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Effort Conditional
Scheduling

Once vyou start incorporating resources, costs and changes
to these schedules, unexpected changes can be generated in
the durations, costs and allocations of resources, among
other relevant data, of the project.

Without a proper understanding of the various configuration
options for task types in Project, analyzing and correcting
those unexpected changes in project scheduling becomes
complex.

With an explanation of the theoretical concepts and an
example it is intended to explain the behavior of Project
according to the various possible configurations of the tasks,
with respect to the parameters "Type of task" and
"Conditioned by effort".



Set up Tasks in Project

When you create the various schedule tasks, they assume

certain default values

in their

different attributes.

To view and edit these values, the task is double-clicked and
the "Task Information" window is displayed.

Task Information

General l Predecessursl Resourresl Ad\'anred‘ Motes ‘ Custom Fweldsw
MName: | Prepare Apartment 1

Percent complete: | 100% |-

Schedlule Mode: (O) Manually Scheduled

‘@Auto Scheduled
Dates

Duration; | 6 days
Priority: | 500

[Cinactive

2 [estimated

hes

start: | Fri 7/16/21

Rl Einish: ‘Fr\ /23721

DDlsp\ay on Timeline
[JHide Bar
[Jroliup

Help

Cancel

Set up Tasks in Project

When you select the "Advanced" in the "Task Information”
window, the "Task Type" and "Effort-Driven" parameters can

be displayed.

Task Information

General | Predecessors ResnurcesiAdVaﬂ(Edll nte;‘(usto ie\ds‘

Name: | Prepare Apartment 1

Constrain task

Deadline: [na

R ‘

Constraint type: ‘As Soon As Possible V‘ Constraint date:

Duration: | & days

X

: D Estimated

[na

|
‘ Fixed Units I

Task type: ~ ‘ Effgrt driven I
Calendar: ‘ None V‘ Scheduling ignores resource calendars
WBS code: ABC-B-1

Earned value method:

% Complete ~

DMark task as milestone

Help

Cancel
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These two parameters are enabled for editing if the "Task
Mode" is "Auto Scheduled".

If the value of this parameter is "Manually Scheduled"
they appear disabled and the type of task has the default
value of "Fixed Units" and the task does notiitis
conditioned by effort.

<> B

Manually  Auto
Schedule Schedule

T

Types of tasks
As seen above, the task types in Project are 3: "Fixed
Duration", "Fixed Work", and "Fixed Units" (default).

Fixed duration: If the task is of "Fixed Duration", the time
required for the completion of the task will be kept fixed,
regardless of the resources assigned to it. It relates to the
"Duration" column.

- Fixed work: Resource work is kept fixed, regardless of the

duration of the task. It relates to the "Work" column. This
type of taskis always conditioned by effort.

- Fixed units: Keep the percentage of allocation ofresources to

the task fixed, regardless of the duration of the task. Relates
to the value of the "Units" columnin the assignment of the
resource to the task.

Conditioned by effort

If the "Effort Conditioned” check box
is enabled, when you add or delete resources to the task, the
work of the resources will remain  fixed, regardless of the
duration of the task.

. Ifitis off, it will keep the duration fixed, regardless of which
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resources are added or deleted.

Project Schedule

The duration is estimated with:
.Relationships between activities: Each
activity ina project is executed based on

another.
.Available effort: Each activity has a
Unidades Trabaio specific availability of resources

.Historical information— Points out the

Durackin " Trabajo Trabajo  Unidades specific duration of rare tasks.

Unidades . Duracién  Duracion . _
When the duration of the project

Trabals| 11 : n i depends on the amount of resources
N rocaden: | Daeacidnz | - Duraciin that can be applied, one speaks of
a project "Conditioned by effort"

. ENTONCES, Microsoft Project actualizara

-XSC- 7
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Resource profiles and cost tables

Resource Scheduling

The configuration of the task types allows
automatically
adjust the assignment of the work of each resource in

each task.
Resources can be used to further adjust this
assignment.

Task Resource Report Hroject View Help Formai

F‘ |§|l§ [&a] Network Diagran ~ F\ F‘gResourceUsa el

- = Calendar v o EE{_'QResource Sheet +

Task Task Team
Usage ~ Board ¥ [ Other Views ~ Planner ~ F‘QO‘cher Views v

Task Views Resource Views

Ju
@ Resource Name + Work « AddNew Column « Defails

4 |Unassigned 0 hrs Work -
Project Start 0 hrs Waork .
Project End 0 hrs Work |

4 Marie Smith (Decor: 80 hrs Work _
Decoration Apan 40 hrs Work |

Decoration Apan 40 hrs Work
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Resources

Resources adjust the work assignment of a specific resource
into a specific task, using a specific pattern or Work contour.

