Microsoft Project 2016 - Level 2

CHAPTER1 RESOU RCE LEVELL|NG

INFOcus

Ideally you will always have enough resources to complete the
tasks in your project. However, this is not always the case and
sometimes you will not have enough resources for the work you've
scheduled. This is known as over-allocation.

Resources become over-allocated in a project when they are
scheduled to do more work than can be accomplished in the
specified time. Resource levelling resolves any over-allocations
which exist in your project.

Project gives you two options when levelling — letting Project level
the schedule for you, or resolving the resource over-allocations
yourself.

In this session you will:

v'gain an understanding of resource over allocations
learn how to create resource chaos in a project

learn how to track down resource over allocations using
the Resource Graph

learn how to check Resource Usage for over-allocations
learn how to create an over-allocated resources report
learn how to change work effort to fix over allocations
gain an understanding of assigning overtime to resources
learn how to assign overtime to fix over-allocations

learn how to assign contract labour to fix over-allocations

learn how to switch work assignments to fix over
allocations

learn how to reschedule tasks to fix over allocations.
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UNDERSTANDING RESOURCE LEVELLING

Levelling refers to the even allocation of Sometimes over-allocation is also referred to as a
resources. When you assign more resources to a resource conflict — you simply have too much work
task than you have available the resource is said for a resource to do.

to be over-allocated and requires levelling.

Resolving Resource Conflict Using Levelling

Resource conflicts occur normally when you are entering the resources against the tasks. You may not
have noticed that the same resource is required in more than one place. However, because Project is
constantly recalculating the start and finish dates it is able to provide you with accurate details about
these overlaps, or over-allocations, in work commitments.

The process of resolving these over-allocations is called levelling (or leveling). This term stems from

the fact that in an ideal project, all of your resources will be spread evenly, or flatly, across the scope of
tasks. An over-allocation suggests that you have a bump or peak usage that needs to be evened out.

Project has a special Resource Graph view as shown below which demonstrates this concept of over-
allocation and levelling.

In the graph, the thicker line P s
at 500% indicates that this 500% |
is the maximum units that
we have in the resource

500% -

pool. Any bar above this line 100%
H H H Rigger

indicates an over-allocation e atocatect [

of resources. This peaking Alocated: [ 200%-

needs to be eliminated.

Project provides you with
the ability to automatically or
manually level over-
allocations.

200% -

Peak Units: [ 600% | 600% | 600% | 600%

If you choose automatic levelling, Project will attempt to resolve the conflict for you. Usually this is
done by slipping the task dates out. It does this by adding delay to the tasks so that resources are not
required at the same time. However, with automatic levelling you do forfeit control over your project.
Most people prefer to resolve over-allocations manually.

This can be done by:

e moving atask that has an over-allocated resource within the project so that the task dates are
changed to a date when the resource is free

e increasing the maximum units of the resource (usually by hiring or seconding additional staff)
e assigning a different resource that is currently free to the task
e assigning overtime

e extending working days on the calendar used by the resource so that more time is available
to work on the tasks.

Obviously not all of these options are practical. For example, if you have a deadline to meet, slipping the
task dates by moving the task further down the timeframe is not a good idea. In this circumstance you
may be better off hiring more staff or allocating another resource to the task.

Similarly, if your project is constrained by costs then you may need to slip the dates out rather than hire
or buy additional resources or allocate overtime to the task.
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CREATING RESOURCE PROBLEMS

Our case study project is functional — we have elsewhere and some of the resources he has in the
ample resources to complete the required tasks. resource pool will be taken away to work on the
However, the project manager has just been new project. Having carefully assigned resources to
advised that a second project is to begin the various tasks this will now cause problems.

