INTRODUCTION TO PROJECT MANAGEMENT

Project Planning

In your groups you should imagine you have been asked to organise a christmas party or an end of semester party for your fellow students. The event must take place before the end of the semester or students may have gone home.
List the tasks you need to do - you may find it helpful to use a small rectangle of paper for each task, this will allow you to put them in order of when they need to be carried out
For each task think about how long it will take for you to do it and write this down
Lay your pieces of paper (tasks) out on the desk and put them into the order they must be completed working from left to right along an imaginary horizontal line (imagine it as a time line). Can any tasks be done at the same time - you need to think about whether one task needs to be completed before another can start. If more than one task can be done at the same time then put the tasks vertically on top of each other (not stacked). 
Don't worry about the durations you have noted, you will use them later.
If your pieces of paper were linked by lines so that each task had a predecessor you could see it as a diagram. This sort of diagram is sometimes called a PERT chart and it is also sometime called the Critical Path Method. Why is it called a Critical Path Method? By adding together the durations of the tasks along the horizontal lines from left to right, the longest duration for the project can be found and this is called the critical path because if any of these tasks are delayed then the project duration will over-run. Have a look at this Powerpoint presentation it shows you how it works - get me to explain it. Dont worry if it doesnt make much sense yet you will have a better idea when you've put the data into Microsoft Project. 
INTRODUCTION TO PROJECT MANAGEMENT 
What is a project ? 
A project is usually a one-time activity with a well defined set of desired end results. It can be divided into sub-tasks that must be accomplished in order to achieve the project goals. The need for Project Management arises from the complexity, risk and uncertainty in undertaking or developing something. The prime cause of complexity is the number of different parties involved in the project; as the effect of any change is more difficult to determine, and communication problems arise.There is a need to ensure that each group affected by change is consulted before the change in requirement is accepted.Complexity increases when people are geographically remote, and equipment or supplies come from widely dispersed sources. Any activity that is done for the first time, adds to the risk and uncertainty of a project. 
There are four major aims for any project : 
· to deliver the required end product(s) 
· to meet the specified quality requirements 
· to stay within the planned budget 
· to deliver on schedule 
Why do projects often fail ?
We read often in the press of projects which have exceeded budget by large amounts or have been delayed well past the sheduled completion date. Project failure can usually be traced to inadequate management of some aspect of the project. 
Some reasons for project failure, and how it may be avoided :-
· UNCLEAR AIM OR INADEQUATE DEFINITION OF REQUIREMENT 

The most devestating cause of problems on projects. The definition of requirements must be completed to the smallest detail . Time must be spent on ensuring a common understanding, and the documentation must be well controlled.
· INADEQUATE CONTROL OF CHANGE 
It is no use having a clear, agreed system definition, if it is allowed to become confused by uncontrolled changes. 
· POOR INITIAL EVALUATION AND PLAN 
The initial evaluation of the project should be recorded with all the assumptions on which it is based, spelled out and quantified. At the begining of the project, the high cost of sound detailed planning is obvious; what is not so obvious is the cumulative trouble and expense which is built up if planning is inadequate.
· CONFUSION OF RESPONSIBILITY 
Everyone should have clearly defined responsibilities, with particular attention to the points of interaction between various groups. Care should be taken to monitor any areas of confusion, and to disseminate information on decisions changing responsibilities. 
· FAILURE TO USE AVAILABLE TECHNIQUES 

Their use does not guarantee success, but good planning and progressing techniques will highlight problems before it is too late to take action. 
· FAILURE TO IDENTIFY AND CONCENTRATE ON CRITICAL TASKS 
Drawing and regularly updating a network, and reviewing critical paths can resolve this problem.
· INADEQUATE INFORMATION FLOW 
An information system that will warn a project manager promptly of things going wrong is essential. He / she must establish good relations with all groups involved in the project so that participants do not "hide" problems.
· LABOUR TROUBLES 

Loss of key staff at critical stages in the project . 
· FAULTY MATERIAL AND WORKMANSHIP 

