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FOREWORD
Project Commander is a simple to use project planning software with over 25,000 users since 1995. 

However, it also has sophisticated features that allow you to plan resources …

· in single or multiple projects

· consolidate individual plans into a summary plan

· update plans by % complete & actuals

· update plans with actual hours booked or interface with in-house time recording systems (including third party timesheet software packages or even Excel spreadsheets)

· compare task performance against target baselines of dates and hours

· plan associated resource cost rates

· compare task performance against target baselines of costs

Project Commander allows you to assign resources …

· single resource to a task

· multiple resources to a task

· resources can be named individuals (or teams) or as a number of a skill/discipline

· resource bars are held as sub tasks under the task level, and can be dragged or edited using a mouse and so effect the resource levels and task start/end dates – allowing work assigned to resources to be easily and visibly manipulated

Project Commander allows you to see resources …

· bars coloured automatically by resource

· as a combined chart & resource usage table or histogram

· filtered by individual or groups of resources

· filtered  by skill or location

Tutorial 1 :  Individual Project Resource Plan – Fixed plan (weekly)

This tutorial shows how to create a fixed duration plan and assign resources – both individual and group.
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[image: image120.bmp]Start up Project Commander or select FILE menu NEW. Click on SKIP QUICK SETUP. On the initial start up screen, Select 29/1/07 by clicking on the down arrow on the PROJECT START DATE box and enter 10w in the DURATION box and then click on the CREATE NEW PROJECT button.

The default options refer to single projects and the MULTI PROJECT VIEWS option refers to more than one project - where all tasks are identified to a particular project - by number or name.

Zoom up the screen by selecting the VIEW menu, ZOOM, 75% and then click on the OK button.

1.     Change Project to FIXED Duration

By default, tasks are RESOURCE DRIVEN, that means that if the % a person works on a task is increased or decreased, the DURATION of a task will be proportionately changed.

For example, if a task is 10 days long and has John assigned at 100%, then if this is changed to 50%, the Duration would change to 20 days; If a task is 10 days long and needs 3 Designers at 100%, then if this is changed to 1 person, the Duration would change to 30 days.
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To make the resource assignments – FIXED, select the OPTIONS menu, PREFERENCES, DURATIONS/RES tab and click ON the FIXED DURATION box.

Hint – if you require all your projects to be FIXED, click on the DEFAULT button.

2. Add tasks

Enter the following items in the BASIC View in the NAME, START & DURATION columns (the FINISH column is calculated automatically) …
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Hints – it possible to have more than one bar on a line – by dragging the mouse over the timescale area.

3. Add resources

· Click on the VIEW menu RESOURCE SHEET

Resources are defined as meaning mainly Labour Resources - but they could include any owned/leased equipment or plant. Resources can be individually named persons/machines or in groups/teams of similar skills as a number – not identified as individuals.

· Type the first RESOURCE NAME as JOHN

· Enter LOCATION & TEAM (optional)
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The MAXIMUM UNITS will default to ONE. Leave the COST RATE unchanged . It is also possible to create a Calendar especially for the resource. If a special resource calendar is created (see later), this will be used instead of the Project Calendar to schedule the task associated with that resource.

Important – do not change the TYPE – keep it as GENERAL.

· Click on the NEW button again to create further resources..

· The LOCATION can be entered by clicking down on the DOWN ARROW (as it is saved as an option when entered for the previous resource).
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To add a further named resource..

· Type the first RESOURCE NAME as ANN.

· For TEAM, click on the DOWN ARROW and choose TEAM B.

· For LOCATION, click on the DOWN ARROW and choose LONDON.
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Hint – By default, each resource uses the Project Calendar. It is possible to assign an individual calendar to the resource (by clicking on the USE OWN button and then the EDIT button….
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If there is no change to the Project Calendar, all the calendars will be based on working 5 days each week and 8 hours per day.
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1.     Assignment of a single resource

There is a quick way to assign 1 unit of a resource at 100% to tasks..

· Select the VIEW menu BASIC.

· Click on the TWO HEADS RESOURCE icon and this will open the RESOURCE ASSIGNMENT window. [image: image6.png]



· Click on TASK A on the chart behind.

· Click on JOHN in the list in the RESOURCE ASSIGNMENT window.

· Click on the ASSIGN button.
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The resource name is then attached to the bar. 

In order to validate that the resource has been assigned correctly, double click on the ID number 1 and the box opposite will open; showing that  John has been assigned as 1 unit & at 100% and this is equal to 48h (man hours) – 8 hours per day x 6 days.
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1. Resource bar colouring

[image: image123.bmp]By default, all bars are initially yellow. You can automatically colour the bars using the colours assigned when the resource was created. Select the VIEW menu, COLOUR CHART BY & RESOURCE.

The bars are now coloured; any bars with no resource assigned, are coloured orange. 

A legend is automatically placed at the bottom of the page..
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4.     Assignment of a single resource multiple units
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There is a quick way to assign 3 units of a resource at 50% to tasks..

· Click on TASK B on the chart behind.

· Click on DESIGN TEAM in the list in the RESOURCE ASSIGNMENT window.