ﬂ Resource Name ¥ Type v Material > nitigls ~ Group ¥ |Max. ~  sid, Rate v
Try Th|s Yourself: 1 Architect Work Arc Consultar 100%  $0.00/hr
2 | ¢ Draftsperson Work Dft Staff 100%  50.00/hr
. . 3 ildi = .
c Before starting this | Building Clerk _ Work BC staff  |100% 5| $0.00/hr
o9 . MUST oben 4 Supervisor Work Sup Staff 100%  50.00/hr
8‘ iT €xercise you p 5 Rigger Work Rig Wages 600%  $0.00/hr
the file Leve”mg_l-mpp"' 6 Boilermaker Work BM Wages 600%  50.00/hr
i X 7 Welder Waork Wweld Wages 500%  50.00/hr
o Click on the PrOj?Ct tab, 8 Carpenter Work Car Wages 800%  50.00/hr
then click on Project Painter Work ptr Wages 500%  $0.00/hr
::?forma_tlon in the This action has effectively halved the drafting resources in your
roperties group project. Since there were more resources available when you did the
The case study project is initial Qtfs:jgnoments the_rt(:: aclire rlllow ttm:jes when the resource is gvir
Currently scheduled to comr_nl e . Our comm_l e (a ocate ) resources appear in rea.
S . warning icon appears in the left column.
finish on Wednesday April
22...
e C_IICk ol [OK] to close the ﬂ ResourceName ¥ Type ¥ Material > pnitigls ~ Group v |Max. ~  sid, Rate v
d|a|09 box 1 Architect Work Arc Consultar 100%  50.00/hr
. . 2 | ¢ Draftsperson Work Dft Staff 100%  50.00/hr
o C!ICk on the View tab' then 3 Building Clerk  Work BC Staff 100%  50.00/hr
_CIICk on Resource'Sheet 4 Supervisor Work Sup Staff 100%  50.00/hr
in the Resource Views 5009 Rigger Waork Rig Wages 500%  50.00/hr
group 6 Boilermaker Work BM Wages 600%  $0.00/hr
. . 7 Welder Work Weld Wages 500%  50.00/hr
0
o Click on 200% in Max for g | ¢ Carpenter Work Car Wages 600%  50.00/hr
Draftsperson, type 100% 9 Painter Work ptr Wages 500%  $0.00/hr
and press E"tEfl 10 Labourer Work Lab Wages 1,000%  $0.00/hr
. . . 1@ Driver Work Drv Wages 200%  50.00/hr
e Point to the warning icon 12 No Barrier Work NEBF Contractc|100% |- | $0.00/hr
and read the message that Fencing -
appears 13 Rock Solid Work RSC Contractc 100%  50.00/hr
Concrete
e Repeat step 4 and change
the number of resource @
units for the following
resources: Rigger 500%,
Carpenter 600%, Driver
200%
For Your Reference... Handy to Know...
To create resource problems: e Over-allocations occur when more resources

the resource pool. For example, Project will
allow you to assign ten carpenters to a task
even though only five exist in the resource
pool.
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TRACKING DOWN OVER ALLOCATIONS

Over allocations aren't immediately apparent, good idea to check the resource pool on a regular
unless they arise when you are changing data in basis to see whether there are over-allocations in
the resource sheet as we have done. your project. Remember, over-allocated resources
Over-allocations can be problematic and it is a appear bolded red in the resource pool.
6 May '19
Try This Yourself: 200,
180% -
T Continue using the previous 160%-
= T file with this exercise, or open 140% 1
0 the file Levelling_2.mpp... Draftzperson - 120%
Click on the View tab, then oo B b

80% -

click on Other Views in the
Resource Views group and
select Resource Graph

Press Ctrll + Homel , then A+

Peak Units: 200% [ 200% | 200% | 200% | 200%

Home| to move to the start of the
project e

Press |Pg Dn| until the

Draftsperson comes into view T

T F S S M T w T F s
500% -

This resource is over-allocated
as indicated by the colouring
of the name and in the chart...

450% -

400% -

350% -

o Press until you can see e B 300%.-
the Rigger, then press |ait] + Alocated: [ 250%-
Home] to return to the start of 2005
the project 150% |

o Click on the Resource tab, e
then click on Next .
Overallocation in the Level peak Units:
group to see the over- °
allocation for the Riggers

o Click on Next Overallocation
a.gain - yOU will be advised @ Microsoft Project X

that there are no more
There are no more overallocations starting after 24/08/2019 at 11:18 AM.

over-allocations for this

resource
.
o Click on [OK]
o Repeat steps 4 to 7 with the
Carpenter resource
For Your Reference... Handy to Know...
To display over-allocations as a chart: e There are a few ways to resolve over-
1. Click on the View tab, then click on Other allocation issues, including changing how
Views in the Resource Views group and long a task will take to complete and
select Resource Graph assigning more resources to a task.