Resource Usage (Work contour)

For example, if you consider that a task require more effort on
at the start, you can apply the "Back Loaded" pattern to a
person's work on that task. In this way, Project will add more
work at the beginning than at the end in the task assignment.
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Work Profiles (Work contour)

Work profiles can be configured in the Task Usage or Resource
Usage, so this is done in the "Task Views" or "Resource
views”. As you can see below.

Work Profiles

» If you arelocated in the "Task Usage" view, double-click the
resource name.

r‘ (== [&] Network Diagram v F EﬁRe&our(eUsage e
] 7

=N R
- Calendar ¥ Al [ Resource Sheet ~
Task Task Team
‘ Usage ¥ Board v Other Views ~ Planner ~ F‘g Other Views v
Task Views Resource Views
Task
@ Mode ~ Task Name ~ Work « Duration ~ §
= Project Start 0 hrs 0 days
= 4 Apartment 1 160 hrs 21 days
v 0 4 Prepare Apartment 1 80 hrs 6 days
| Builders 40 hrs
Painter 1 40 hrs
= 4 Paint Apartment 1 80 hrs 10 days !

» If you are located in the "Resource Usage" view do
double-click the task name.

Task  Resource Report Project View Help Format
ﬁ [ = Network Diagram F F‘g Resource Usage ~
= . R
O = Calendar ~ 2 4 Resource Sheet ~
Task Task Team
Usage ¥ Board ¥ BB Other views ~ Planner ~ [T Other Views ~
Task Views Resource Views

@ Resource Name » Work ~ AddNew Column ~» Details

4 Unassigned 0 hrs Work .
Project Start 0 hrs Work |
Project End 0 hrs Work

4 Marie Smith (Decor: 80 hrs Work
Decoration Apan 40 hrs Work [

Decoration Apari 40 hrs Work
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Work Profiles

The "Assignment Information"
window is displayed, select the
"General" menu, the "Work
contour" parameter  will be
observed.

Assignment Information

General ] Trackj’ng] Notes ]

Work: 100%

‘Work contour:

Start: Committed
Back Loaded

Einish: Front Loaded

Double Peak
Early Peak
Late Peak

Cost rate table:
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Work Profiles

Configure the "Work contour" parameter according to
the options listed below:

Flat: The number of working hours is evenly distributed
over the duration of the task.

Back Loaded (Increasing): The number of hours per time
period is low at the beginning and gradually increases
up to 100% towards the end of the task. Most of the
work is assigned at the end.

Front Loaded (Decreasing): The number of hours per
time period is 100% towards the start of the task and
gradually decreases towards the end of the task.

Double peak: The number of hours per time period is
increased twice to 100% over the duration of the
task.

Early peak: The number of hours per time period is
increased to 100% in the first quarter of the task
duration.

Late peak: The number of hours per time period is
increased to 100% in the last quarter of the task
duration.

Bell: The number of hours per time period is increased

to 100% towards half the duration of the task. Initial
and final work rates are low.
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Turtle: The number of hours per time period is
increased to 100% towards half the duration of the
task. The difference with the Bell is that the initial and
final percentages are higher.

Work Profiles — Considerations
When using work profiles, they will be taken into

account the following considerations:

. After a specific profile is applied, adding new total work

values automatically reapply the default profile pattern.

. The new Work values in the task are first distributed

over the affected time period, and then new work
values are assigned to the task resources.

. Ifthe start date of a task or resourceis changed,

the profile is applied again, based on the new date.
All work values are distributed.

. If you modify the duration of a task, the profile is

incremented to include the added time period.

. If you manually edit a work value, the profile is no longer

applied, but you can reapply a profile to redistribute
the work values.

. If you have entered information about the current work

of a task or resource, the total or remaining work
changes are redistributed over the remaining work
values, not the current Work.

10



Level Resource Usage

You can identify that a resource has work overload
(that is, you have at least two tasks scheduled to run at the
same time), when we see the resource with red letters in

the "Resource Sheet".

@ Nombre del recurso_~ Tipo ~_Etiqueta de ~_Iniciales
1 |<D I Instructor Trabajo |
2 Lider Trabajo L

Level Resource Usage

The overload of work leads us to the need to level the
use of resources. This can be done by delaying or
splitting the conflicting task(s).

To do this automatically you can use the redistribution
options of MS Project.

How ...

Select resource | Level | Levelling options.