· Click on down arrow and change % UTILISATION to 50% (it will assign automatically)

· Click on up arrow and change UNITS to 3.
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The resource name is then attached to the bar.
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In order to validate that the resource has been assigned correctly, double click on the ID number 2 and the box opposite will open; showing that  Design team has been assigned as 3 units & at 50% and this is equal to 144h (man hours) – 8 hours per day x 12 days x 3 persons x 50%.

5.     Assignment more than one bar to a line

If John is on leave, unavailable or to be used on another project, say to do Task C in week commencing 26 February.
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· Click on TASK C on the chart behind.

· Click on JOHN in the list in the RESOURCE ASSIGNMENT window.

· Click on the ASSIGN button.

· Position the mouse at the right hand end of the bar and drag the end back to the week for 19 February.
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· On the same line, drag a bar starting at 5 March and going for 3 days. This will mean that the duration on the left is still 5d (working days) – but the start/end dates reflect the actual dates.
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Hint – it is possible to create a Resource Calendar for John that has that week blocked as non working (see later).

6. Resource reporting – Resource Usage
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There are 2 main ways you can see the resource data combined with a chart or on it’s own…

· Usage Table  (like a spreadsheet)

· Histogram (including a stacked option)

All the options are on the REPORT menu, RESOURCES ..
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· To see a CHART & RESOURCE USAGE report, click on the list above.

· Click on OK 

This will now give a combined Chart & Resource Usage Table with no decimals, the timescale headings for the table is also weeks and the units are in person hours ..
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Hint  - if the text columns on the left of the Usage table, is not wide enough, you can drag the vertical line to the right of the NAME column.

In order to be able to see the chart and the Usage Table easily …

· Select  RESOURCE menu, WINDOW (the top window is the one that is printable)

Hint  - to move the split, you can drag the horizontal line.
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To see the above, but see the number of persons needed ..

· Select REPORTS menu, RESOURCES, CHART & RESOURCE USAGE
· Click on WEEKS

· Click on UNITS

· Click on DECIMALS

[image: image16.png]D Narne Start |Duration| Finish
1| Taska sor | 6 |osmanr
2| Taskt osman7 | 124 | 20me7
3| Taske 2mw | s | o
4| Taska osmanr | 7 | 13m07
Resaurce Name Ui ey
B 00 00 00 0o 0o 0o 0o 0o
DESIGN TEAM 36 0o 15 15 0s 0o 0o 0o
JoHN 22 Ui 10 02 00 04 00 06 00
= To hsign W 0nN [ DESIGN TEAM





To see the barchart in weeks and the table in months ..

· Select REPORTS menu, RESOURCES, CHART & RESOURCE USAGE
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Click on MONTHS

· Click on HOURS

· Click on OK 
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This now shows the number of person hours needed each month.

7. Resource reporting – Resource Histogram

To see the above, and see the equivalent number of persons needed each week ..

· Select REPORTS menu, RESOURCES, CHART & RESOURCE HISTOGRAM
· Click on WEEKS

· Click on UNITS

· Click on OK
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8. Resource over allocations

Assign John to Task D and the above report will show that in week commencing 5 March   John is now over allocated and the amount over is shown in red. 
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There are several options to correct this, but 2 could be ….

· Move task D

· Assign task D to someone else

· To move the task bar D, position the mouse in the centre of the bar and drag the whole bar back so it starts in the following week…
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Now the red over allocation now disappears.
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9. Reassign resource 

· To take John off Task C, click on Task C on the chart
· Click on JOHN in the Resource Assignment Window 

· Click on the REMOVE button

· Click on ANN

· Click on ASSIGN

· Click on OK

· Select REPORTS menu, RESOURCES, CHART & RESOURCE HISTOGRAM
· Click on OK
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All the task bars on Task C are now changed to use ANN.

Hint – If on Task C, the two bars were to be assigned to two different resources, they would need to be split into 2 separate rows.

10. Stacked histograms

In order to show a histogram on its own ….

· First to remove the split window, select the RESOURCE menu, WINDOW
· Select REPORTS menu, RESOURCES & STACKED HISTOGRAM

· Click on OK
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Tutorial 2 :  Daily Plan with estimates of effort

This tutorial shows how to create an effort driven plan using a timescale other than the default weekly.
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Select FILE menu NEW. On the initial start up screen and then click on the WEEKLY OR DAILY PROJECT opposite. 
· Click on the down arrow on FROM below and click on 3 September 2007.
· Click on the down arrow on TO below and click on 15 October 2007.
· Click on DAY AND DATE below and then OK.
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This will set the chart up with appropriate daily headings …

[image: image24.png]September

2030
Narme Start puratior|Finish [ 3 | |5 [0 |7 |8 |9 1011121314 15 16 17 1819 20|21 22 23 124 25 20 a7 28 |28 |

S |5 (M| T W TS (S |M|T W) T F (S
T T T T T S R





Hint – it is possible to customise the headings completely by selecting the FORMAT menu, TIMESCALE.

