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Baselining the Project Plan
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Objectives

After completing this lesson, you should be able to:
* Create a baseline plan.
* Display baseline bars on the Gantt chart.
« Modify display of bars on the Gantt chart.
« Convert a project to a baseline.
* Restore a baseline.
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What is a Baseline?

Current bar
- Baseline bar

« A copy of the project plan used
as a basis for comparison
when evaluating the progress
of an updated project.

— Create a baseline before
updating a schedule for the

first time.
* Provides a target against which
a project’s cost, schedule, and s
resource performance can be
tracked. ’
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Baseline Types

There are two different types of baselines in P6:

* Project Baseline — Each project can have only one project
baseline. The project baseline will be the same for all
users.

« User’s Primary Baseline — For each project, each user
can choose their own primary baseline to use for
comparison.
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Lesson Review

* A baseline is a copy of a project that is compared to the
current project in order to evaluate progress. Create a
baseline plan before actual work on the project begins.

« Assign a baseline type to categorize and standardize
baselines across all projects.

* A project baseline is the baseline selected by the project
manager for the project and is controlled by a security
privilege. Each user can designate his or her own primary
baseline.

* The Bars tab in the Customize Activity View dialog box
allows you to modify the type, size, color, and shape of the
baseline bars displayed in the Gantt chart.
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A A Quick review of actual progress

Duration % Complete

Units % Complete Activity % Complete
Manual Values
Physical % Complete WBS Milestones
Steps % Complete
0 /100 Performance % Complete
50 / 50

Custom % Complete

Reference : Precent complete fields in Primavera P6, Nader Khorrami Rad,PMP
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A Quick review of actual progress

J

s |
b

Schedule % Complete = 0% Schedule % Complete =a/b Schedule % Complete = 100%

Reference : Precent complete fields in Primavera P6, Nader Khorrami Rad,PMP
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A A Quick review of actual progress

Schedule % Complete = ( [Data Date] — [Basline Start] ) / ( [Baseline Finish] — [Baseline Start] )

This formula is not used for WBS Elements. Actually, the Activities' Schedule % Complete is not used in any other
calculation in this process.

The standard formula is:

Schedule % Complete = PV / BAC

P6 does not follow this formula for Activities. The following figure shows this scenario:

I I

I I

I I

160% I I

80$ T 20$ 75 756 | 75% 75%

I I
Schedule % Complete = 50% Schedule % Complete = 50%
PV = 160% + 80% = 240% PV =75% + 75% = 150%
PV /BAC = 240% / 3008 =80% PV /BAC = 150% / 300% = 50%

Reference : Precent complete fields in Primavera P6, Nader Khorrami Rad,PMP
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Methods of Applying Progress

Masoud Amini, MSc, PMP Primavera P6 ;407 04¢ ORACLE



Preparing the Project for Updating

After the project is created and approved, set processes for:
* Scheduling
« Baselining
« Updating

The organization should decide which processes are consistent

across the enterprise and which are left to the discretion of the
project manager.
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Scheduling the Initial Project Plan

« After activities, resources, and relationships are

established, run an initial schedule to determine the
project’'s Scheduled Finish date.

 Compare Scheduled Finish to Must Finish By date, a
project-level constraint, to determine if the project will finish
on time to meet stakeholder needs.
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Data Date

- Data date is the starting point for schedule calculations. It
Is used to schedule all remaining work.

F M A M J J A S

Data date line

I O

ﬂ
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Critical Path

« Determine organization-wide definition of critical activities:
— Value of Total Float.
— Longest path in the project network.
* Duration of the activities on the critical path controls the
duration of the project.

— Adelay to any critical activity will delay the Finish date of the
entire project.
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Creating Baselines

« Determine whether project manager or program office
creates a baseline after final project schedule is approved.

— Baseline is a copy of the project plan that provides a target
against which a project’s cost, schedule, and resource
performance can be tracked.

* Create baselines and assign baseline types for various
purposes, such as:
— Initial planning
— What-if project
— Mid-project status
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Maintaining Baselines

Changes to the project may require changes to the baseline.
« Set a policy on handling changes to the baseline.
* Are baselines updated at set intervals during the project?
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Factors in Selecting an Updating Method

Consider these factors when deciding on a method:

« Data precision: The degree to which project data is exact
(based on manual data entry) or estimated (based on
automated calculations).

— Is project data entered manually?

— Is project data automatically calculated and applied?

* Internal or external: The extent to which individuals other
than the project manager are empowered to update project
data.

— Do other persons — resources, for example — update project
data?
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Spectrum of Updating Methods

w
13
'E Auto Link Percent Manually Update
= Compute Complete Activities, Expenses,
Té Actuals with Actuals and Resources
@
2 | |
< Estimated Data Precision Exact >
w
@
E Timesheets and
(=% Team Member
2 Interfaces
(1]
=
@
=
L
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Auto Compute Actuals

* Updates activity dates, expenses, and resource utilization
according to project plan — however, enables you to
select which elements are computed automatically

* Internal update
« Data precision: Estimated

w

2]

§_ Auto Link Percent Manually Update
o Compute Complete Activities, Expenses,
E Actuals with Actuals and Resources

S

=

< Estimated Data Precision Exact >

Timesheets and
Team Member
Interfaces

External Updates
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Using Link Percent Complete
With Actuals

 Based on Planned Units/Time, application

calculates Actual Units and subtracts from
Planned Units

 Example: 10-day activity with 80 Planned Units
(8 h/d)

— 2 days progress (Duration % Complete = 20%)
— Actual Units automatically recalculated to 16h
— Remaining Units automatically recalculated to 64h
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Using Auto Compute Actuals

* Values are computed based on elements you select for
auto compute:

— If activity is selected, P6 calculates the actual dates, percent
complete, remaining duration, and actual and remaining units
for all assigned resources and activity expenses.

