P2_PC for PRINCE2 

……………………………………


P2_PC for Management Control of PRINCE2

This product is designed as a management tool for the Executive, Programme Management and the Project Manager to control fully how different size/type projects are project managed in a predefined manner, using PRINCE2 as a basis. However, it is totally configurable so that how you implement PRINCE2 or a PRINCE2-like approach can be taken into account for each client or type of project.

Organisations implement PRINCE in different ways and different levels of the level of control/detail. However, a great deal of work has been done to create comprehensive Checklists for different level projects. This means that you can create a list of actions/questions that design a framework around which the Project Manager clearly show why & how he/she will deliver the project or develops a top-down approach where the Executive/Programme Management have a prescribed procedure to follow. In either case, the Checklist is configurable so as to fit into the organisation’s way of project delivery.

There are several standard Templates to allow the best level of control. In some larger organisations, some highly experienced Project Managers might have their own way of managing PRINCE projects – but the Checklists are a great way to ensure you have not missed something obvious and to act as an auditable record to prove that PRINCE has been implemented as fully as possible within the constraints of the project size.

P2_PC is invaluable for inexperienced PRINCE2 Project Managers and organisations that have not a wide experience of implementing the methodology.

The templates include checklists generated from both PRINCE2 2005 and 2009 versions. So that the 2009 versions take account of all the updated features of the recent upgrade to PRINCE2.

The Checklist can be transferred as a Management Plan in a barchart form to a project software package so to provide a graphical look of the whole process of tasks. There are interfaces to Microsoft Project and to other project software. Included in P2_PC is a free project management package (called Project Commander) for the user.

The systems contain features to   …

· Identify a Standard template of tasks to be performed and questions specific to the new project to be undertaken.

· Create a Management Checklist of tasks/key questions. Against each task hold target dates.

· Create a Product Checklist, Breakdown and Flow diagram.

· Create Work Packages and allocate Products to them and then assign to Team Managers.

· Create Issue & Risk Registers/Logs (optional).

· Update the Checklist with answers to key questions.

· Update Checklist tasks with actual dates and % complete.

· Transfer Checklist tasks to project software such as Microsoft Project, Project Commander.

· A Document Log allows all PRINCE2 and other project documentation to be contained inside the project file.

TEMPLATE – Checklists

These contain detailed lists of PRINCE2 Processes and Components needed, that visibly document the project procedures and requirements in terms of tasks and important questions that need to be answered (optionally) along the way.

The template is a basis to ensure everything is covered and documented and who is responsible for performing the task and who has overall management responsibility for the task.

· Standard Templates for varying sized projects that can be adopted/edited to suit each organisation.

· Create new Templates to tailor the tasks/questions exactly to the organisation standards.

The standard templates include …
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  (see appendix)

The detail in each Project Template varies with tasks/questions that are compulsory or optional …
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For larger projects the Templates cater fully for multiple stages by creating a Stage Checklist for each Stage. 
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The function of the Templates is to create a framework around which the Executive/Programme Management expects the Project Manager to deliver the project or how the Project Manager will deliver the project to the organisation.

It is a structured way to ensure that everything is documented, actioned and all important questions/directions have been considered.

The job titles for the final two columns use PRINCE2 terminology. It is possible to globally replace these with your own titles or abbreviations or actual names if required.

	Exec
	Executive

	Prog Man
	Programme Management

	PM
	Project Manager

	PB
	Project Board

	User
	Senior User

	PSO
	Project Support Office

	Supp
	Senior Supplier

	PA
	Project Assurance

	QA
	Quality Assurance

	TM
	Team Manager


STANDARD TEMPLATES

LITE 2 - This template is designed for small in-house/departmental projects, with the minimum tasks and questions to prove it complies with PRINCE, but with many processes group together.   Items on Checklist  = 44. Activities = approx 20.

LITE 1- This template is designed for small in-house/departmental projects, with the full list of processes, minimum tasks and a minimal set of questions to prove it complies with PRINCE.     Items on Checklist  = 111. Activities = approx 35.

SIMPLE PROJECT - This template is designed for small projects, with the full list of processes, an adequate list of tasks and set of questions to prove it complies with PRINCE.  Items on Checklist  = 182. Activities = approx 60.

MINOR PROJECT - This template is designed for minor projects with only a Sponsor, with the full list of processes, an extensive list of tasks and questions to prove it fully complies with PRINCE.  Items on Checklist  = 330 approximately. Activities = approx 80.