The default for a new project is EFFORT DRIVEN – unless the system default has been changed. Therefore it is ready for projects that are based on estimated person hours to achieve tasks. 

1. Add tasks

· First, zoom up the screen by selecting the VIEW menu, ZOOM, 100% and then click on the OK button.

· Select VIEW menu RESOURCE CHART. Enter the following items NAME, START, RESOURCE NAME & WORK columns  …
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For individuals, you can enter Resource Names direct on the View or set them up in the Resource Assignment Window and assign from there. If a new Resource Name is typed in here, the system will prompt to ask if it is a new resource; you must click on YES.

· Then fill in the next 2 rows …
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Hint – the Scheduled Effort default is HOURS, but you can enter in units of m(minutes), d(days) or w(weeks). 

2. Change % utilisation

· Click on the cell below and then edit the % from 100 and replace with 50%…
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Since the task is effort driven, the Duration will be doubled from 4.5days to 9days. 

Note NO in the Fixed Column means Resource Driven; YES in the Fixed Column means the task has a Fixed Duration – and so changes of resources will not effect it.
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If you double click on the ID column 1, then all the task information can be seen …
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Resource Histogram

In order to see the number of person hours needed daily ….

· Select REPORTS menu, RESOURCES, CHART & HISTOGRAM
· Click on OK
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In order to see the number of person hours needed weekly, ….

· Select REPORTS menu, RESOURCES, CHART & HISTOGRAM
· Click on WEEKS 

· Click on OK
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Hint – it is possible that resources could be over allocated on a day to day basis – but be within the limits on a week to week basis.

4. Extending a task

In order to extend the duration of a task, as well as changing the %, you can also ….

· Change the Effort

· Drag the end of bar with the mouse

· In order to increase the Effort, select the VIEW menu RESOURCE CHART.

· Change the SCHEDULED EFFORT for Task B from 32h to 40h
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· In order to increase the Effort by dragging, position on the end of the bar for Task C

· Drag the end of the bar into the week 24 September – 10 days long
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By default if you drag a Resource driven task (Fixed = NO), the effort will increase in line with the bar being extended.

5. Resource View

In order to see the tasks sorted by each individual resource ….

·  Select the VIEW menu, VIEW BY, RESOURCE
[image: image32.png]D Narne Start RENS;%’E“E Work | Units U;‘/‘“ZE Fixed | Dur. =
DAVE 160907 | DAVE an s

E 06507 | DAVE an 1o [ e | m
JOHN won7 | JomN 116k m

1] Teka a7 | JomN 36 BEAERE

3| Tke 1o | som aon v | [ we [0





Having viewed on-screen the Resource Histogram or Resource Usage Table, if you select the RESOURCE menu, WINDOW, the last one will show at the bottom of the screen ..
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Tutorial 3 :  Hourly Plan 
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SYMBOL 183 \f "Symbol" \s 12 \h Setup chart
· Select FILE menu NEW. On the initial start up screen and then click on the HOURLY PROJECT button.

· Using the down arrow on the PROJECT START choose 3 September 2007.
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NUMBER OF DAYS enter 3. 

· Click on one of the Timescale Headings.

· Click OFF  the HOURS STARTING FROM 00 (this means hours will show as 00 to 23 for each day – if the option is ticked, the hours would be labelled 01 to 24).

· Ensure the DEFAULT CALENDAR is ticked .

· Click on SHADE NON WORKING HOURS

· Click on HOURLY GRIDLINES

(If Hide Non working Hours and Weekends were ticked – the relevant hours would be excluded from the chart).
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· First, zoom up the screen by selecting the VIEW menu, ZOOM, 100% and then click on the OK button.

If your default printer is A4, then the 72 hours in the 3 days will not show each hour clearly. Either you can choose a larger paper size (if the printer is capable  - File menu, Print Setup) or print this off over 2 pages (or more) …

· [image: image141.png]
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Select FORMAT menu, PAGE SETUP
· Change the layout horizontally to be 2 pages 

Now you can see the hourly labels more clearly ….
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SYMBOL 183 \f "Symbol" \s 12 \h Setup Calendar
The default Calendar installed represents 40 hours per week, 5 days per week (Monday to Friday) and a standard working time of 9am – 5pm.  

To change it …
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· Click on the CALENDAR icon in the toolbar.

· In order to change the standard working week to 10 hours per day, Monday to Saturday, first click on the S for Saturday in the Working Week.
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· Change the first set of times to 8am-6pm.

· Click on COPY and this will copy the times into all the six days.
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· Click OK & then YES.
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Now midnight to 8am & 6pm to midnight are shaded as non working.
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1. Drag task bars

· Select the VIEW menu, CHART.

· To zoom up the screen, select the

 VIEW menu, ZOOM and choose 100%

· Type in the following tasks ….

· Enter a task with a start date that has a time..
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You can draw more than one bar on a line and drag across non working shading ….
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· For task b, draw a bar approximately 2 hours long on the Monday ….
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2. Assign resources

If there are two or more bars on the same line, when you assign a resource to an activity, then it is automatically applied to both bars (and cannot be split). 
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Click on the RESOURCES ICON in the toolbar….