2. Click on the over-allocated resource

3. Click on the Resource tab, then click on the
Next Overallocation command
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CHECKING RESOURCE USAGE

Another great way of tracking over-allocations,
and more importantly the extent of over-
allocation, is through the Resource Usage view.
This view presents a sheet to the left which is

organised in order of resources and the tasks that
they are working on. To the right is a timeline view
which shows the hours the resource works. Over
allocated resources appear in red colouring.

9 May ‘16
. 0 Resource Mame  « Work « Add New Column + || Details F s s I‘?‘] T
Try ThIS Yourself. 4 Unassigned 0hrs Work
Planning Con 0 hrs Work
Continue using the Site Works Cc 0 hrs Work
() 0 9 5 A Building Cons 0hrs Work
£ o previous file with this Fitout Comp Ohrs Work
8 L eXerCise, or Open the Obtain safety 0hrs Waork
file Levelling_3.mpp... Officiatopent.__ 0 hrs wrk
- Commissioni 0hrs Waork
. . 1 4 Architect 165.5 hrs Work
0 CIICk on the V|eW tab, Create architi 112.5 hrs Work
then click on Resource
Usage in Resource e
Views
- 6 May ‘19
e Press CU|| + Homel to © | ResourceName -+ (Work + Add New Column + || Details F s s I‘: T
move to the tOp Of the Create architi 112.5hrs Work 7.5h [
0 L4 Submit plans 8 hrs Work
resource IISt Test controlr 37.5hrs Work
q Ohbtain officic 7.5 hrs Work
e ScrOII to and CIICk on 2 If I‘ Draftsperson |2?].?5 hrs Work 15h
Dl’aftsperson, click on ud Create archit| 225 hrs work 15h
H < [ 1% Order materii 48.75 hrs Work
the TaSk tab' then .C“Ck E 3 4 Building Clerk  54.38 hrs Work 1.88h il
on ScrOII to TaSk in the E Create architi 28.13 hrs Work 1.88h 1.
Edltlng group to 3 [ Order materii 18,75 hrs Work
display the usage e
information for this
resource
19 Aug 19
SCI‘O” to and CIle on o Resource Name ~ |Work « Add New Column - || Details S S M T
R- d C“Ck on Test roof mec  37.5hrs Work
Igger an N Test controlr 37.5hrs Waork
SCI‘0|| to Ta.Sk n the Obtain officic  7.5hrs Work
Ed|t|ng group to 57 [] |A Rigger |,18?.5 hrs Work 45h 45h
d- I th Erect steelwo 2,700 hrs Work 45h 45h
. |Sp ay ) € Usage. install roofing 375 hrs Work
|nf0rmat|0n for th|S install roof re 75hrs Waork
resource Test roof mec 37.5hrs Waork
] 4 Boilermaker 3,525 hrs Work 45h 45h
Erect steelwo 2,700 hrs Work 45h 45h

For Your Reference...

To check for over-allocations in resource usage: .

1. Click on the View tab, then click on

Resource Usage in the Resource Views

group
2. Scroll to over-allocated resources

Handy to Know...

At the time of writing, we found that the Next

Overallocation command (to move to the

task in the timeline) in the Resource Usage

view was erratic and inconsistent due to a
bug when used in Resource Usage view.
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CREATING AN OVER ALLOCATION REPORT

Project contains a number of in-built and pre-

defined reports which help you locate all sorts of
information about, and problems in, your project.
One such report, the Overallocated Resources

report, lists all of the resources that are over
allocated in your project and which tasks contain
those over allocations. This is a handy report to use
when levelling your project.

HS o -

Try This Yourself:

File

5|

Compare
Projects | Report *

Project

Task
Continue using the g
previous file with this
exercise, or open the
file Levelling_3.mpp...

Same
File

Click on the Report

O Resource Nan
Erect w D More Reports...
install roofing  37.5 hrs
Install roof re 18.73 hrs
Erect seating 56.25 hrs

Levelling_3 - Project Professional

Resource

L | 0] [ = & Tl

New Dashboards Resources Costs In Progress Getting Custom Recent

Overallocated Resources

Resource Overview

ACROBAT Format

Visual
Reports
Export

Project View

Started v+ -

olumn « || Details s s
| Work

Work

Work

Work

tab, then click on
Resources in the View
Reports group to

display a list of reports

Select Overallocated

OVERALLOCATED RESOURCES

Resources to display
the report

WORK STATUS
Work status for averallocated

4,000 hrs

3,500 hrs

The report shows which
resources are over
allocated and when the
over allocations
occur...