MAJOR PROJECT - This template is designed for larger projects with a full Project Board, with the full list of processes, a fully extensive list of tasks and questions to prove it fully complies with PRINCE.  Items on Checklist  =  350 approximately. Activities = approx 100.

The Lite 1, 2 and Simple Project templates are designed around Sponsor based projects without the need for Project Boards.

PRINCE2 CONTROL 

CREATE NEW PROJECT

For each new project, an appropriate checklist is created from a Template and tolerances are recorded (at both Project & Stage levels).
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Then the main inputs and outputs are included in the system.
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All the products are included in the Stage Breakdown.

There is full Product Planning and each product is included automatically in the Product Checklist and in the Product Breakdown.

You can link the products in the Product Flow diagram.

(Note : For more flexibility in presentation – you might want to use other graphic software. The output from this can be stored in the Document Log).

The Checklist contains all the management items in the Template and the Project Manager updates the Checklist and includes Target and Actual start/finish dates.

Issue & Risk Logs are catered for – but also you can use your documents and file them in the Document Log.

The Document Log consists of all the other non system generated documents like Project plans, Quality Log, Reports(eg Lessons Learnt).

It does not matter where the documents are stored, when you save a project, all the items in the Document Log are zipped into the file.  This means that you can send the full project file to anyone and if they have the software, they can view any document saved. You do not have to have access to where the files were originally saved.

The Project File will synchronise with the target for the original files whenever you save the file.

All products are linked to a Work Package with all the dates in the Product Checklist and allocated to Team Manager or person responsible.

STAGES

In the Stage Breakdown, you create a top-down analysis of the Stages and Products to be created under each Stage. Products should include physical end products and management reports and outputs.

In smaller projects there may be just one stage only. Each stage contains Processes DP3 to SB6.
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Against each Stage, you can record  the Tolerances for cost & time. 

Against each Product, the milestone target dates can be recorded for when it should be ready, quality checked and approved. As the project progresses these can be updated along with the Actuals as each phase is completed.

You can create a hierarchy of Products. 
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Products are divided into 3 categories – normal, external and final.

The last 2 cannot have sub levels and a Final Product is always shown as a top level entry.

PRODUCT BASED PLANNING
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All the product information is passed to the Product Planning.

Product Checklist
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Here all the dates can be updated as the project progresses.

Product Breakdown

The PBS (Product Breakdown Structure) diagram is a standard layout – with no flexibility to move the boxes around or change layout. 

In the example below – some of the product descriptions are too long for the shapes and may need abbreviating.

Many users may wish to use a more flexible tool like Visio to create the PBS diagram, using this as a basis.
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Product Flow

The PDF (Product Flow Diagram) as above is a standard layout – with no flexibility to move the boxes around or change layout. 

Products are linked in a LINK LIST

[image: image7.png]From product To product

Extemal Consuitants Report [PR-00T-03] FID [PR-001 01]
FID [PR-001 01] New final product [PR-002]

Spddik | X Deleelik O





and the final diagram is created when you complete linking ..
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Again, many users may wish to use a more flexible tool like Visio to create the PFD diagram, using this as a basis.

If you use your own software, you can save the file in the Document Log for others to view. It would be best to save it as a PDF as other users may not have the required software to open the file.

PROJECT

CHECKLIST
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In the Project section, the Checklist generated from the Template chosen is generated automatically with a separate section for each Stage for processes DP3 to SB6.
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Checklist items are categorised from the Template as ..

· Tasks (compulsory)

These are items that have a grey box and a tick in the REQ (required box) and have a % complete and Date information against them.

· Information (compulsory)

These can be important questions that require an answer or information provided.

IMPORTANT :  For compulsory items – the Project Manager cannot tick the option OFF. This item has been deemed compulsory by the organisation that developed the Template.

· Task, Information and questions  (optional)

These are items that have a white box and a tick in the REQ (required box)

Some of these items may not be applicable to this project and therefore the Project Manager can use discretion as to whether they are actioned. It may be desirable for audit purposes to key in information in the Comments.

From the Template list, several extra columns are added …

· % Complete for tasks

· Target Date and Duration

· Actual Start and Finish Dates

Since all Projects will include at least one stage, by default the first Stage Checklist is included in the body at the appropriate point.
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Since each Stage has a separate project plan, and the management of a new Stage should not start until the closure of the previous stage, then the Checklist will only show the current Stage in progress.
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At the Stage level – you can choose which Stage to display.
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Export Checklist tasks to project planning software

It is possible to output the tasks to either Microsoft Project or Project Commander (our planning software), which comes free with the PRINCE2 software. To use the Microsoft Project option – you must have the software pre-installed on your pc.