· Click on the NEW button in the RESOURCE ASSIGNMENT window.

· Type the first RESOURCE NAME as JOHN; then OK
· Type the next RESOURCE NAME as ANNE; then OK
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To apply JOHN to the first row, click on the centre of either of the two bars on that line; click on JOHN in the RESOURCE ASSIGNMENT window and then the ASSIGN button
When you apply a resource in this way, Project Commander assigns the whole of the resource at 100%. In order to see this select the VIEW menu & RESOURCE CHART and you will see the effort needed is the same as the duration of the two bars …
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The length of the first bar is shown by placing the mouse over the bar and looking at the grey STATUS LINE at the bottom of the screen …
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and the same for the second bar on that line ….
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· Type the next Resource name, click on the TWO HEADS icon to bring up the RESOURCE ASSIGNMENT window.

· Click on the centre of the bar for Task b; click on ANNE in the RESOURCE ASSIGNMENT window and then the ASSIGN button
3. Print

If any columns are not wide enough, such as the START column above, simply double click on the heading START and then click on BEST FIT.
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To print , select the VIEW menu, CHART and to see how it would print, click on the PRINT PREVIEW icon on the toolbar …

· In the Print Preview, click on the TWO PAGE button at the top of the screen and you will see that the print out is over 2 pages horizontally (that will need to be stuck together).
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In this example as an A4 printer was used, for clarity, we needed to spread the print out over 2 pages. In reality, if you had a A3 printer, you could  print all the 3 days on one piece of paper.

Tutorial 4 :  Single Project Plan for Resources 

This tutorial shows how to create an effort driven plan, how to allocate resources against their availability, how to create a project calendar, how to apply multiple resources to a task, save a baseline, update actuals and reschedule.

SYMBOL 183 \f "Symbol" \s 12 \h Setup chart for summary tasks
Select FILE menu NEW. Click on SKIP QUICK SETUP On the initial start up screen, click on the CREATE NEW PROJECT button. Zoom up the screen by selecting the VIEW menu, ZOOM, ACTUAL SIZE and then click on the OK button.

1. Change time range and Project Calendar

Time Range

· Click on the FORMAT menu & TIMESCALE. 

· Change the date to 5/2/07 in the FROM box and 10w in the DURATION box.
· Click on OK.

Calendar

· [image: image151.png]Neme




Click on the OPTIONS menu & CALENDAR. 

· Change the entries for Monday from 9:00-17:00  to the following 2 periods ..

· Then click on COPY (and this copies those times that represent 6.5 hours per day across all the days ticked (i.e. Monday to Friday).
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In order to reflect a 35 hour – 6 day week, click on S and enter 08:30 and 11:00 on Saturday

· Click on OK

· A message window will appear – click on YES

2. Enter first stage

Enter the following …. Name, Start & Duration columns (leave the Finish column – it will be completed automatically).
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No bars are placed against row 1-2 as these are to be made summary bars. 

3. Enter summary levels

· In order to make all rows 2-6 under row 1, click on Design and with the left hand mouse button held down, drag down until Task d.

· [image: image153.bmp]Click on the INDENT RIGHT ARROW in the toolbar.

· Click on Task a and drag down to Task d and click on the INDENT RIGHT ARROW again.

.

The chart will now look as follows ….
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It is said that tasks are at different levels …

LEVEL 1 = New freezer unit

LEVEL 2 = Design 

LEVEL 3 = Task A - D

In order to link the tasks together with finish to start links, you can either link the bars separately, but there is a quick method….

· [image: image154.bmp]Click on Task a and drag down to Task d using the ID columns 3-6

· Click on the LINK icon in the toolbar and then YES

The chart would now look like this …
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4. Enter second stage

· First enter the next phase name and sub tasks under the NAME column ….
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By default the new description is placed on the same level as the previous task – i.e. LEVEL 3. 

· [image: image155.bmp]Next with the Test cell highlighted, click on the OUTDENT LEFT ARROW once in order to move description to LEVEL TWO.

· Enter the start dates  & durations for the Task e and  Task f

The chart would now look like this …
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· In order to link row 8 to row 9 with a Finish to Start link and a delay of a week, you can draw a link with the mouse, by clicking on the bottom right of the yellow bar of Task e and dragging to the top left of the yellow bar of Task f. Then if you place the mouse in the middle of the yellow bar for Task d and hold the left hand mouse button down, you can drag the bar 1 week to the right and then release the mouse button.
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· A message will appear; click on YES.

5. Create resources

· Select the VIEW menu, RESOURCE SHEET.

· Type the first RESOURCE NAME as DESIGNERS

· Enter MAX UNITS as 3
· Enter COST RATE as £10
· Type the second RESOURCE NAME as TESTERS
· Enter MAX UNITS as 2
· Enter COST RATE as £16
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6. Assign resources

Some of the tasks are fixed and must be finished in a certain timeframe; others are estimated as involving a forecast based on effort needed.

[image: image156.bmp]
· Click on the RESOURCES ICON in the toolbar….