Click on the File tab,
then click on Print

3,000 hrs
2,500 hrs
2,000 hrs
1,500 hrs
1,000 hrs

500 hrs

0 hrs
Draftsperson

resources

Rigger

mActual Work B Remaining Work

Surplus igned to overallocated resources. To resolve overaliocations use

Team Planne:

Driver . o

16 s
s
12hes
10hes
Bhes
Shrs
ahes
Zhes
Ohrs

6/05/19 i

Carpenter

(Rigger)

Overallocation (Carpenter) Overallocation (Driver)

Click on [Print] to print
the report, or click on
the Back arrow if you
prefer not to print

Click on the View tab,
then click on Resource
Usage in the Resource
Views group

For Your Reference...
To create an over-allocated resources report:

1. Click on the Report tab, then click on
Resources in the View Reports group

2. Select Overallocated Resources

Handy to Know...

It is recommended that you print the over-
allocated resources report before
commencing levelling operations so that you
have an idea of what is required as well as a
record to refer back to.
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CHANGING WORK EFFORT

There is no right or wrong way to level
over-allocations — the methods that you choose
are determined by the nature of your project. The
best way to tackle over-allocations is one at a

Microsoft Project 2016 - Level 2

time. We'll start with the Draftsperson. We
identified a work requirement for two draftspersons
to create the architectural plans. It has been
decided that there is only enough work for one.

. O RecuceMame  + Work ~ AddNew Column + || Details W T F s S
Try Th I S YO u rself. 4 Unassigned Ohrs Work
Planning Con 0hrs Work
. . . Site Works Cc 0hrs Work
o , Continue using the previous Suilding Cons| Ohrs Wark
£ 7 file with this exercise, or open Fitout Comp| __ Ohrs work
N h fI L | | . 3 Obtain safety 0hrs Work
t eflile Leve Ing_ mpp Official openi 0hrs Work
Commissionit 0 hrs Work
o Click on the View tab, then ' 2 Avchitect [ 1655 hrs L
click on Resource Usage in 0
the Resource Views group to
display the Resource Usage
sheet
6 May '19
e SCfO” tO and CIICk On ﬂ Resource Name v Work ~ Add New Column ~ || Details 5 s M T T
. Obtain officic. ~ 7.5hrs Work
Draftsperson, click on the 2 [# [+ Draftsperson  |73.75hrs Work 15h 15h 15h 15h
Task tab, then CIICk on Scro” Create archit 225 hrs Work 15h 15h 15h 15h
q Qna s Order materiy 48.75 hrs Work
to Ta‘Sk In the Edltlng group 3 # BuildingClerk  54.38 hrs Work 1.88h 1.88h 1.88h 1.88h
to d|sp|ay usage information Create archit, 28.13 hrs Work 1.88h  188h| 188h  1.88h
f th [ 159 Order materii 18.75 hrs Work
or IS resource Obtain officic ~ 7.5hrs Work
4 4 Supervisor 750 hrs Work

Click on Gantt Chart in the
View group to see a Gantt

The problem here is that the task Create architectural plans

Chart view requires/shows 15 hours of draftsperson work on most days — since a
day is 7.5 hours this means that there is a requirement for 2 draftspeople.

o Point to the information icon

next to Create architectural

plans under Plannlng 1 then 5 - Planning 0 days Wed 3/07/19  'Wed 3/07/19

right-click on it and select Fix i _Completed S

in Task Inspector i ' [

. Name: | Create architectural plans Duration: | 3 wks = [lEffort driven  []Manually Scheduled Previous Next
Click on [Reduce Work] to Dates Constraint
remove the over-allocation st [Mon 505719 v] | | [2s Soon as Possnie V| Tessuee
Finish: | Fri 24/05/19 ~ Date: NA ~|  WBS code: 1.1

Click on Create architectural
plans, then click on Details
in the Properties group to
see a task form in the lower
pane of the screen

@) Current () Baseline

ID | Resource Name
i1 iArchitect

. 2 iDraftsperson
{3 lBuilding Clerk

TASK DETAILS FORM

O Adual Priority: | 500 | = % Complete: 0% |5
Units
1100%
$1005%

{25%

work | A ID_| Predecessor Name Type

Notice that the hours for the
draftsperson show 112.5h
(3w x 37.5h)...