Q Q ) ‘ ] = = [ ] Leveling Options
/Q\ p% ; : - w, -4 A= = B Clear Leveling
Assign  Resource Details Level Level  Level e .
Resources Pool v Selection Resource Al 5= Next Overallocation
Assignments Insert Properties Level
Task Status % Work
@ Mode ~ WBS ~ Indicator Task Name ~ | Complete ~ Duration ~ Start
= ABC-A b Project Start 0% 0 days Fri 7/16
0 ABC-B S’o 4 Apartment 1 50% 21 days Fri7/16
v = ABC-B-1 v Prepare Apartment 1 100% 6 days Fri 7/16
0 ABC-B-2 3_?'9 Paint Apartment 1 0% 10 days Mon 7/
= ABC-B-3 % Decoration Apartment 1 0% 5 days Mon 8/
= ABC-C 2, + Apartment 2 0% 20 days Mon 7/

11
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€esource epol rojec iew e orma ell me wnat you want to do
R feport  Project Vi Help Fi t Tell hat t to d
} p ) = = l:I:! Leveling Options I
\_ — . =3 ’O‘: — 1 Clear Leveling
sign  Resource etails evel evel evel
R Detail Level Level  Level _ .
wrces Pool ¥ Selection Resource  All 5= Next Overallocation
Assignments Insert Properties Level
Task Status % Work Jubd
Mode ~ WBS ¥ |Indicator Task Name > Comglate oz Duration = Start TS ZoRes TP S S
L] ABC-A tp Project Start 0% || Resource Leveling bd
i ABCB & #partment; 1 50% Leveling calculations
L] ABC-B-1 v Prepare Apartment 1 1009 S hiiormstic ® ans
m 2 5 i “ =
w4 ABC-B-2 ;b R s 0% Look for overallocations ona | Day by Day ~ | basis
= = . = o
= ABCE3 L;g DecelationaApaituentt 9% Clear leveling values befaore leveling
m ABC-C o, 4 Apartment 2 0% : .
- Leveling range for ‘Practice W1'
= ABC-C-1 159 Prepare Apartment 2 0% .
— @ Level entire project
= ABC-C-2 ] Paint Apartment 2 0%
= (D Level Erom: | Fri 7/16/2
L4 ABC-C-3 7S Decoration Apartment 2 0% o
To: | Frig/10/2
= ABC-D 4 Apartment 3 0%
= Tl Prepare Apartment3 02 | Resoting overallocations
m ABC-D-2 Paint Apartment 3 0% || ‘eveling order [standers ]
= T Decoration Apartment 3 o% LE\'EI only within available slack
| Leveling can adjust individual assignments on a task
= ABC-D Project End 0% it e 2
Leveling can create splits in remaining work
D Level resources with the proposed booking type
Level manually scheduled tasks
Help Clear Leveling Level Al Cancel

Level Resource Usage

Automatic Levelling
you select automatic

Leveling,

parameters selected in this window.

| Resource Leveling I

Leveling calculations

‘u‘tomat\c

Clear leveling values before leveling

Manual redistribution
you select manual

@Manua\

Look for overallocations on a | Day by Day ~ | basis

overhead and run the process manually.

Resource Leveling

Leveling calculations

OAu‘tomat\c

.Manua\

X

Look for overallocations on a | Day by Day ~ | basis

Clear leveling values before leveling

Project automatically
redistributes the work as conflicts occur, according to the

redistribution, you must check for

12
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Resource Leveling

Resource Leveling =

Leveling calculations
~ .
() Automatic @Manual

Look for overallocations on a | Day by Day ~ | basis

Clear leveling values before leveling
Leveling range for 'Practice W1'

@ Level entire project

O Level Erom: | Fri 7/16/2

To: | Frig/10/21

Resolving overallocations

Leveling order: x|

D Level only within available slack

Leveling can create splits in remaining work

[JLevel resources with the proposed booking type
Level manually scheduled tasks

Help Clear Leveling... Level All Cancel

Leveling order: This parameter has three options that appear
in the combo.

ID only: Of the conflicting tasks, leave scheduled asthe first
task the one with the lowest ID number, the next is the
reschedule to a later date.

Standard: The longest duration is programmed first.

Priority, standard: They are scheduled according to the priority
of the tasks. For those with the same priority, the longest-lived
oneis scheduled first.

Resolving overallocations

Leveling order: Standard

[JLevel only within avai P Only

Level i Standard oy
e e L Priority, Standard s

Le\'almg can create splits in remaining worl

[JLevel resources with the proposed booking type
Level manually scheduled tasks

Help Clear Leveling... Level All Cancel

13
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Leveling can create division in the remaining work: If this option
is selected, if any tasks need to be rescheduled and have
already started, it allows you to split the execution of the
remaining work.

Level All: Selecting this button runs redistribution.
Redistributes the entire project

Level selection: Redistributes the selected tasks.

Level resource: Redistributes the tasks for the selected
resources.

Clear Redistribution: Clears any previously added
redistribution moves.

Go to the next overallocation: Takes you to the next task line
where resource overallocation exists.

Manual redistribution: If you select = manual redistribution,
you must check for overhead and run the process manually.
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