Scope and Time Management

Observations by Stephen F. Delahunty

During scope definition you should create subprojects and subtasks for the project to formulate your work breakdown structure.  So you create your nice WBS in Microsoft Project and then as a next step you assign relationships between tasks, which are dependent on others.  Then you enter time estimates for the tasks.  The problem with project management tools such as Microsoft Project is that the application has problems with time management.  

 

I have used another tool from Microsoft called Team Manager that is oriented on workforce management and in the situation where you manage a team that works on more than one project this is a good solution.  The application lets you enter your projects/tasks with their estimated duration and priority.  The priority is extremely important.  You should have previously customized your staff/team member availability.  For instance most people are not available a whole 8 hours a day or on holidays and in the case of my IT staff they were only available about 4 hours a day after other IT regular work.  Then when you look at the schedule the program actually shows what can be done on each day.  It also shows who is overworked.  Then you can adjust your deadlines and get an accurate schedule.  This cannot be done easily or well in Microsoft Project.  

 

Microsoft notes that
"Microsoft Team Manager uses best-fit resource scheduling, a bottom-up approach that rolls up the tasks assigned to each team member to form the plan. This approach emphasizes resources, scheduling tasks to fit the team members' availability and work schedules. In contrast, Microsoft Project 2000 focuses on tasks over resources, using the more common critical path method (CPM) for scheduling. CPM relies on defined tasks or jobs that must take place in a specific sequence, and whose completion defines the end of the project. Thus, while Team Manager can be used to manage resources' responsibilities in an ongoing flow model, plans defined in Microsoft Project 2000 must have specified start and end dates."

Another problem with time management and scope definition is that people do not go back and update their project plans for tasks that are past to capture the actual versus estimated time of tasks.  Yes - sometimes they do.  But the lessons learned aspect of projects is very important and managers should strive to have a real time schedule recorded in the plan file once the project is done.
.