Click on the close button of
the Task Inspector

For Your Reference...

To resolve over-allocation by changing work
effort:

1. Right-click on the icon next to the task with
the over-allocation and click on Fix in Task
Inspector

2. Click on [Reduce Work] to remove the over
allocation

Handy to Know...

o If you know that reducing the Work will fix an
over-allocation, you could manually type the
desired hours in the Work field for the
resource rather than using the Task
Inspector.
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UNDERSTANDING OVERTIME

You can reduce the overall duration of a resource duration is reduced. In Project, overtime is defined
assignment in a task by assigning overtime to as the work scheduled to take place beyond the
the resource. The total work for the assigned regular working hours of the resource.

resources remains the same, but the task

The Effect of Overtime On Task Duration

We have an over-allocation with the riggers. As you'll soon see, this is only in one task — erecting the
steelwork. In our case study there is a specific amount of work to be done on this. The riggers prepare
and assemble some of the steelwork units that are then lifted into place.

We are short one rigger. This shortfall can be overcome by assigning overtime to the other riggers —
they'll work enough overtime to cover the shortfall of one rigger.

In Project, assigning overtime can shorten the duration of a task. A task requires a specific amount of
work effort by the resources to complete the task within the required duration. The duration of the task is
calculated on the basis that the work effort will be done in regular work time.

However, if some of that work effort is done in overtime (that is, outside of regular work time) then the
duration of the task will shorten — providing effort from other resources doesn’t come into play. Consider
the table below:

Total Work Ovt Hours Reg Work Time Duration
15h Oh 15h 2 days
15h 3.75h 11.25h 1.5 days

Our task is effort driven and currently requires six riggers per day to complete.

Mame: | Erect steelwork Dgﬁ‘or‘tdri\ren DManuaIIyScheduled

Dates LConstraint
Start: | Tue 20/08/19 v| [ As s00n As Passible v| Tasktype: | Fixed Units
Finish: | Mon 11/11/19 ~|  Date [ na v| wescode: |32
2  @current OBaseline O Actual Priority: 500 |- % Complete: | 0% | =
hod . -
“ [1v] Resource Name Units Work Owvt. Work  Baseline Work
= 4 L i S0es 225k oh {0h {0h
b [ 5 iRigger 6009 2,700h oh ] ‘oh ‘oh
X & Bonermaker BO07E Z,700R TR i0h i0h
g 7 Welder ) |
10 ilLabourer Name: | Erect steelwork Duration: | 3.6 mons = |[]Effort driven [ ] Manually Scheduled
11 iDriver Dates LConstrain
18 tHigh Jib Crane | Start: | Tue 20/08/19 ~]  [As500n as Passible v| Tasktype: | Fixed Units
21 utility
Finish: | Wed 27/11/19 ~]  Date [na v| WeScode: |32
2  @curent OBaseline O Actual Priority: s00 = % Complete: | 036 | =
]
. b
If we take one I’Igger 1 D Resource Mame Units Work Owt. Work  Baseline Work A
. . = 4 i SR 225h Dh ioh ioh
away, the duration will | £ : :
. o 5 iRigger 500% 2,700h oh oh ‘oh
be Ionger — assuming x ‘Bolermaker GO0 2 T00R bl ioh ioh
that the same amount = T Welder Erect steelwork 3 = |C] Effort dri Om lly Scheduled
MName: rect steelworl Duration: mons - Effart driven Manually Schedule
of work needs to be 10 Labourer
. 11 iDriver Dates Constrain
done by the five 15 Hightibd — . [Fed Units_
P . 9 Start: | Tue 20/08/19 v| | As So0n As Possible v| Task type: Fixed Units
remaining riggers. 21 {Utility —
Finish: | Man 11/11/19 ~]  Date [na v| wescode: |32
Z  @curent OBaseline O Actual Priority: 500 | % Complete: | 0% =
2
“ D Resource Name Units Work Ovt. Work | Baseline Work A
However, by assigning overtime we | £ | 4 supenisor 506 225h on oh oh
; w 5 iRigger 5008 700h 450h oh oh
should be able to return the duration | l a9 S ]