The main protection here is to make adequate allowances for acceptance testing of equipment and software. It is clear therefore that a good plan, thought out to the last detail and with critical tasks and responsibilities identified, will go a long way to helping the success of the project. An information system is necessary to keep on top of the project as it progresses. The use of a dedicated project management software package can be a great asset in managing a substantial project. There is little benefit in using a sophisticated tool for less complex projects. 
Project steps 
There are three major steps involved in a project : 
· Preliminaries 
· Planning 
· Managing 
PRELIMINARIES
Every project is different, and needs to be treated according to its unique circumstances. When a project is initiated, perhaps from an idea or from an organisations strategic plan, a draft plan is usually created to provide an estimate of duration and cost of the project. This may serve as a feasibility study to determine project viability. A big mistake by many organisations is to adopt this initial plan as the basis for a project. It is likely that the expertise which needs to be consulted in order to obtain detail for a plan will not be taken on until the project starts. It could also be out of date, especially if the project is strated some time after the initial approval. We would recommend that after a project manager is appointed, one of the early tasks is to establish a base plan for the project. This should be fully detailed, costed and presented for approval. 
PLANNING
The major steps in project planning are : 
· Produce an activity plan 
· Draw a Critical Path Network 
· Produce Activity Bar Charts 

· Produce Resource Histograms 
Microsoft Project can help you with all of this. 
Before touching a machine.... 
Before you start entering data into a Microsoft Project file, you need to think about some basic parameters that govern your project. For example you will have to define working days, non-working days and regular hours. Consider when the agreed start date for the project is, this may be important for financial reasons. It may be that the project must finish by a set date and therefore the planning is worked backwards to a commencement date. 
We need to think about the activities and tasks involved in the project.In scheduling a project we need to identify all the tasks that need to be completed, and stipulate how long each task is expected to take ( the tasks duration ), and define all sequencing requirements that govern when you can schedule a task. 
Examples of sequencing requirements are : 
· one task cannot begin until another is completed 
· or one task cannot begin until another task has already begun. 
Sequences of tasks are important. Tasks or sequences of tasks may be carried out in parallel ( at the same time ). The longest sequence of tasks is what determines the length of the project. This is refered to as the Critical Path and any delay or earlier completion of a task within that chain or sequence of activities can affect the overall time for the project. We could produce a long list of tasks and try to put them in a sequence and the software program would enable us to build a Critical Path Network and Activity Bar Charts from this information. In managing a project however, a more professional approach would be to structure the tasks into phases or manageable chunks. The completion of a particular phase would be refered to as a milestone event.
How can we plan and manage a project better ? 
A project has a number of activities, each of those activities will involve a number of tasks. Instead of starting by thinking what those tasks may be and then building into activities,( a bottom-up approach ) we can take a more strategic top down approach.
Start by thinking about what products are required in a project ( management, technical and quality). If for example we are building a car, the end product will be the car. The car will also require an owners manual, a service manual and a warranty document as end products. Progress reports may be required as the manufacture takes place. These are also products of the project, someone has to take time to produce them. In planning therefore we can start from the required products and derive the activities needed to produce those products. From those activities we can then derive detailed tasks. By this method we are able to build in to the project a series of controls based on the products which cover quality, schedule and cost . 
If you as a project manager are asked to provide a progress report to project sponsors, (a required product) this may take you half a day to prepare, and probably involve others in typing, updating the schedule, photocopying etc. If these reports have not been planned for, then the project is already over-running because of administration. A larger project requires a structure with defined roles and responsibilities, defined levels of decision making and defined lines of communication. 
In summary, in scheduling tasks dont forget to allocate time to the production of necessary control reports which may be needed to secure support and funding for the rest of the project and leave some slack time in your schedule for unforeseen circumstances.
Microsoft Project BASICS
Getting Started
It is essential before you start to work on a project that you check that the system date on the computer is correct (i.e. that today has the correct date). If the system date is set wrong then some calculations MS Project does may not be relevant.
Load MS Project from the Start Menu or the desktop shortcut (if it is available). You may be greeted by the following screen:

You should watch the Quick Preview to see what MS Project is all about then you should use the Navigate a Map to give you more idea of what project management is all about. Now you are ready to start.using MS Project. You can view the help files at any time by clicking Help, Getting Started.
Calendars 
MS Project has a Standard Calendar which is the default when you create a new project. It assumes standard working periods to be between 8am and 5pm on Monday to Friday, with an hour for lunch 12.00 to 1.00pm ( we wish ! ). It is probably necessary to create your own base calendar for the project. 
To do this select Tools from the menu bar and then choose Change Working Time. To create a new base calendar, click on the New button in the dialogue box. Give your new calendar a name e.g. Project 1 ( or something more meaningful ) and click to select Create new base calendar . Then select OK . This will create a new base calendar called Project 1 which will initially be a copy of the standard calendar.
You can now alter this to suit the working times, days and dates of our project. The procedure below will enable you to set up a project file with your own preferences for example have a go at the following: 
· It is possible that Saturdays will be working days. Click on S, ( the Saturday column heading ). This will select all Saturdays. Click on working and this will remove the shading. Sundays will remain a non-working day. 
· Certain days like bank holidays will be non-working. Click on an individual date and then click on non-working to designate that date as non-working. Do this now for: 
· xmas 
· Easter 
· May Day 
· Spring bank holiday 
· Working hours may be different on different days of the week. First select the days that you wish to set the working times for. Using the working time box, these times can be adjusted ( From and To ). Set the working hours Monday to Friday to be 9am to 5pm with lunch break between 1pm and 2pm. Set the working hours for Saturday to be 9am to 1pm. 
Calendars can be created for :- 
· the project as a whole 
· groups of resources 
· a single resource 
With the ability to change working hours, shift-working can be catered for. 
It is very important that calendars are set because they will be used to calculate project task completion dates - for example if a task is assigned a 4 days duration but the calendar is set with only 3 working days per week then the task will actually take more than a week to complete.
Project Summary Information
You need to enter the project's criteria by clicking Project, Project Information. The following dialogue box should be displayed:
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Enter the start date and leave the schedule from option at Project Start Date. Make sure the current date is correct (this should be the same as the system date) and select the appropriate calendar - notice that the calendar you previously created is available to select. Leave the status date at the same as the start date - this is used to calculate the earned value which you do not need to know about in this module.
Timescales 
When you are looking at the Gantt chart view (click on the Gantt Chart icon on the left of the MS Project screen), sometimes you cannot see an entire task or project. 
You can change the amount of time that appears in the Gantt chart view to overcome this. This is referred to as changing timescales. A quick way to do this is to use the ZOOM-IN and ZOOM-OUT buttons (magnifying glass icons).
You can also change the timescale using the Format, Timescale command. Choose Format from the menu bar, then select Timescale. This will display a dialogue box; there are 2 pages to this dialogue box, Timescale and Non-working time. The timescale page shows a preview of what the current settings look like on the Gantt chart. 
Have a go at the following:
· Set up major scale for weeks ( count = 1 i.e. one week ) 
· Set up minor scale for days 
· Select tick lines and scale separator for your preferences. Tick lines are vertical lines between e.g. weeks or days on the scale. Scale separator draws a line between the major and minor scales. 
· Set up labels as required. Labels are date, day or time which can be shown in a variety of formats. 
· Click on OK 
Customisation
By choosing Tools, Options there are many different ways to customise your project. Have a look at the different folders to see how the project can be customised (but don't expect to understand all the terms, project management has it's own jargon). 
Entering Task Information 
In order for project objectives to be met it is important to plan the actions or tasks that will achieve these objectives. 
Example: 
If we consider a project which is the development of a new computer system for public sale, we could break it down as follows: 
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You can see how the problem is broken down into elements that one person or one department could tackle as an activity in its own right. This method is known as 'chunking' or 'unbundling', the diagram is called a Work Breakdown Structure (WBS). The advantage of this method is that it is easily communicated and allows a large project to be broken down into manageable 'chunks'. The role of WBS is to create a linked, hierarchical series of activities which are independent units but at the same time are still part of the whole. 
This method can be used as a reference to tasks in MS Project. The default WBS code in MS Project is the outline number. You can enter your own WBS reference number for each task to represent its position in the hierarchical structure. Double click on a task to view it's Task Information, in the Advanced folder you can type the reference you require for the WBS code. 
Creating a Task List 
We can take the above example further. Let us consider the " press launch " in more detail. The tasks required are: 
1. Plan campaign 