· [image: image157.png]


Select the VIEW menu, RESOURCE CHART
· Click on Task a in row 3

· On the RESOURCE ASSIGNMENT window, click on DESIGNERS and then ASSIGN 
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The FIXED column says NO – meaning the task is not fixed , but effort driven.  The value in the DUR column is the duration length of the associated bar.

· Click on SCHEDULED EFFORT and enter 100h as the estimate for that task and since the UNITS =1 and % = 100%, the Duration will temporarily equal 100h in equivalent days based on a standard 6.5 hours per day.
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· Click on WHOLE UNITS and change to 3; the Duration will change to one-third
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· Click on Task b 
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· Assign TESTERS to this task

We will make this task a fixed task ….

· Click on FIXED and change to YES

· Click on %ASSIGN and change to 50
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The Duration of 7 days remains the same, but since only 50% of a resource is placed on it, the Effort is half that above.

· On task c, there are 2 types of resources needed. The total estimate needed is 200 hours, so change the WORK to 200…
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· [image: image158.png]


To assign both TESTERS & DESIGNERS to this task, first click on Task c and then on the RESOURCE ASSIGN WINDOW click on DESIGNERS

·  Change the UNITS to 2
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This changes the Duration to half.

· Click on TESTERS and then ASSIGN

Initially, it will split the hours between the 3 units as they were all assigned as 100%.
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· In order to assign different hours to different resources, double click on Task c and this will show the Resource Sub level below the task …
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· Click on the EFFORT column opposite DESIGNERS and change this to 160h & TESTERS to 40h and the % to 75%
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The Duration for the Designers and for Testers is recalculated. When you double click on Task c, you will see that summary data at task level shows that Effort is 200h, Units=3 and the Duration = 12.31d (the longest duration from the resource sub level)
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· If Testers are to start later on this task, then you can change the start date just  for them to 2 weeks later, by double clicking on the task and changing the date for TESTERS to 1/3/07 …
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Now the Task bar finishes over a week later and the overall duration of the bar is now longer.

Important – it is possible to link resource sub level bars and these sub levels to other task bars.

7. Assess availability

In order to assess which resources are available can be analysed by 

·  Select the REPORT menu, RESOURCES, CHART & HISTOGRAM.

· Click on OK
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In order to split the screen between the chart and the graph

· Select the RESOURCE menu, WINDOW
The top window can be scrolled up and down and the histogram in the bottom window remains visible.

(If there were multiple pages of the chart, they could be navigated in the top window as normal by clicking on the Page forward/back arrows
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If Task d is the next task and needs Designers, we could attempt to assign the resource to the bar and then bring the bar forward to use up the maximum resource.

· Click on Task d

· Click on the 2 Head Icons to display the RESOURCE ASSIGMENT WINDOW
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· Click on  DESIGNERS and ASSIGN

· Double click on the ID column 6

· The current entry is as opposite

Instead of using the RESOURCE CHART view, once the resource assignment has been made the other data can be changed on the Task Form.

· Change the EFFORT to 100h

· Change the UNITS to 3

· Click on OK
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The changes will take effect – double click on the ID number again to see the results …

The duration will be recalculated from 6d to 5.13d based on 100h divided by 3.
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The bar for Task d can now be dragged to the left so it starts on Monday, 5 March 2007. This will cause the histogram to show an over allocation for Designers …
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By dragging the bar to the right by 2 days, the over allocation disappears ..

[image: image68.png]-

Resource Nme | Tobl | Key
EE
)
(Over Allcated] 525
Desigers | 260n [ 3]
Testers e ||175]
Totals 23 101 [ 51 el 130 El
= Tohsign B Desigers B Testers





8. Summary data

Return to the VIEW menu, RESOURCE CHART. Information at summary level shows the total Effort for all sub tasks – but all detailed resource assignments are held at the task level.
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9. Baseline

When a plan is agreed, it can be baselined to use as a target to compare against, by selecting the OPTIONS menu, BASELINE, SAVE and then OK.

This creates on the chart 2 bars per line – where the bottom blue thin bar is the Baseline or Target bar 
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All the resource hours and costs are saved as a Baseline

· Select the REPORTS menu, PROGRESS & BASELINE 
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10.  Updating with Actual Hours

[image: image162.png]Resource |Resource|  Material | Other | Total
& Name Narne Cost Cost Cost | Cost
1 [Taska JOHN £1,600 0 @0 £1,600
2 |Taskb ANN £1,000 0 @0 £1,000





Say the update is for end of September; so to show which tasks should have progress

· Select the VIEW menu, BASIC 
· Select the OPTIONS menu, PROJECT INFO and change the options to the opposite

· Click on OK

This shows that Task a-c should have time booked against them……
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Important – The links between the tasks bars that have to be updated normally schedule the bars, you can enter an Actual Start date to retain the link but override when the linked bar commences.

In order to update the bars with actual hours …..