In the Tools Options, you can specify the planning software …
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Currently, there are 2 options to transfer the data to project software – Microsoft Project or Project Commander.

Project Commander is included with the system free of charge. It can be used as a standalone project planning system as well as integrated with PRINCE2 here.

Using the Project menu, a Management Plan can be created at any time in a project plan form to see how all the PRINCE2 components have been scheduled and their progress.
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Since all the Persons Performing Tasks are identified in the PRINCE2 Checklist, they are brought across in the project plan as Resources (where the amount of work, number of people or % utilisation can be edited to obtain more accurate scheduling and resource analysis).

· Where a task is started but incomplete, the transfer of data is as follows ..

Start  = Actual Start

Finish = Actual Start + Duration

Baseline Start =  Target Start

Baseline Finish = Target Start + Duration

· Where a task is completed, the transfer of data is as follows ..

Start  = Actual Start

Finish = Actual Finish

Baseline Start =  Target Start

Baseline Finish = Target Start + Duration

· Where a task is not started, the transfer of data is as follows ..

Start  = Target Start

Finish = Target Start + Duration

Baseline Start =  Target Start

Baseline Finish = Target Start + Duration

The Baseline Finish dates are calculated in whole days and are based on Monday to Friday working days with no account for public holidays.
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There are 2 other options.
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1. NONE

If this is selected, the CREATE PLAN option will be greyed out and disabled.

2. OTHER

A transfer file in MPX format is written to the disk/folder where the project file is saved. This MPX file can be opened in other project software such as Primavera and PowerProject/Teamplan.

Note : It is possible to use this not only as a current Management Plan – but as the basis to prepare a detailed Project Plan where the delivery of the products and those related tasks are included with the PRINCE2 Processes to deliver the Project. This part does not include the Stage Management Plan and the Product Plan for the Stage. (This is created by the Work Package section).

In smaller projects,  where the Stage Plan Checklist might be more orientated towards Products (with less emphasis on Processes), then the Management Plan can be used as a basis for both Project and Stage Plans.

ISSUE & RISK LOG

These two Logs follow fully the layout recommended by PRINCE2.

You of course may use your own Word formats. If so you can save the files in the Document Log so they are saved with the project file.

DOCUMENT LOG

All files in the Document Log are zipped up into the Project File.

Any documents that are associated with the project can be filled in the Document Log. In fact to save space, the document files are zipped up automatically on saving and unzipped when opened.

Important: Once saved into the Document Log, all future amendments should be made by opening the file direct from the Log.
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Documents in file form can be inserted from any source (network, etc) into the Log.
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All the files are listed in the Log.

[image: image19.png]Date
logged

1510312009

File name.

Date last
modified

File size




In the TOOLS menu, OPTIONS, the default option is that the system will check that it has the latest version of the external file. If this box is ticked – it would mean that checking of latest file versions would be totally manual.
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In the Document Log, a document listed can be opened direct (EXTRACT & OPEN) from the source zipped file. You can extract and unzipped from the Log file any document and it will save into the Project Default Document Folder.

Also in the Document Log are a set of Document Templates for all the major PRINCE Reports. Click on the toolbar icon below and select CREATE FROM TEMPLATE.
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A full list of blank documents are displayed …
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If you open a new template and edit it, when you close it – it will save direct into the Log (you are prompted to Save) – note you do not need to save it using File menu Save as – unless you want a backup. However if you edit it later – you must open the file direct from the Log and not the local disk.

Any reports generated by PC_P2 or any other documents created outside the system can be saved in the Log.

The advantage of keeping all relevant documents in one Log File, is that anyone with a PC_P2 can access all the relevant reports direct through the log, irrespective of where the originals have been saved on a network/local hard disk.  

Note: The zipped files are contained within the PC_P2 file and not in a separate zip file.

WORK PACKAGES

All the Products that are listed in the Stage Breakdown can be allocated to Team Managers
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By clicking on the CREATE PLAN icon, you can create a Management Plan for the Stage and Products. 

[image: image25.png]Openplan





All the Target & Actual Dates are transferred along with the % complete and Resources for the Persons Performing Tasks.