. .. .. ﬁ BOMETarer GO0 TOUTT (84] Oh Oh
to its original amount. This is 27 welder S00% 2.250n oh oh oh
presented numerically in the form 10 iLabourer g0 2700n oh on on
below. 11 iDriver 200% 900h Oh oh oh

18 iHigh Jib Crane 100% 450h Oh oh oh
21 iUtility 100% 450h Oh oh oh
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ASSIGNING OVERTIME

To resolve a resource over-allocation, you may total hours for a resource. Any value in overtime is
need to assign overtime. By definition, overtime subtracted from the total Work and this in turn may
is something that happens outside of the normal impact on the task duration. Generally, more
working hours. The value in Work represents overtime results in a shorter task duration.
Name: | Erect steelwork Duration: | 3.6mons |- [Effort driven [ |Manually Scheduled | Previnus
1 . Dates Constraint
Try ThIS You rse”' Start | Tue 2008118 w| [ As soon asossiole v| | Tasktype:
. . Finish: Date: HA ~ WES code: 3.2
@ Con‘ilnue FISIng_ the . E @ current (O Baseline () Actual Priority: soo = % Complete: | 086 =
£ © previous file with this e : _ : . : :
T . . “ | D Resource Name Units Work | Ovt. Work =Basehne ‘.“.'-:lrk= Ad. Work Rem. Work R
N w exercise, or open the file =l Supervisor 50% 225h ioh ion ion 225h
. “DJ Rigger 500% 2,700h ?Dh ?Dh ?Dh 2,700h
Leve“|n9_4- m pp . ¥ Boilermaker 600% 2,700h ioh ith ioh 2,700h
< Welder 500% 2,250h i0h i0h i0h 2,250h
. " 0 Labourer 600% 2,700n lon ‘h {oh 2,700n
o Ensure you have a Sp“t 1 Driver 200% 900h ith ioh ioh 900h
screen view with the 8 HighJib Crane 100% 450n lon lon foh 450n
1

Utility 100% 450h i0h iOh 0h 450h

Gantt Chart and the Task

v

Details Form, click in the The duration has extended to 3.6 months because the Work for the

top pane, click on the Riggers (2,700h) is now divided by 5 riggers to derive total work of 540
View tab, then Cl'C_k on hours for each rigger. Since there are 150 hours of work per week (37.5
Resource Usage in the x 5) when you divide the total hours (540h) for a rigger by 150 you get
Resource Views group 3.6 months.

e In the Gantt Chart, scroll

down, click on Rigger,

. Mame: | Eract steelwork Duration: | 3mons | = []Effort driven [] Manually Scheduled Previous
click on the Task tab, - . A
then click on Scroll to N e N T ]| st
Task in the Editing group Fnit o [N °] wescose |2z
to display this task in the £(|®@aument, Oboscine Oudtual | promy  [s00[5 % Complete: [0 3
Z
i i ID_ Resource Name Units Work Ovt.Work | Bascline Work  Act. Work  Rem. Work  #
tlmellne 2 4 Isuperisor 509 2250 ioh ion 225n
i i i E 5 Rigger 5008 2,700h 1450n ioh 2,700h
e Clle n the TaSk Detalls 2 | 6 Boilermaker 600% 2,700h {th {on {on 2,700h
q T 7 Welder 5005 2,250n ioh ioh ioh 2,250n
Fo rm, CIICk on the TaSk R 10 Labourer 6002 2,700h {oh ioh {on 2,700n
. 11 Driver 2008 900n ioh ion ioh 900N
Form Tools: Format tab ; ; ;
) N 2 |18 HighJib Crane 100% 450h ;un ;un ;Dn 450h
then ensure Work IS Utility 100% 450k :Dh :on :Dh 450h

selected in the Details . o

group e

Click on 600% in Units for
Rigger, type 500 and
click on [OK]

Click on Oh in Ovt. Work
for Rigger, type 450h and
click on [OK]

The task is back to 3
months and the Rigger
resource is no longer
over-allocated

For Your Reference... Handy to Know...
To assign overtime to a resource: e Project subtracts overtime from total Work
1. Ensure a Task Form appears with the Work (2,700 — 450 = 2,250), then divides this by
format selected the number of specific resources (2,250 /5 =

450). This in turn is then divided by the
number of hours per week (450 / 150 = 3) to
determine how many weeks of work are
required by this resource.