· Select the VIEW menu, MORE VIEWS, WORK 
· You can update the date when work started, if it is different from the planned one, by inserting the  START DATE & ACTUAL START DATE columns into this table

· Click on the heading WORK 

· Select EDIT menu, INSERT COLUMN and choose START from the drop down list at the top for TYPE. Then do the same to insert the ACTUAL START

· If Task a starts on time, do not change the START DATE

·  If more time has been booked to Task a than originally estimated, enter 120h in WORK COMPLETED – it obviously assumes that the task is completed and changes the ACTUAL % to 100…
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· However, if there is still a small amount of work to complete the task, you can enter this in OUTSTANDING WORK  and it will adjust the ACTUAL %. Enter 10h in OUTSTANDING WORK  
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The following changes have been made …

· ACTUAL % is now less than 100%

· As the SCHEDULED EFFORT has increased so does the DURATION

· If a task is completed using less hours, you can enter the hours and change the SCHEDULED EFFORT and the ACTUAL % to 100.

· On Task b, enter 20h for SCHEDULED EFFORT and ACTUAL % to 100%

· Enter the ACTUAL START DATE to 12/2/07
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· Where there are multiple resources on a task, you need to double click on the task to display the Resource sub level
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· For DESIGNERS change the task change the ACTUAL START date to 21/2/07, WORK COMPLETE = 60h and OUTSTANDING from 100h to 120h
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This will change the START DATES of the earliest resource sub task to the Actual Date and other resources if they all have the same original start date. If another resource has a different start date, then the start date for that one will lag the actual by the same amount of days as the original.

· In order to evaluate whether the progress has been to plan, select the REPORTS menu, PROGRESS &  PERCENT COMPLETE

· Ensure that the REPORTING DATE is 5/3/07 and click on OK
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The ACTUAL % column is derived from the WORK COMPLETE and the PLANNED % COMPLETE is the amount of progress that should have been made to the Reporting date.

Due to changes …

Task a has been extended

Task b has started later, but appears to still to finish on time

Task c has started later, and will finish later

· In order for the Baseline to be turned OFF (VIEW menu, SHOW/HIDE tick  BASELINE)
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· In order to report the variations from the Baseline, select the REPORTS menu, PROGRESS, BASELINE  
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Using the work outstanding, the project plan can be rescheduled – all the part & full tasks that are behind schedule can be moved automatically and scheduled as if they were starting after the Reporting date. Select the OPTIONS menu, RESCHEDULE.

·  You can save file and save a Baseline before rescheduling. Click the FILE option OFF.

· Select VIEW menu & BASIC to see the chart
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The changes are …

The hours outstanding on Task a are moved after the Reporting Date

The remaining  hours on Task c for the Designers & Testers have moved the bar

Important – If you save the file before rescheduling, then you can use the original file to update at the next update – in this case you do not need to save the rescheduled file. Alternatively, the rescheduled file becomes the new file and you can update this one at the next update.

Tutorial 5 :  Multiple projects

This tutorial shows how to create multiple projects, how to filter project and resource data, how to create resource calendar save a baselines for projects and add new projects.

It is possible to hold more than one project in a file, rather than single projects in one file. Of course, if multiple projects are held in one file, only one person can update the file at once. It is simple to filter individual project tasks/resources and costs from the main file.

SYMBOL 183 \f "Symbol" \s 12 \h Setup chart for summary tasks
Select FILE menu NEW. Click on SKIP QUICK SETUP. On the initial start up screen, click on the CREATE NEW PROJECT button. Zoom up the screen by selecting the VIEW menu, ZOOM, ACTUAL SIZE and then click on the OK button.

1. Change time range and Project Calendar
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Time Range

· Click on the FORMAT menu & TIMESCALE. 

· Change the date to 1/9/03 in the FROM box and 20w in the DURATION box.
· Click on MULTI PROJECT VIEWS.
· Click on OK. 

Calendar

· Click on the OPTIONS menu & CALENDAR. 

· If it is possible that some resources could work at weekends, we need to set up the Project calendar for seven working days – by clicking on S and SU 
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· Click on OK.

· Click on YES.

Projects

It is possible to use summary tasks to identify each project – so that you can see a one line summary for each project on the file.

·  Enter the following – when you have entered the PROJECT, click on the YES that follows (the Client is optional and can be left blank)
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To assign a Client to a Project, select the TOOLS menu PROJECTS
· Click on  AB 102 and the EDIT button

· Enter the Client

· Click on OK and CLOSE

In the list of Projects is the default PROJECT1 – which you can delete.

· Enter the following Task a & b – you will see the Project & Client are automatically repeated.
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· Click on Task a and drag down with the mouse to Task b.

· Click on the INDENT ARROW on the toolbar [image: image85.bmp]
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This makes Row 1 a summary line and Row 2 & 3 sub tasks.

· Enter the START & DURATION for Task a and Task b.
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· On Row 4 enter the next project.

· When you enter a new in the Project column, Project Commander recognises this and asks to confirm – click YES.
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· As above, enter the Client as Browns for this project

· Enter the task names, start and durations on row 5 & 6 and the Project & Client will again be repeated

[image: image89.png]New Prodet AB222 | Browns|
Taske 4B222 |Browns| 270207 | 340 | 00407
Taskd 4B222 |Browns| 050407 | 294 | 030507





· In order to move New Product up to summary level, click on New Product and then the  OUTDENT ARROW [image: image90.png]
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The appearance of the summary bar can be changed by clicking the toolbar icon [image: image92.png]
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2. Resources and calendars

If your resources are individuals, you do not need to set them up initially, you can type them directly.