All Processes (previously known as DP3 to SB6 in the 2005 PRINCE2 version) and now called Activities/Actions are transferred and at the end is listed the Products to be produced in this Stage.
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Of course these Processes & Activities/Actions are applicable to all Products.

It makes sense to use the Checklist for the Stage and the subsequent Management Plan as a basis to assess the process not on every Product – but on a selection of main Products or on just one Product.

However, the Activities/Actions included in the Stage Plan could be viewed as a list of Processes  needed for each Work Package. So the Target Dates  could be used to cover all Products or a range of main Products or one major Work Package. In the Stage Checklist the list of Processes are only displayed once, as in many small/medium sized projects there is only one Work Package or a group of similar Work Packages that are performed often simultaneously.

The Processes in the Checklist can be transferred as a Management Plan to project planning software (currently - Project Commander or Microsoft Project) where they are listed with dates added later. If you require several iterations of the Stage Plan for each Work Package or group of Work Packages – then you can copy & paste those tasks in the project planning software.

REPORTS

All the main sections can generate Reports in either PDF or Word format.
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Reports are actioned by the FILE menu, GENERATE DOCUMENTS. All the ticked reports will be added to the same document.

If you click on CHECKLIST, you can further opt to All stages or pre-select the Stage.
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If the option PRINT CHECKLIST FOR SELECTED STAGE ONLY is ticked – it will only select the Stage currently chosen to be displayed in the Checklist.

If the PRINT CHECKLIST FOR SELECTED STAGE ONLY is not ticked – then all Stages in the project will be displayed one after each other in the main body of the Checklist print out.

There is a global option, in the TOOLS menu, OPTIONS. If ticked ON, all the documents will be opened in the appropriate format  - PDF or Word.
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TUTORIALS

There are 5  tutorials that show clearly how to use P2_PC and the Template Generator module.

· Tutorial 1  - shows how to use a standard template (Lite 2) for a small Internal Project, which uses the mainly just the basic summarised list of Processes for one Stage only.  This takes you through how to input to all Processes and update the Checklists, PBS, Work Packages and Logs.

· Tutorial 2  - shows how to use a standard template (Lite 1), which uses the a full list of Processes and no questions for a small Project that only needs a Sponsor, but creates several products over more than one stage.  

· Tutorial 3  - shows how to create a new template and customise it using Lite 2.

· Tutorial 4 - shows how to create a small new template from scratch.

Tutorial 5  - shows how to create a new template (copying from Lite 1), which uses the a much truncated list of Processes and no questions for a small Project that only needs only a Sponsor.

TUTORIAL 1 -  FOR VERY SMALL PROJECT (in house)

Setup

In order to run a small project which only justifies a minimum of documentation, you could use one of the Lite or Simple Project Templates.

Other alternatives are you can design your small projects template or edit the one supplied by us. This can only be done in the Template Generator.

Here we use the Standard Lite 2, which uses the mainly just the basic list of Processes. 

To start a new project, select the FILE menu, NEW
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First you need to complete the Project Title and then you need to choose the appropriate Template from the drop down list ….

[image: image30.png]Project properties

Frojectriame:  [New VAT rate

Template: Lie 2 terplate

iafor project ermplate
Start date: Minor project terplte

Simple poject template
Lo template

Target compltir:




Start & Completion Dates and where to store the project files (this is could be on your C drive or the server). If you have a laptop and you have to work disconnected from the server, the C drive would be a better option (though you need to backup regularly).
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In this project, we may not be bothered about any Project Tolerances – as the organisation has decided it must complete this project urgently and it is critical to the business.

PRODUCTS & STAGES

After clicking on OK,  the following screen appears ….
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In this example, say we are changing the VAT rate on a Billing Program. To keep the documentation down to a minimum, we decide that we have only a small number of products (3) …  Program change in Test system & Test run; User Sign off; Update Live System & Communicate to all users.

Here we decide it was one Stage only. We can leave the default description as New Stage (to save work) or we can edit on the right hand side (Properties section – under Identification) to say Implement rate change.
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Note: The whole window can be resized to your screen and the width of the Properties box can be changed by dragging the left hand dividing line.

If you have your own ID codes – the ID can be edited to replace ST-01.
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Then next we click on New Product on the left 
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and edit the Name Change & run Test Sys on the right and the 3 Planned dates by using the drop down calendar.

In the Product Description, you can either type into the box a small amount of text or you can click on the down arrow to enter more text.
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It is possible to use <CONTROL > <V> keys to paste any copied text from another source.