2. Obtain senior management approval 
3. Prepare press release 

4. Obtain mailing list for press release 
5. Send out press release invitation 
6. Press Release 
7. Obtain photos/artwork 
8. Book hotel suite for conference 

9. Obtain mailing list for press conference 
10. Send out invitations to conference 
11. Telephone to confirm attendance at press conference 

12. Preparation of display for conference 
13. Press conference 

Entering tasks in Gantt Chart View 
The default view in MS Project is the Gantt Chart view - if it is not seen on screen, click the Gantt Chart icon on the left of the screen. To add tasks click in the task box , type the task name and press enter. If you type over a task name and find the previous one was correct you can use the Undo facility on the Edit drop down menu or click the icon on the toolbar.
You can now enter the tasks required for the press launch from the above example. 
Task Identification 
Each task is automatically assigned an ID number which can be seen to the left of the task name, this is unique and forms a record number in the database that MS Project uses for storing your project details. When referring to a task it is better to give the ID number. A project can have several different tasks with the same task name but each task will have a unique ID number. 
Task Durations
It is now necessary to assign durations to each task, MS Project uses 1 day as its default duration. The duration can be measured in units of minutes (m), hours (h), days (d), or weeks (w). Timescales are usually calculated using the base calendar, thus 1 day will be equal to 8 hours (or whatever has been defined within Tools, Options, Calendar). Where a task cannot be left overnight or, in other words, must over-ride the base calendar, the duration must be entered as elapsed time. For example, a task which has a duration of 10 hours, which must be completed on a single day where a day is defined on the base calendar as 8 hours, would need to be entered under duration as 10eh (10 elapsed hours). You can use any of the following abbreviations in the duration column: 
	abbreviation
	meaning

	m or em
h or eh
d or ed
w or ew
	minutes or elapsed minutes
hours or elapsed hours 
days or elapsed days 
weeks or elapsed weeks 


Practice entering task information by using the Press Launch example below:
1. Plan campaign - 3 weeks 
2. Obtain senior management approval - 1 week 
3. Prepare press release - 1 week 
4. Obtain mailing list for press release - 1 week 
5. Send out Press Release invitation - 1 week 