· Select the VIEW menu, MULTI PROJECT RESOURCE CHART.

· Enter a resource against each task and when prompted with a message click on YES
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It is possible for each resource to have it’s own calendar and therefore all scheduling for that resource is calculated differently to other resources that use the default project calendar.

The project calendar here is 7 days per week. All the tasks so far have been scheduled using this calendar. Now we will change JOHN’s calendar to work only 5 days per week.
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Click on the 2 Heads icon [image: image95.png]



· Double click on JOHN in the list

· Click on the USE OWN button

· Click on the EDIT button
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· Click on S & SU to remove the ticks

· Click on OK

· Click on YES

· Click on OK

· Click on CLOSE

Since the tasks are EFFORT DRIVEN by hours, the tasks for JOHN will finish later now as he is not working weekends ….
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Task a & c were originally 3 weeks and are now just over 4 weeks.

3. Resource colouring

Project Commander can colour bar charts automatically  ..

· Select the VIEW menu, COLOUR CHART BY, RESOURCE
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The bars are uniquely coloured and a Legend is automatically put at the bottom of each page. The summary bar can be multi coloured showing the colour of the sub task bars under each summary task (alternatively, you can choose to have a global summary bar option).

· Just to see, one line per project, click on the FILTER SUMMARY icon [image: image99.png]



· Click on NO to the next question
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4. Baselining

· To baseline for the first time, select the OPTIONS  menu,  BASELINE, SAVE
· Click on OK

[image: image101.png]Feb | Mar | At |

D Narme Project|Client| Start |Duration| Finish

5 12|19 |5 1219126 2| 9162330
1 | Refurhishment AB102 [Smiths| 120207 | 300 | 1wyer | ST
4| New Product AB222 (Browns| 270207 | 66 | 030507





A blue line will appear at the bottom of each row.

· In order to show all tasks, click on the SHOW ALL TASKS icon [image: image102.png]



· Click on NO
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5. Add new project and baseline

· To add new project, first input the project and tasks
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· Then add the data for Task e & f ….
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· To add this project to the Baseline, select OPTIONS menu, BASELINE, SAVE
· In order to save just the new project ZZ101, click on CLEAR ALL

· Click on ZZ101

· Click on OK
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The Baseline is saved only for ZZ101 and the original baselines for AB102 & AB 222 remain the same. If you had clicked on OK when you went straight into this window, all the projects would have new baseline data.
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Filter chart by resources

· First  change the screen, select the VIEW menu & MULTI PROJECT BASIC
· Click on the FILTER icon [image: image107.bmp]
· Choose the following options ……

· Click on OK
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Only the tasks for John are included.

· To show all tasks again, click on the ALL TASKS icon [image: image109.png]



· Click on NO

7. List resource tasks

A quick way to sort all tasks by each resource is to select the VIEW menu, VIEW BY , RESOURCE ..
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You will see that it creates a summary bar for each resource, so you can see where that resource is working or not.

· In order to see just the summaries, click on the SUMMARY BAR icon [image: image111.bmp]
· Click on NO

[image: image112.png]Feb | Mar | At |

D Name Project |Client| Start |Duration| Finish
5112119265 12119262 8 1623 30
Anne 050407 | 293 | 030507 ——
Dave 25m207 | 1a | 10T
John 20207 | dsd | 130407
To Assign 200307 | 412 | 0swsT





8. Resource filtered reports

By default all Resource reports – Resource Usage, Multiple Histogram, Stacked Histogram show all projects and tasks and colour bars by Resource colours. However, it is possible to filter these reports on selected criteria – such as named resources, skill, location or team and for specific projects. If the report is part of a combined chart and resource/cost report, both can be filtered or only one filtered.

COMBINED REPORTS

· Select the REPORTS menu, RESOURCES, CHART & HISTOGRAM
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Here, all 3 projects are shown in the chart and the Histogram at the bottom shows the total for all 3.
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· In order to show only the first project in the chart select the TOOLS menu, FILTER, PROJECTS DISPLAYED – this shows a list of all projects.

·  Click on the CLEAR button.

· Click on AB102.

· Click OK.

In the top chart only the  tasks for  Project  AB102 and the data at the bottom relates to all projects.
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In order to apply the filter to the bottom, select the RESOURCE menu, DISPLAY HISTOGRAM.

· Click on FILTERED TASKS
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· In order to include all projects, TOOLS menu, FILTER, ALL PROJECTS.
· Click on NO.

Since the filter for the top is now all projects, the bottom is also filtered the same.

Tutorial 6 :  Consolidated files

You can consolidate any number of Project Commander files by selecting them from one folder or inserting each file one at a time – even from different folders (say on a network)
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· Select the FILE menu, NEW.
· Click on CREATE NEW PROJECT

· Select the FILE menu, CONSOLIDATION, INSERT.
· Holding the CONTROL key down, click on each project file.