Enter the other 2 products with planned dates, by first highlighting the Stage Description Implement rate change and then clicking on the ADD PRODUCT button above ..
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Note: If the highlight was left on the first product (Change & run Test Sys) then if you click the ADD PRODUCT button, this will make this product as a sub product.

On the Properties on the right, enter the Product Description User sign off. Not in all cases will it be necessary to monitor all 3 dates – you might only use the Planned Ready date as here.
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To add last product,  click on the Stage Description Implement rate change, then click on ADD PRODUCT. enter the Product Description Update Live and then the planned dates.

[image: image38.png]‘Stage breakdown " Properties

Addnew stage Addproduct ~ 2] Edt seeced age X Delte
ERAE]

Implement rate change [ST-01] B Dates

& Change & un Test Sys [PR-0D1] 1 Planned ready

@ User sign off [PR-002) 2 Actual ready
3Plaed 0T
sheualac
SPlaed sppoved | 01/12/2008

6 dctual spproved
B Identification

D PR-003
Name. Update Live
B Product
Desciption
Tope Final
B Products

Numbe0fProdcts 0





On this one change the PRODUCT TYPE to FINAL (by clicking on the down drop down list in the cell) to show that there are no products to follow in this Stage.

Important:  There is a symbol next to each Product on the left, that signifies if it is just a Product, Final Product or an External Product.
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The products can be viewed and edited in the PRODUCT CHECKLIST
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(The Actuals will be updated as the project progresses)

In a small project like this – there may be no need for a Product Checklist. If it was necessary, then there is a definite argument for not producing a Product Breakdown and Product Flow Diagram.

A Product Breakdown diagram is created automatically by the system and is useful only where there is a hierarchy of products and sub products.

Here, we will create a Product Flow Diagram just to illustrate how to do it.
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Click on the Link Tool [image: image41.png]


.  Then click on ADD LINK button [image: image42.png]R, Addlink
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In this scenario, the order of the list is the order in which the Products should be produced.

Click on Change & run Test Sys. Then click on User sign off & OK.
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In the Link Window – it displays the Predecessor and Successor 
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Then click on ADD LINK button and link the second/third product….

[image: image46.png]From prodhuct To proguct

Change & un Test Sys [PRODT] User sign off [PR-002]
i





When you click on the CLOSE button, the PRODUCT FLOW DIAGRAM is shown on screen. (It can be printed)
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Note: The layout of the boxes and the text in the boxes may not be changed as it is subject to a standard layout. Hence you should be careful not to use lengthy product descriptions or you may prefer to use your own graphic software to control the exact layout you need – but you can use this report to refer back to.
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PROCESS CHECKLIST

On the left hand side, now click on Checklist.

This shows you all of the Processes for the Project – if there is only one Stage.
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In the REQ (Required column) any cells that have a grey background – must have an entry on the row of some sort (even if you need to justify in the Comments section at the end of the row why you chose not perform that action/task).
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· ROLES

Before we start, we may decide to electronically replace the generic Role Names in the OVERALL RESPONSIBILITY  & PERSON PERFORMING THE TASK columns with actual names or more appropriate descriptions.

Select the PROJECT menu, PERSONNEL.

Here we may decide that we change virtually all the Project Personnel – delete roles not needed and others for more appropriate title or actual named individuals.

Here we have decided that this project is very much a departmental project and is not  be under a Programme and the Senior Supplier here is in-house. The Sponsor is a Director, the Team Manager is the IT Team Leader for Financial Systems and the Senior User is the Chief Accountant – which we have named specifically to avoid any confusion in the future.

So first we will remove from the list the Prog Man and PSO as this project is a standalone project and also the Exec role. To do this, place a TICK opposite each one and a warning message will appear to confirm you wish to remove the role.
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Important: If you delete a role – it is permanent – but the role/name can be input later manually into the Checklist.

Having ensured the rest of the  table is filled in correctly as below ….
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then you click on the OK button and then confirm.
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The roles will be replaced with any new names and roles removed from the Personnel list will also be removed from the Checklist.
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Where there were originally Role Names- if they were removed, the results of the update may look a little strange and you may feel the need to tidy up the amended entries by extracting / signs and any & signs not required.

However, to save time – there is no reason why you cannot just ignore them.

Important

Other Resource Names (not in the Personnel List) may be added to the PERSON PERFORMING TASK and they will be transferred through to the Management Project Plan.

