Get rid of the excessive LOE contamination.” 
Examples of Discrete work:

1) Weekly Meetings – If the meeting is related to discrete work like analysis, development, testing, etc., resources need to charge the meeting time to the specific work related activity or set of activities.
2) Planning Meeting – A planning meeting’s deliverable is a timeline or a WBS.
3) Requirements or Analysis

4) Development or Design

5) Integration

6) Testing or SQA

7) Implementation

8) Work Product Review of deliverable items

In general, activities which have a deliverable should be coded as discrete activities.
Examples of LOE work:

1) Project Management / Lead Support

2) Project Planner Support

3) Recurring Project Team Meetings (such as CCB Status Meetings or Project Management Status Meetings)
4) Project Administrative Efforts

See Planner Web site for guidance on: Recommendation for Health Check Improvements to Reduce and Control Level of Effort in Projects, including the use of AE: 



	RL2-Activities View
LOE activity durations should be controlled by Start and Finish Milestones with Mandatory constraints (“Mandatory Start” and “Mandatory Finish”) to serve as predecessors and successors to LOE activities, ensuring they are properly held to their baseline dates
Recommendations:

1. Plan LOE activity durations in 3 month (quarterly) increments, but not longer than 6 months in durations

2. Isolate LOE activities under their own separate WBS


	 FORMCHECKBOX 

	1) Primavera excludes LOE activities from Resource Leveling and the Critical Path.  

Recommendations:
1. Quarterly planning of LOE activities allows future quarters to be held in “LOE only” Planning Packages. This method allows:

· replanning of future effort based on actual effort in previous quarters;

· a potential reduction in cost variance for LOE, thereby preventing distortion of overall project performance;

· the opportunity to review planning packages as they become due for detail planning, and identify efforts that can be discrete activities
2. Planning LOE activities in a separate WBS allows for ease of identification of LOE work packages from discrete effort work packages and apportioned effort work packages.


	RL3-Activities View

Set all LOE activities to Physical % Complete type. After applying actuals each period, manually adjust the LOE Physical % Complete to equal the Schedule % Complete for the activity (EV should always equal PV so SPI is 1.0 and Schedule Variance is as close to zero as possible).  When the Schedule % Complete reaches 100%, and PV equals BAC, the LOE Activity should be marked 100% complete. If discrete work has not completed evaluate if a new LOE activity will be needed to capture additional charges until the discrete work is complete. .. .

	 FORMCHECKBOX 

	By EVM definition, LOE activities are on-going infrastructure type Activities whose progress is not measured. IT PO version 4.1 limits its treatment of LOE to being a scheduling feature defining LOE solely as an Activity whose Start/Finish is defined by other Activities.

In order to prevent LOE Activities from distorting the bottom-line project variances, their EV needs to be set equal to the PV.  To facilitate this, follow instructions on the left.

LOE variance analysis will be limited to a comparison of AC to PV/EV and cost discrepancies which follows standard EVM theory.

	General Items

	
	Completed
	Comments

	RG1-WBS View

Suggestion:
Follow a consistent WBS level structure through the entire schedule. 

	 FORMCHECKBOX 

	If you are following a consistent WBS Level structure, each level of the WBS is categorized in a logical manner throughout the entire schedule.  Here is an example of one:
Construction Phase–Iter1 Prosthetics Application

Iter1 Prosthetics Use Cases (UC)


UC Input Screens


UC Reports


UC Patient Records

Iter1 Prosthetics Interface Control (IC)


IC Patient Records


IC Dr. Database

Iter2 Radiology Application


RA UC


RA IC
Note that items in red do not follow the same structure used in Iteration 1.


	RG2-WBS view

Suggestion: 
Name the schedule WBSs in the form of nouns. No verbs.
	 FORMCHECKBOX 

	Do: Project Management, Messaging Component Delivery.
Don’ts: Manage Project, Deliver Messaging Component.

Action verbs belong at the activity level.

	RG3-WBS view

Describe deliverable(s) being addressed in WBS name.
	 FORMCHECKBOX 

	In addition to following the methodology (IDL or waterfall) naming convention, the WBS name should describe the high level deliverable.  i.e. Iteration 1 – City Edit Improvements to GMT

	RG4-Activities view

Ensure planning packages are converted into work packages one (1) month prior to the scheduled start of the planning package
	 FORMCHECKBOX 

	The conversion of planning packages to work packages is normally expected to remain within the approved planning package budget and schedule limits.

When a planning package is converted to a work package, updates can be made to the PMB to reflect the detail changes made in the project schedule.  A complete re-baseline is not authorized.

	Schedule Tracking 
	
	

	
	Completed
	Comments

	RT1-Tool / Schedule Window

Check “Recalculate assignment costs after scheduling”
Suggestion:

Use retained logic as the setting for the advanced scheduling option. 
	 FORMCHECKBOX 

 FORMCHECKBOX 


	Due to rate changes for VCS contract resources use this option to calculate the costs of resource and role assignments that are assigned multiple rates.

	RT2-Activities View

Prior to creating a baseline, level the Resources within your project schedule(s).

Once the schedule is being tracked, maintain resources remaining work leveled.
	 FORMCHECKBOX 

	For additional detail on this subject, a future standard and guide for leveling resources will be identified for use within SDS.

	RT3-Project / Maintain Baseline Window

Create a baseline for the entire schedule. (see comments for baseline settings)
	 FORMCHECKBOX 

	Once you’ve created your Baseline, 

1) select it as your Project Baseline and Primary User Baseline in the Assign Baselines window

2) select the Project baseline as your baseline for Earned Value Calculations in the Project / Settings Tab.



	Change Management 

	
	Completed
	Comments

	RC1-Project Baseline

Once the schedule has a baseline and is being tracked, the baseline should not be modified.  

Exceptions:

1. You can perform partial baseline changes if:

a. The Project Manager has gotten the proper approval. 

b. You are detail planning the outlying summary activities (planning package). The total budget should remain consistent, but Planned Value (BCWS) may change on future, not started activities only.

c. You are making cosmetic changes which do not affect the Planned Value.  

2. You can perform a full schedule re-baseline if:

a. All project stakeholders (including but not limited to: a CCB, customer/user management, PMO/PO, etc.) are in agreement and have given approval of such action.


	 FORMCHECKBOX 


	Currently, SDS projects follow the TSPR schedule variance request guidelines. If the project is also governed by a Project Change Control Board (CCB) or Project Management Office (PMO), you will need to comply with their standards too. 
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