6. Press release - 1 day 7. 
7. Obtain photos/artwork - 2 weeks 

8. Book hotel suite for conference - 1 day 
9. Obtain mailing list for press conference - 1 week 
10. Send out invitations to conference - 1 week 
11. Telephone to confirm attendance at press conference - 1 week 
12. Preparation of display for conference - 12 weeks 
13. Press conference - 1 day 
Save your work!
Task Sheet View 
This is the spreadsheet table view to the right of the Duration column. Move the mouse arrow ( the cursor ) over the double vertical line to the right of the Duration column. Hold down the left mouse button and drag the mouse to the right. You will see that the start and finish dates have been automatically calculated. The default start date for the project is today's date. 
At this stage all tasks you have entered start at day 1 and the project finishes after the longest duration task has been completed, this is obviously not logical so it will be necessary to enter dependencies to give a realistic project finish date.
Resource Driven Scheduling 
Some tasks have a fixed duration, no mattter how many resources are assigned the duration remains unchanged. However, if the duration can be changed by assigning more resources to the task , the task is said to be resource-driven. MS Project assumes that tasks are resource driven (i.e. that the timescale of a task can be contracted by assigning more resources to that task). If a task has a fixed duration then it must be assigned explicitly as such. For example a fixed duration task may be thought of as a pregnancy - no matter how many people help, pregnancy will still last 9 months.
Using the split window
Click on the Window menu item then click on the split command to divide the project window into two panes. Splitting the window allows you to view different kinds of information; about the project, task or resource. You can work on either the upper or lower pane by clicking on the pane to make it active. To change the project window to a single pane, click on the Window menu item then click on the remove split command. 
Defining fixed duration tasks 
To define a fixed duration you first need to be in Gantt Chart View with a split window. In the lower pane you will see the Task Entry View, click on the Fixed check box. 
Clearing and Deleting Tasks 
Using the Edit pull down menu, Clear command, clears only the contents of the selected cell or cells. The Edit Clear command gives several choices for clearing the contents of selected cells; formats only, contents, notes or all, the entire task option will clear all of the cells in the task but does not delete the task row. Using the Edit pull down menu, Delete Task command, deletes all the information about the selected task or tasks.
Editing a task list 
To select multiple tasks in the task list click on the ID number of the uppermost task, then click on the lower task while pressing the shift key on the keyboard. You should now see several tasks highlighted indicating their selection. 
To insert a task between other tasks, select a cell in the row where you want to insert a new task, select the Insert pull down menu, then choose Insert Task. To insert several tasks, select the number of tasks you wish to insert. The new tasks (the blank lines) will force the existing tasks down the list. 
Moving and Copying Tasks and Cells using the Clipboard 
To move or copy the required cell, task or tasks should first be selected. If a new task is to be inserted in the list then you must select the task by clicking the ID number cell. Select the Edit pull down menu, choose either cut to move (this removes the task from the list) or copy. A copy of the task is now on the Clipboard. Select the position where you require the task to be either copied or moved to, then select the Edit pull down menu and choose paste. Be sure to select the entire task or tasks before you begin a cut or copy operation if you intend to create new tasks at the paste site. If only a cell is selected a new task will not be added. The Clipboard can be used to temporarily store an image. It only stores the most recent image which has been cut or copied, but the same image may be pasted many times. 
Milestones 
A milestone is a reference point or significant landmark in a project, identified as duration 0. MS Project automatically enters a milestone when a task of duration 0 is entered. You could use a milestone to signify the completion of a phase of activity, e.g. investigation complete. Every project will have at least 2 milestones : 1. The start and 2. Project Completion 
In the Gantt chart, a milestone appears as a black diamond shape. If you want to define a task as a milestone without giving it duration 0, or you want a task of duration 0 not to be a milestone, then double click on the task to view the Task Information, click on the advanced folder then click on the checkbox next to the Mark as a Milestone sentence. 