· PROJECT TYPE

So first, we need to tick which type of project it is. Say this is a Standalone project, so we click in the appropriate box – YES/NO. When you make any entry like this the STATUS DATE changes to today’s date….
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· SPONSOR

In the SPONSOR, click in the YES/NO box to signify there is one and then you are prompted to enter a Name, click on the cell and key in the name and then SAVE…
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You can type in several lines – but only the first row and the first few words will show in the Checklist.

So after entry it may look like this …
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Of course – you could have replaced the Sponsor with the name in the Project Personnel.

· PROJECT MANDATE

A Project Mandate is normally expected in some format.

Since this is a Task, you will enter that it has been completed by entering 100 in the % COMPLETE column and entering details of how it was delivered in the STATUS box.
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The STATUS box might contain ..
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As you will see, only the first few words are displayed in the Checklist – but by clicking on the cell, you can display the full text.

Note: In the Checklist if the REQ cell is grey  - it means that this entry is required and you cannot remove the tick. If the cell is white, you have option to tick it off.

· PROJECT MANAGER

Enter the Project Manager’s name and 100 in % COMPLETE.
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These are the first entries made by the Project Manager after the event of being appointed. 

It is necessary then that the other boxes across the Checklist page on this and earlier entries are updated.
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To change a date, you can either  …
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click on each part of the date (ie. in 3 parts  dd mm yyyy) and overtype the date or use the up/down arrows on the keyboard to change the date.

(b) click on the cell and then the down arrow. There are 2 arrows (left & right) in the header area to move the calendar month by month. To change the month quickly, click on the month text and it will display a full list of months; to change the year quickly, click on the year text and use the up/down keys to change the year. 

Note: Durations can only be entered in whole numbers.

· TARGET DATES & DURATIONS

The order in what you do next might vary, but it makes sense to enter a TARGET DATE and a DURATION for each task remaining for the whole project agreed with the Project Team.
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Identify the Project Team task is also entered as 20% complete. An ACTUAL START DATE should  be entered; but the ACTUAL FINISH DATE should be left blank.

Here in this example – we have decided that since the QUALITY PLAN DOCUMENT might be not required in such mini projects, we have removed the tick in the REQ box.   So now it has greyed out all cells apart from the COMMENTS cell, where we can enter the reason …
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In some cases, it may not be possible to fill in all Target Dates. However, if you intend to show a Management Plan then you should try and make a best guess to enter Target dates for all tasks.

PRINT MANAGEMENT PLAN USING PROJECT SOFTWARE

INITIATION, PLANNING & CLOSURE

One of the main advantages of using the Checklist is that you view the Checklist tasks as a barchart (Management Plan) in your project software.

First, select the TOOLS menu, OPTIONS.  Click on the down arrow for PLANNING SOFTWARE.  Project Commander planning software comes free with the system; Microsoft Project is an option if you have it installed on your pc already;  if you have another piece of software that opens MPX files, click on OTHER.
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Since most users will use MS Project, click on MICROSOFT PROJECT and OK.

P2_PC creates 2 separate Checklist Management Plans – one for Initiation, Planning & Closure  and the other one for each Stage activity.

To create the first plan, click on the following toolbar icon  [image: image70.png]) Create plan +



 or PROJECT menu, PROJECT MANAGEMENT PLAN, CREATE.

This will close down P2_PC temporarily as it prepares the data to transfer to MS Project. A message will appear to remind you if you wish to save the file created.
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Then MS Project will open and display the Management Plan with each heading in the Checklist as a summary bar.

Other data transferred are …

· only the tasks will be transferred across that are ticked.

· the PERSON/s PERFORMING THE TASK will be allocated 

· % Complete

· the TARGET DATES are transferred as a Baseline.

Note. Project Commander is installed and is available 

GANTT CHART – Entry Table
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Note: All dates are calculated using the default start time of the day (8:00) for start dates and default end time (17:00) for end dates.

Tracking Table
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Variance Table
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Note: Baseline dates are only transferred for tasks only (not summary tasks).

· Where a task is started but incomplete, the transfer of data is as follows ..

Start  = Actual Start

Finish = Actual Start + Duration

· Where a task is completed, the transfer of data is as follows ..

Start  = Actual Start

Finish = Actual Finish

· Where a task is not started, the transfer of data is as follows ..