— If just resource or expense is selected, P6 calculates the
actual and remaining units for all of the resource’s
assignments.

« Does not affect successor activities outside of status
period until project is scheduled.
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Link Percent Complete
With Actuals

* Project-level setting computes units based on Duration %
Complete

* Internal update

« Data precision: Units and costs estimated based on
exact Duration % Complete

w

[

'g Auto Link Percent Manually Update
o Compute Complete Activities, Expenses,
Té Actuals with Actuals and Resources

@

E

< Estimated Data Precision Exact >

Timesheets and
Team Member
Interfaces

External Updates
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Using Link Percent Complete
With Actuals

 Based on Planned Units/Time, application

calculates Actual Units and subtracts from
Planned Units

 Example: 10-day activity with 80 Planned Units
(8 h/d)

— 2 days progress (Duration % Complete = 20%)
— Actual Units automatically recalculated to 16h
— Remaining Units automatically recalculated to 64h
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Manually Update
Activities, Expenses, and Resources

 Manually enter values for each element
* Internal update
« Data precision: Exact

w

@

'g_ Auto Link Percent Manually Update
= Compute Complete Activities, Expenses,
'_,E Actuals with Actuals and Resources

s

=

< Estimated Data Precision Exact >

Timesheets and
Team Member
Interfaces

External Updates
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Options for Manually Updating

« Update values on Activities page
— Use General detail window to update dates.
— Use Assignments detail window to update units.
— Use Expenses detail window to update expenses.
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Timesheets/Team Member Interfaces

* Resources record hours worked.

 Manager approves/rejects status updates and then
applies actuals.

* External update.
« Data precision: Exact

wn

@

§_ Auto Link Percent Manually Update
o Compute Complete Activities, Expenses,
E Actuals with Actuals and Resources

@

£

< Estimated Data Precision Exact >

Timesheets and
Team Member
Interfaces

External Updates
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Options for Manually Updating

« Update values on Activities page
— Use General detail window to update dates.
— Use Assignments detail window to update units.
— Use Expenses detail window to update expenses.
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Timesheets/Team Member Interfaces

» Resources record hours worked.

 Manager approves/rejects status updates and then
applies actuals.

* External update.
« Data precision: Exact

v
@
§_ Auto Link Percent Manually Update
o Compute Complete Activities, Expenses,
E Actuals with Actuals and Resources
@
£ | |
< Estimated Data Precision Exact >
i
E Timesheets and
(=% Team Member
2 Interfaces
[1+]
=
;
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Timesheets/Team Member Interfaces

« Resources record hours worked.

 Manager approves/rejects status updates and then
applies actuals.

« External update.
« Data precision: Exact

w
Q
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= Compute Complete Activities, Expenses,
™ Actuals with Actuals and Resources
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£
< Estimated Data Precision Exact >
@
E Timesheets and
(=% Team Member
2 Interfaces
£
5]
>
1]

Masoud Amini, MSc, PMP Primavera P6 ;407 04¢ ORACLE



Timesheets/Team Member Interfaces

* Resources record hours worked against activities.

* Primary resource also can mark activities started or
finished and update Remaining Duration.

« After approving / rejecting timesheets, manager applies
actuals.
— Only statused activities are recalculated.
— Does not affect activities outside the status period.

— Activities within the status period that are not progressed are
pushed out to new data date.

* Resources or activity owners update activities remotely
— P6 Mobile

— P6 Team Member
— E-mail Statusing Service
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Review Questions

1. Which of the following updating methods provides the
highest degree of data precision?

a) Link Percent Complete with Actuals
b) Auto Compute Actuals

c) Critical Path Method

d) Timesheets

2. True or False: To update a project manually, values must
be entered on the Activities page.
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c) Ciritical Path Method

d) Timesheets

2. True or False: To update a project manually, values must
be entered on the Activities page.
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Executing Project Plan
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Objectives

After completing this lesson, you should be able to:
« Use Progress Spotlight.

« Update the status of completed activities and activities in
progress.

 Reschedule the project.
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Updating a Project

Once a project has started, actual activity information should be
updated at regular intervals.

» Schedule dates and durations

+ Resource usage @
|8 E

 Expenses
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Data Date

The data date is the date up to which actual performance data
Is reported and the date from which future work is scheduled.
The data date always starts at the beginning of the day.

History Data Date Remaining Work

e e ——
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The Updating Process

Standard project update procedures should be established,
iIncluding how data is collected and how often it is updated.

 Create a baseline plan (optional).

* |dentify the new data date.

« Enter activity progress.

 Report resource use and costs to date.
 Reschedule using the new data date.
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: Schedule Options

o L - b =] meq
General | Advanced | il Close
[T lgnore relationships to and from other projects @ Cancel
[~ Make open-ended activities critical
¥ Use Expected Finish Dates P Defaut
[T Schedule automatically when a change affects dates Help

[T Level resources during scheduling

[~ Recalculate assignment costs after scheduling

When scheduling progressed activities use

{* Retained Logic " Progress Override " Actual Dates
Calculate start-to-start lag from
f+ Early Start " Actual Start

Define critical activities as
fs Total Float less than or equal to

=

i Longest Path

Compute Total Float as
| Finish Float = Late Finish - Early Finish -]

Calendar for scheduling Relationship Lag
IPredec&s.sur Activity Calendar ;]
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: Schedule Options

When schedulng progressed activities use

{+ Retained Logic ™ Progress Override (™ Actual Dates
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