2. Type the appropriate overtime in the Ovt.
Work field, then click on [OK]
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HIRING CONTRACT LABOUR

Our case study project doesn't have enough tradespeople. We will have to add a new resource
carpenters to complete the work that needs to be to the pool, then assign the resource to the task,
done. If it is absolutely necessary, we have being careful that we don't accidentally change the
permission to bring in additional contract duration due to the effort-driven nature of the task.
Name: | Erect wall Duration: | 2mons 5| []Effort driven [ ] Manually Scheduled Next
1 . Dates Constraint
Try ThIS Yourse”' Start: | Mon 471119 ~| [ As soon as Possible V] Tesktype:
i i Finish: Date: NA | WEScode: |33

) Con‘ilnue F’ISIng_ the i @curent OBaseline OAdual  priority: | 500 |5 % Complete: | 0%

£ © previous file with this : _ —

T . . I D =Resaur(e Name | Units | Work | Ovt, Work =Easelme Work  Act. Work | Rem. Work &

0 LL exercise, or open the f||e i 4 |Supenisor is0% 11500 ioh ioh oh 1150h

iCarpenter 16003 i1,800h i0h ioh oh i1,800h
{Labourer laome  1,200n lon lon 0h 11,200n
{Driver i100%  i300h ioh ioh Oh 13000
{Grader fowe  300n loh loh oh 1300n
Air Compressor 00 i300h i0h i0h Oh i300n

Levelling_5.mpp...
o Scroll down the Gantt

8

10

11

19

20

27

26

H:)
click on Erect wall, click e

chart until the Carpenter o ano "
resource can be seen, {on The Hammer Moo isoon fon fon on '300n .
on the Task tab, then
click on Scroll to Task in
the Editing group
e In the Task Details Form e Resource Inform=rg x
click in Resource Name enerl | costs | otes | custom Fietas |
beIOW Plumber, type On Resource name: On The Hammer Initials: OTH
The Hammer, then click Email: Group: Contract Labour]
on [OK] Logon Account... Cade:
Booking type: Committed | wpe | Waork -

We can hire contract
labour from this agency to
perform some of the it s
carpentry work.... Resource Availability

Available From | Available To Units ~ Change Working Time ...
e Click on 700% in Units for “NA NA 1,000%
Carpenter and type
600%, click on 2,100h in
Work and type 1800,
then click on [OK]

o Double-click on On The
Hammer to display the
Resource Information
dialog box

|:| Generic |:| Budget
Inactive

Help Dretails... Cancel

e Change the Units to
1000%, type OTH in
Initials and type Contract
Labour in Group

e Click on [OK]

For Your Reference... Handy to Know...

To add a new resource to cover o If you have access to an endless supply of
over-allocations: contract labour, you will be able to enter a
1. Click in Resource Name, type the name of large sum of units (such as 1000%).
the resource, then click on [OK]
2. Enter the appropriate Work for this new
resource, then deduct the same amount from
the over-allocated resource
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SWITCHING WORK ASSIGNMENTS

The task of erecting the seating tiers requires
eight carpenters, but there are only six in the

necessary. Instead, we can give some of the more
menial carpentry tasks to the labourers we already