Start  = Target Start

Finish = Target Start + Duration

· Baseline

Baseline Start =  Target Start

Baseline Finish = Target Start + Duration

All calculated Finish dates (ie + Duration) are calculated in the project software using the default calendar or as edited later by the user. The Baseline Finish Date calculated by PC_P2 is based on a 5 day per week, Monday to Friday calendar calculation and in whole days.

Important: If you update a Checklist, it will not update the MS Project file. If you update the Checklist – you need to create a new Project Management Plan each time.
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You cannot return into P2_PC until you close and exit out of MS Project. When you exit MS Project, P2_PC should appear again displaying the Checklist screen.

Note: When you save the Microsoft Project .MPP file, you must save it in the Project Folder specified in the initial Project Properties.

When you open Microsoft Project, a warning message reminds you where to save the mpp file.
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Important: Once a plan has been saved, the toolbar will give an option to OPEN or CREATE PLAN next time.
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IMPLEMENTATION

When you have completed INITIATION & PLANNING, then we can next go to IMPLEMENTATION.

First, is to allocate the Products into Work Packages and assign responsibilities.

Select WORK PACKAGES on the Navigation Panel on the left.

Click ADD PACKAGE toolbar icon   [image: image77.png]‘Work packages
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Then give the Package a name; Enter who is the Person Responsible for producing the Package … here it is a Team Manager.

Then click on the ADD PRODUCT button and from the list click one or more products to include in this package. Here, we just pick the first one and then click on CANCEL & OK.
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The Package now appears in a list.
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The following dates need to filled in at this stage ….

Target Start & Finish

Note: The Planned Ready Date is the date it MUST be delivered. The Target Dates may be much earlier than the Planned Ready Date – to allow for potential slippage in planning.
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Then you can assign the other 2 Products to the Project Manager ..

Click on Implement Change and then click ADD PACKAGE toolbar icon   [image: image83.png]‘Work packages
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As each product is assigned – it is removed from the List of outstanding Products to be allocated.

The WORK PACKAGE list now looks like this with dates & durations included …
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Before creating the Stage Plan – change the Dates and Durations in the Checklist as follows …
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Then go back into Work Packages on the Navigation List on the left.

To create the Stage plan, click on the following toolbar icon  [image: image86.png]) Create plan +



 in the WORK PACKAGE toolbar (not the system toolbar)
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All the tasks in the Implementation Phase are included and the Work Packages plus Products are included at the end of the plan.
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NOTE :  If you use the free PROJECT COMMANDER as the project software, there is more information at the end of this Tutorial.

Important: Once a plan has been saved, the toolbar will give an option to OPEN or CREATE PLAN next time.

If saved, the Barchart needs to be saved in the Project folder.
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The Stage that is printed is determined by the Stage highlighted in the Work Package list.
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ISSUE LOG

Select ISSUE LOG on the Navigation Panel on the left.

Click on  ADD ISSUE icon  [image: image89.png]Addissue
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The ISSUE TYPE can be chosen from a dropdown list
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The STATUS can be chosen from a dropdown list
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The ISSUE LOG list will look like this …..
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RISK LOG
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Select RISK LOG on the Navigation Panel on the left.

Click on  ADD RISK icon  [image: image95.png]= Add Risk
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The following fields are chosen from dropdown lists ..

IMPACT

PROBABILITY

CATEGORY

RAG STATUS

The RISK LOG list will look like this …..
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On the left there is a traffic light colour to show the RAG status.

PRINT REPORTS

At any time, you may wish to print out any of the on-screen logs, etc. Select the FILE menu, GENERATE DOCUMENT.
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Here, you can choose whether you wish to create Word documents or PDF formats ….

You leave ticked which reports you  wish to generate.  All the Reports ticked are generated as a batch in one document – with each report starting on a new page.

Important:  In TOOLS menu, OPTIONS – if the OPTION  …  OPEN WORD & PDF DOCUMENTS AFTER CREATION is ticked, then the document will not only  prompt to be saved, but will open automatically after saving.
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Note: If a Checklist is selected, the system will prompt to print  all Stages or just the selected one in the Checklist.

DOCUMENT LOG

Say we want to save the Project Mandate  and the PID in the log.

You can create a Project Mandate from the Document Log Templates. 

Click on the DOCUMENT LOG in the Navigation Window.
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Click on the toolbar icon below and select CREATE FROM TEMPLATE.
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A whole selection of PRINCE based document templates are included in there.