Make sure you have a go at editing task lists and entering milestones, etc before putting in task relationships. If your file has changed you will be able to open the previously saved project file with the tasks and durations listed as required.
Task Relationships 
In our press launch example we have so far only identified the tasks, we have not looked at the relationship between tasks. There are certain tasks which can be carried out at the same time (i.e. in parallel) and there are other tasks which depend upon another task being complete before they can begin (i.e. series). If we calculate the duration of all the tasks in the example we get a total duration of 40 weeks. This timescale can be compressed considerably by careful scheduling of tasks.
MS Project makes the start date of each task equal to the project start date until relationships are added. 
The relationship between tasks is known as the dependency relationship; the scheduled start or finish of one task is dependent on the scheduled start or finish of another task. The easiest way to think about which task is the predecessor and which is the successor is to think about which task comes first and make that the predecessor. However, in cases where one task is less easily scheduled than the other it may be easier to make the more flexibly scheduled task the dependent task - regardless of which task actually comes first.
Now try to add two milestone tasks to the Press Launch project: " Project Start " and " Project Finish ". 
Study the task list and try to work out what the predecessor tasks are for each task and enter the predecessors in the relevant column. 
Types of Task Dependencies 
There are four types of dependency relationship: the definition represents a date for the predecessor task, followed by a date for the successor. 
Finish to Start (FS)
The finish date of the predecessor determines the scheduling of the start date of the dependent task (you cannot start a different task until the current one is finished). This is the most common dependency.
Finish to Finish (FF) 
The finish date of the predecessor determines the scheduling of the finish date of the dependent task (you schedule the two tasks to finish on the same date 
Start to Start (SS)
The start date of the predecessor determines the scheduling of the start date of the dependent task (you schedule the two tasks to start at the same time) 
Start to Finish (SF) 
The start date of the predecessor task determines the scheduling of the finish date of the dependent task (the finish date of the dependent task must be scheduled to coincide with the start date of the predecessor) 
Don't worry too much about the terminology.
Linking Tasks
There are several ways in which you can link tasks using MS Project, one of the easiest ways is as you have just done, by typing the id number of the predecessor in the Task Form column which is located to the right of the Finish column. Click in the cell, type the id number (or numbers separated by a comma) of predecessor, then press enter. Pressing enter moves down the column. To correct any mistakes use the backspace key on the keyboard, then press enter. To enter more detailed information about each task, either use the Task Information Box Predecessors Page or use the split screen to display the Task Entry Form. Any changes entered on the Task Entry Form are not displayed on the Gantt Chart until you press OK. 
If the task list has been constructed so that tasks are entered roughly in the order they are carried out then task can be linked using the menu or the toolbar. This is done by selecting the tasks to be linked, selecting the Edit pull down menu, then choosing Link Tasks. To unlink, choose Unlink Tasks 
Automatic Linking
If you insert a new task into a chain of linked tasks, MS Project links the new task to the one above and below. If you do not wish MS Project to automatically link newly inserted tasks, select the Tools pull down menu, choose Options, select the Schedule page and click on the Auto Link Inserted or Moved Tasks check box to deactivate the automatic linking.
Practice exercise
· Create a new project, enter 3 tasks called "first", "second" and "third". 
· Give them all a duration of 3 days. 
· Link the tasks using the toolbar option. 
· Insert a new task called "first and a bit" after the first task and give it a 2 day duration. 
· Look at the Gantt chart to see what effect the new task has. 
· Delete the "first and a bit" task. 
· Deactivate the automatic linking. 
· Practice using the different types of dependencies to see the effect on the tasks and schedule. 