pool. We could use the contract labour, but we have.
only have permission to do so if it is absolutely
Mame: | Erect seating tiers Duration: | 3 wks 2 [JEffort driven [ ] Manually Scheduled Cancel
1 . Dates Constraint
Try ThIS Yourse”' Start: | Tue 28/01720 w|  [Assoon as Possible v| Tasktype:
i i Finish: Date: NA v| weScode: |36
) Con‘ilnue F’ISIng_ the i @ current (O Baseline () Actual Priority: so0 |2 % Complete: | 096 | =
£ © previous file with this : : _ _
g T i . ID_ Resource Name Units Work Ovt.Work _Bascline Work _ Act. Work __ Rem. Work
N L exercise, or open the file 4 Isupenisor 0% 56.25h oh oh oh 156.25h
. 2 iCarpenter s00% 675 oh oh oh 1900h
Leve”|ng_6-mpp--- 7 Welder 2005 225h oh oh lon La2sh
& iBoilermaker 200% 225h oh Oh ioh {225h
. . 10 iLabourer 0086 562.5h oh oh ion {562.5h
o Click on Erect Sea“ng 1 iDriver 100% 112.5h oh Oh oh 125
H H 21 Utility 1009 112.5h Oh oh ioh 1112.5h
“I_erlf n ﬂ;]e (_?’I_an}:;[ Cht?rt’ 20 iir Compressor 100% 112.5h oh Oh ioh i112.5h
click on the Task tab, v
then click on Scroll to '
Task in the Editing e
group
e In the Task Details
. 27Jan 20
FO rm., type 600% n O  ResourceMame - | Work | Add New Column + | Details 5 M T w T F
Unlts for Carpenter' Erec:eat;ng ;;;:m xnrt 15h 15h 15h 15h
. rect handrai rs orl
then type 675h n Work 8 4 Carpenter 2,970 hrs Work 45h 45h ash 4s5h
. Erect site buil 120 hrs Work
This represents 3 weeks Erectwall 1,800 hrs Work
work for 6 carpenters (6 [ [T erectseating] e75hrs work 4sh ash 4sh ash
Fit allwindow 375 hrs Work
X 3 X 375 = 675) 9 4 Painter 750 hrs Work
Type 700% |n UnItS fOI’ . Paint rooms, 750.hrs Wur.k
G’ L N ||
Labourer and type = : :
. Hame: [ Erect seating tiers Duration: | 3 wks = [JEffort driven [] Manually Scheduled _w Next
787.5h in Work oS '
. Start: Tue 28/01/20 ~ As S00n As Possible ~ Task type: Fixed Units ~
This represents 3 weeks | || | oo
work for 7 labourers (7 x e
3x37.5=787.5)...
o Click on [OK] to record
the revised assignments
The Carpenter resource
no |Onger appears over-
allocated

For Your Reference... Handy to Know...
To switch work assignments: .
1. Select the task

2. Adjust the units and/or work effort for the
over allocated resource

3. Click on [OK]

Switching assignments in Project is relatively
easy to do, providing you take into
consideration the effort-driven nature of your
tasks.
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RESCHEDULING TASKS

We have an over-allocation of drivers. This over- overtime isn't practical as the work of the driver is
allocation has arisen because the resource is required in normal working time. We need to
required on two different tasks at the same time. reschedule the tasks in such a way that allows us
We don't want to use additional resources, and to still meet the project deadlines and timeframes.
. MName: | Erect wall Duration: | 2 mons + [Effort driven [ Manually Scheduled
Try This Yourself: Dates Constraint
Start: | Tue 12/11/19 v| [ Ass00n As Passible ~|  Tesktype: Fixed Units
g @ Cpntmge usmg the previous file Finish: | Tue 21/01/20 v|  Date m v| wescode: |33
8 i Wlth this e-XEI’CISG, oy e the ® current (O Baseline () Actual Priarity: 500 = % Complete: | 0% | =
file Levelling_7.mpp...
18} Predecessor Mame Type Lag ~ 1] Successor Mame
Scr0|| down in the tOp pane and 15  iErect steelwork FS (1= 17 iInstall roofing superstructure
o 20  iBuilding Construction Completed

click on the Driver resource,
click on the Task tab, then click
on Scroll to Task in the
Editing group

Use the scroll bar below the
timeline to scroll right until red
values appear in the Driver row e

Click on Erect wall in the upper
pane, then click on the Task

Details Form (lower pane) Project Information for 'Levelling_7' X
Click on the Task Form Tools: | | ¥ Curtent date: | wea 1057 ]
Format tab, then click on JRnish date Qe Thu 30/ status dates | N ]
Predecessors & Successors Schedule from: | Project Start Date | calendar | Standard ]
in the Details group All tasks begin as soon as possible. Priority: 500 =

Enterprise Custom Fields

Click on -10% in Lag, type O
and click on [OK] to remove
the over allocation

Department:

Custom Field Name Value

Click on the Project tab, then
click on Project Information in
the Properties group

The finish date is now
Thursday, May 7...

Click on [OK]

Help Statistics... Cancel

Double-click on the divider line e
between the panes to remove

the lower pane, click on the
Task tab, then click on Gantt
Chart in the View group

For Your Reference... Handy to Know...
To reschedule an over-allocated task: e When you want to switch to another view
1. Display the predecessors in a task form from a combination view, remember to

remove the split in the window. For example,
double-click on the line between the two
panes, then select Resource Sheet view to
check that all over-allocations have gone.

2. Adjust for lag or predecessor relationships
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