Highlight PROJECT MANDATE and click on the CREATE DOCUMENT button.
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If the OPEN DOCUMENT AFTER CREATING is ticked ON, the blank template will open ready for your input after clicking on the CREATE DOCUMENT button.

While the document is open, you cannot return to P2_PC. 

Important: You must save any Document Log in the default Project Folder (under the PROJECT menu PROPERTIES)

Note: If you simply save to another location, P2_PC will not be able to find the latest version of the file and therefore not update the Log correctly. So always use the SAVE option in Word and not SAVE AS to ensure the file is saved in the correct location.

To return back to P2_PC, you must close the Log document. You will see it in the Log as you return …
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To add other documents that have already been saved, click on the toolbar icon below and select ADD EXISTING DOCUMENT.
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and you are prompted for the file name. 

Note: There is a need to save the file in the normal way and it will be added to the Log automatically when you close the file.

All files opened will be saved in the Project File and then when closed will be zipped up and the file removed from the Project Folder.
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In order to change the Document Name – you can highlight a row and click on the EDIT LOG icon.

Important: When the project file is saved, all the files in the Log are zipped up inside the .p2p file. So anyone who as a licence for P2_PC can  access any of the files stored in the Log, as long as the relevant application is loaded on that pc.

There are 2 options in the toolbar icons to access already saved files.

OPEN

If you wish to open a document to work on it or view/print it, then click on the document and then the OPEN icon [image: image106.png](5 Open



.

If you edit a file, you must SAVE the file (do not change the location or file name), and it will be zipped back into the .p2p file when you close the Word document.

EXTRACT

If you wish to extract a file to the Project Folder location in the Project Properties  (under the PROJECT menu) so that you can email to a colleague, then click on the document and then the EXTRACT icon [image: image107.png]¥ Extract



.

Note:  It is important for change control purposes, that the Project Manager controls the Document Log and adding/deleting documents in/out of the Log.

You can send the .p2p file for each project to anyone that has P2_PC – but it important that they do not Open files and edit them – if they are to be edited, they should Extract and email the new file to the Project Manager.


UPDATING

As you progress through the project, the following items need to be updated …

· PRODUCTS

Actuals for READY, QC & APPROVED for each product needs to be updated when known.
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These  dates can be either updated in the STAGE BREAKDOWN or the PRODUCT CHECKLIST.

Note: It is possible extra Products could be identified during a project and this would have to added in the STAGE BREAKDOWN. If a new Product is added, then the PRODUCT BREAKDOWN  may need updating if sub products have been introduced and the PRODUCT FLOW may possibly need to be redrawn.

· CHECKLIST

Where the REQUIRED cell is in grey and ticked – it cannot be unticked as it is normally regarded as mandatory. Therefore, if you do not fulfil this requirement – it is important to explain fully why in the COMMENTS.
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Where the REQUIRED cell is in white and ticked – it can be unticked as it is normally regarded as necessary but optional. Therefore, if you do not fulfil this requirement – it is important to explain again in the COMMENTS.

The PERSON PERFORMING THE TASK may need to be updated if named persons are used – as this may change as the project progresses and resources availability has to be reviewed.

TARGET START DATE/DURATION. The best estimate ought to input initially and updated fully as possible soon after the start . However, when the project deadlines come under pressure, these dates might be unachievable, new dates should be reflected in the STATUS or COMMENTS.

It is important (but not essential) that these dates are not compromised – as it would be difficult to compare actuals against a defined target.

ACTUAL START & FINISH DATES

As soon as tasks are started or completed – these dates should be updated.

% COMPLETE

In conjunction with the above, the % should be updated in line with the actual progress.

COMMENTS

All relevant information regard the task/question should be recorded  - so there is instant recall on problems regarding that item.

TASKS OR QUESTIONS

Where there is a % sign against an item it is termed as a TASK and will be transferred through with dates into the Management Plan. Most Tasks are mandatory.  There are questions and processes that need a YES or NO answer by ticking the appropriate box and may need some further explanation in COMMENTS.

· ISSUE & RISK LOGS

These logs need to updated and reviewed regularly.

· DOCUMENT LOG

This is optional – but if used should contain all versions of relevant documents associated with the project.

· WORK PACKAGES
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ACTUAL START & FINISH DATES

As soon as tasks are started or completed – these dates should be updated.

% COMPLETE

In conjunction with the above, the % should be updated in line with the actual progress.

· MANAGEMENT PLANS

As the Checklist is updated, the Management Plans need to be re-run to update the current project.
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