· Close your project without saving it 
Leads and Lags
Lag time is a waiting period after a task before the next linked task can begin. e.g. A task may be to paint a floor. The next task cannot proceed until the floor is dry. 
Lead time is where a successor task may overlap with its predecessor task. e.g. if you are packing and moving boxes, some boxes may be moved before all of the boxes are packed. The lead time is the duration of the overlap. 
Adding lag to a task 
Adding a lag to a task forces the task to be scheduled to start later, thus giving a waiting period. To add lag to a task double click the task for the Task Information, click on the Predecessor option and enter the duration of the lag, or waiting time, in the cell. note.
An alternative way of schedule waiting time between tasks is to create a separate task e.g wait for paint to dry with the duration of the wait. The lag should be entered using the same format as a duration 
Entering Leads 
You can schedule the dependent task date to precede the actual predecessor date by some amount of time (or create an overlap between the two tasks). The easiest way to do this is by creating a negative lag time on the predecessor task. Follow the instructions for entering lag but enter a negative number ("-2d" for a lead of 2 days). Alternatively, you may use a percentage completion of a predecessor task when a successor may start e.g. 90%. Using the Task Information Box, Resources page , click on the task type cell to change then click the down arrow to show the selection of task relationship. Click Start to Start. Type "90%" in the lag field. 
Summary Tasks, Tasks and Sub-tasks 
It was suggested earlier that it is better to break a project into manageable chunks of activity. One particular activity or ' task ' may involve a number of ' sub-tasks '. A summary task is one that summarises the schedules, work and costs of its subordinates. A sub-task is a task which represents a subset of the activities associated with a large task. MS-Project allows you to specify a task and its component sub-tasks.
If we are planning top-down in a project, this allows us to enter broad activities, and then decompose those activities after. This is known as ' outlining '. To create subordinate tasks, highlight the task or tasks you want to show as subordinates then choose the indent icon (an arrow pointing to the left) on the menubar. You can also outdent by selecting the outdent icon (an arrow pointing to the right) on the menubar. 
If you want to enter a new summary task into an existing list you must insert the task just above the intended subordinates. Click on the task line above the first task you wish to show as a subordinate, then press the [Insert] key. Then either indent or outdent as appropriate (indenting is known as demoting and outdenting is known as promoting). The main advantage of outlining your project into summary and detail or subordinate tasks is that the summary task summarizes the duration, cost and amount of work expended on its subordinate tasks. Outlining also enables you to view your project at summary level by collapsing the outline i.e. hiding the subtasks. To hide or show sub-tasks use the + and - icons on the toolbar
Recurring Tasks 
If your project team has a weekly 2 hour meeting at 10 a.m. every Monday, MS Project will automatically calculate the details of these meeting as a summary task. 
To insert a recurring task select the task name on the row where the recurring task should be inserted. Select the Insert pull down menu then click on the Recurring Task command. Fill in the information in the Recurring Task Information dialogue box then click OK. You will see that a summary task has been inserted with the appropriate details. The subordinate tasks are hidden but can be viewed by pressing the ++ icon if necessary. 
To change the recurring task details, click the recurring task, select the Insert pull down menu, choose Insert Recurring Task and the dialogue box appears. 
Enter a recurring task called Progress Meeting ( of task duration 1h ), which involves a meeting every other Thursday for the whole of the project. Notice that the number of occurrences are automatically calculated for you. Save your project (without a baseline).
Sorting Tasks 
Even after editing the timescales (as explained previously) the gantt chart is still rather difficult to follow. You can make the chart easier to understand by sorting the tasks. Select the Project pull down menu, choose Sort, then choose by Start Date. You may want to sort by other criteria, MS Project offers many options which can be viewed by clicking on Sort by . Notice the recurring tasks are all kept together. It is easier to view the chart with only the summary task on view. Click on the toolbar to hide the detail tasks. 
Have a look at the different options available by which you can sort the tasks, try some of the options. 
Task Constraints 
All the tasks entered so far have used the MS Project default task constraint; they have been scheduled to start as soon as possible. Some tasks may have internal or external constraints, for example:
· the press launch project may need to be finished by a specified date 
· a graphic artist may need to be employed from outside the organisation to prepare artwork but he may not be able to start before a specified date 
The types of constraints are as follows: 
	As Soon As Possible
	Labels a task as unconstrained