· Click on OPEN.
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All the files are appended and now all reports can be based on the consolidated information.

If any changes are made in the original files while working on the consolidation, then all the files or selected files can be reloaded.

· Select the FILE menu, CONSOLIDATION, UPDATE.
· Click on SELECT ALL (or choose individual files)

· Click on OK

Important – the latest saved file is used in the consolidation. If it is still open a warning will say the file is read-only and cannot be overwritten.

If any changes are made, then they can be saved back to the original files.
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· Select the FILE menu, CONSOLIDATION, SAVE.
· Click on SELECT ALL

· Click on OK

The file concerned will now be updated..
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In order to save the consolidated file for future use, select the FILE menu., SAVE AS
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When you open the consolidated file again, you will be prompted to update it.
There are several important issues that need to be taken into account with consolidation 

Project Calendars

If each project has different project calendars, it will not effect the scheduling of tasks in the consolidation. The shading for weekends and holidays will always use the project calendar in the consolidated file – so preferably all the files should have the same project calendar. If the calendar in the project 

Resources

Resource names in each file must have the same syntax in all files. Also each individual resource in each project must have exactly the same calendar or the consolidation will assume it is a separate resource.

If the calendar used in the original files is different from the default calendar used in the consolidated file, you can view the name of the calendar and which file the project/task came from – by inserting the fields below…..
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Tutorial 7 :  Resource costing

Tasks can either be costed out by lump sum or by costing out Labour Resources on an hourly rate with material and other costs.

SYMBOL 183 \f "Symbol" \s 12 \h Setup chart
Start up Project Commander or select FILE menu NEW. 

1.  Time range

On the initial start up screen, click on the DOWN ARROW for the DATE and click on the CREATE NEW PROJECT button. Zoom up the screen by selecting the VIEW menu, ZOOM, 75% and then click on the OK button.

The dates shown below will differ – as it will default to the current (today’s) date.

2.  Add tasks

Enter the following items in the BASIC View in the NAME & DURATION columns (the START & FINISH columns are calculated automatically) …
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3. Add labour resources
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Click on the RESOURCES ICON in the toolbar….

· Click on the NEW button in the RESOURCE ASSIGNMENT window.

· Type the first RESOURCE NAME as JOHN.

· Type £20 in the COST RATE PER HOUR box.
· Click on OK.

· Type the next RESOURCE NAME as ANN.

· Type £25 in the COST RATE PER HOUR box.
· Click on OK and then CLOSE.

SYMBOL 183 \f "Symbol" \s 12 \h Resource assignments

· Select the VIEW menu & RESOURCE CHART.
· Click on TASK A on the chart behind.

· Click on JOHN in the list in the RESOURCE ASSIGNMENT window.

· Click on the ASSIGN button.

· Next, click on TASK B on the chart.

· Click on ANN in the list in the RESOURCE ASSIGNMENT window.

· Click on the ASSIGN button.

· Click on the CLOSE button.

SYMBOL 183 \f "Symbol" \s 12 \h Resource costs

· Select the VIEW menu & COST.
The labour cost is calculated in the RESOURCE COST column above using the  HOURLY COST RATE for the Resource above and the DURATION of the task multiplied by the STANDARD WORKING HOURS from the Calendar; 8 hours per day (default).

SYMBOL 183 \f "Symbol" \s 12 \h Material costs

· Select the VIEW menu, MORE VIEWS & MATERIAL.
· Type the following entries ….
The MATERIAL COST total column is calculated automatically multiplying the COST RATE and the UNITS columns.

SYMBOL 183 \f "Symbol" \s 12 \h Total costs

· Select the VIEW menu & COST.
· Type £100 in the cell below….
The RESOURCE COST & MATERIAL COST is calculated automatically and are read only in this View and cannot be edited in this View. The RESOURCE COSTS comes from the Resource assignment; the MATERIAL COST comes from the MATERIAL VIEW. The TOTAL COST is a summation of RESOURCE, MATERIALS & OTHER COSTS and cannot be edited.

SYMBOL 183 \f "Symbol" \s 12 \h Cost reports


CHART & CUMULATIVE COST GRAPH.

· Select the RESOURCE menu, COST, CHART & CUMULATIVE COST GRAPH.

· Click on OK

On the cost graph it shows all the

cost analysis on the left hand side and the cumulative periodic (weekly) totals at the bottom.

CHART & PERIODIC COSTS

· Select the RESOURCE menu, COST, CHART & PERIODIC COSTS.

· Click on OK

On the cost table it shows all the

cost analysis on the left hand side and the periodic (weekly) sums across the timescale.

If you only want the monthly totals at the bottom …

· Select the RESOURCE menu, COST, CHART & PERIODIC COSTS.

· Click on MONTHS

· Click off SHOW RESOURCE COST TOTALS

COST CHART & PERIODIC COSTS

· Select the RESOURCE menu, COST, COST CHART & PERIODIC COSTS.

· Click on OK


On the table at the top, it shows how the costs are distributed over the periods (monthly)

………………………………………………………………………………………………………………………..

Page 1 