	As Late as Possible
	Task should be delayed as long as possible, without holding up the finish of the project

	Start No Later Than
	Task must be started on or before the designated date

	Must Start On 
	Task must start exactly on the designated date

	Start No Earlier Than
	Task cannot start until the designated date or later 

	Finish No Later Than 
	Task must be completed on or before the designated date

	Must Finish On 
	Task must finish exactly on the designated date 

	Finish No Earlier Than 
	Task must not be completed before the designated date


Task constraints can be entered on the Task Details Form by selecting the appropriate option. When a task is constrained, MS Project cannot schedule the task only by considering the task predecessors, date constraints must also be considered. If a task is constrained because it must start on a certain date but the predecessor will not be finished in time for it to start, then a message is displayed to say that MS Project cannot resolve the conflict. You must resolve the problem by changing the constraints or the schedule. Note that date constraints are imposed when a start or finish date is entered on the Task Information Form. 
Using 'Go To' to locate tasks 
When many tasks are entered in the task list, it can be time consuming scrolling through the list to locate a single task. To jump to a task, select the Edit pull down menu then choose Go to. The Go to dialogue box appears. You can enter either the ID number of the task you wish to go to or use the tab key on the keyboard to enable you to enter a date. 
You can enter "today" and "tomorrow" to jump directly to these dates. Entering a three-letter abbreviation (eg Mon, Tue, etc) makes MS Project jump directly past today's date to the next occurrence of that weekday. 
Entering notes using the Task Information Box 
You can enter additional information about a specific task using the Task Information Box. (double click on the task). The Task Information Box shows pages containing information about the selected task: General, Predecessors, Resources, Advanced, Notes - you have seen it before. To enter a note about a task, click the tab for the Notes page, and type your note in the entry box. Click on OK when complete. This note can be edited at any time. 
Entering notes using the Multiple Task Information Box You can change information relating to many tasks that need to be identical, at the same time. Select the required tasks (using Control to select non-adjacent tasks or shift to select adjacent tasks), select the Project pull down menu, then choose Task Information and this time the Multiple Task Information Box is activated. 
Using the Task Information Box, add a note to the task "Book Hotel for Conference" to remind you that the Grand Hotel requires 6 weeks' notice to accommodate a conference. Look at the ID for the task. You will see an icon to remind you that a note is attached. Enter a constraint to the task " obtain photos/artwork " , so that it must start on 17/03/97 as a graphic artist is being contracted. You should see an error warning - 3 options are given. Choose to change the constraint to Start no earlier than to resolve the conflict.
DIFFERENT PROJECT VIEWS
PERT View 
The PERT Chart is very useful for providing a graphical representation of tasks and their relationships. Small rectangular boxes represent the tasks, these are linked together by arrows to show the dependencies between tasks. MS Project also allows you to view details about individual tasks as well as the flow of activities. 
To look at the PERT view,click the PERT Chart icon on the left of the screen. You can scroll up and down, left and right to view the tasks. You may find that you need to alter the magnification using the zoom icons on the toolbar and . When you reduce the magnification, you can see the linked tasks more easily. Unfortunately, the text becomes too small to read. You can use the PERT view to change task data, to add and delete tasks and to create and modify task links. 
You can edit task data by clicking once on the field and changing the text. If you are unable to read the task information, you can use the split window with the PERT view in the upper pane and the Task Form in the lower pane; click on the required field and change the details in the Task Form. As you select a task in the upper pane the relevant task details appear in the lower pane. To edit in PERT view you could also use the Task Information Form. Double click on the task to view the Task Information Form and change the details. 
To add a task (or node), select the predecessor to the new task then, from the Insert pull down menu, choose Insert NewTask. A new task is inserted to the right of the selected task. You now need to insert the relevant information in the fields. 
To delete a task you must first select it, then, from the Edit pull down menu choose Delete Task (or you can use the [Delete] key on the keyboard). You cannot delete summary tasks in PERT view. If you delete a task you must manually relink the predecessors and successors. 
You can link tasks simply by dragging the mouse from the centre of the predecessor and releasing it in the successor task. An arrow appears linking the tasks. To edit the type of link, double click on the link arrow, and the Task Dependency dialog box appears which you can edit as required . To delete a link, double click on the link arrow, then press the [Delete] key on the keyboard.
To move a task using the mouse, move the cursor over the task border until the cursor changes shape, then drag the task to the new position. The links move with the task. You can move several tasks at the same time by selecting the borders of the each task in turn, while holding down the [Control] key on the keyboard. Drag to the new position. You can select all of a summary task's subtasks by holding down the shift key as you click the border of the summary task. 
Things to note 
When editing the PERT view you must ensure that no task is placed over a page break, otherwise only part of a task will be printed. Automatic linking is not enabled while editing in PERT view. 
You can customize the layout of the PERT view by selecting Format from the menu bar and then choosing Layout. The Layout dialog box appears as follows :- You can make the following choices: 
· diagonal or orthogonal lines to link 
· show or remove the arrowheads so no direction is indicated 
· show or hide the dotted page break lines which appear on the PERT chart display 
· automatically adjust the task box so that it is not placed over a page break 
To customizing the Box Style, from the Format menu, select Box Styles. You can select the border you want for each category of task box and you can change the fields which are displayed on the task box. If you want to show less detail about the task you can leave fields blank. This will enable more tasks to be printed per page. If you select the Progress Marks check box, tasks which are completed are displayed with two diagonal lines drawn on the task box to indicate completion. Tasks in progress have a single diagonal line through them. 
You can use the Layout Now on the Format pull down menu to redraw the PERT chart at any time or when changes have been made to the Layout. 
Calendar View 
You can display the Calendar View by double clicking the Calendar icon. You can edit tasks in Calendar View using the Task Information box. You can change the format of the calendar by selecting Text Styles or Bar Styles from the (right click) shortcut menu. It is possible to create and delete tasks using the Calendar View but constraints may automatically be put on tasks which you may not require. It is also possible to create links between tasks in Calendar View, but they are not as easily seen. It is, therefore, not recommended that this view be used for editing and linking tasks.
The Calendar View is, however, very useful when used like a diary. It is possible to print a single resource's activities for the week, etc. To view the activities for a single week use the zoom icon . You have more options available if you use the Zoom dialog box ( custom facility ). Select View from the menu bar and then choose Zoom. 
Using Filters to clarify the Calendar View 
The Filter facility can be used to display selected groups of tasks, thus making the calendar less cluttered and more appropriate to the requirements. 
Have a go at creating a calendar view which shows all critical tasks for the next 3 weeks. 
Summary on Views
MS Project offers three main views in which you can add, delete, link and edit tasks. Each view has it's merits and drawbacks. We would recommend you use different views as follows: 
· The Gantt View is ideal for entering tasks and their details and for showing resource allocations. 
· The PERT View is ideal for linking tasks and showing the critical path and dependencies between tasks. 
· The Calendar View is ideal for filtering tasks and displaying them for a given time period. The View you decide to use will depend upon your experience and preferences. 
