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Introduction

Purpose

Note: Briefly describe the purpose of the document.  For example, the purpose of the document may be to define the approach to work management that is to be applied to the project.

The purpose of this document is to define the Work Management procedures that is to be used on the <Project Name> for <Company Long Name>
Scope and Application

Note: Briefly describe the scope of the document.  For example, is the document for Time Recording?  Is the document applicable to a particular project phase or phases?  Is the document mandatory for all areas and participants in the project?

This document defines the following topics for the Work Management Procedures of the <Project Name>
· Time Recording

· Workplan Control

· Financial Control

The procedures are to be applied for both <Consultant> and <Company Short Name> responsibilities across the project.

Related Documents

Note: List any documents that users of this document may need to refer to while reading this document.  At a minimum, refer readers to contractual documents.  Define all referenced documents by name, document reference, version (if appropriate), and date (if appropriate).  If the list of referenced documents is long, then you may include the list in an appendix at the end of the document and refer readers to the appendix in this section.

1. <Consultant> Proposal for <Project Name> 

2. Project Management Plan for <Project Name> 

Work Management Support Tools

The following tools are used to support Work Management procedures:

· Project Bridge Modeler (PBM) and Project Workbench (PW) from Applied Business Technology (ABT), to support work planning and estimating

· Microsoft Excel, for spreadsheet applications to support work and financial planning

· Oracle Project Accounting, to report labor, labor fees, and expenses for contractual purposes

Note: Work Management procedures are predicated on the use of ABT tools which are licensed for use by <Consultant> employees.  If the project uses a different Work Management tool set, then it must provide comparable capabilities.  The project is responsible for tailoring these procedures to account for specific differences from the ABT tools.

Note: <Consultant> has adopted Microsoft Excel as the standard tool for spreadsheet applications.

Note: Work Management procedures assume that Oracle Project Accounting is used by the project to report labor, labor fees, and expenses to the consulting practice for contractual purposes.  However, references to Project Accounting in these procedures can be adapted to similar project accounting systems relatively easily.

Work Management Procedures

The Work Management process is responsible for the planning and control of the work performed on the project and corresponding financial performance.  The Work Management procedures define the way in which the project work and financial plans are managed through the recording of actuals, adjustment, and reporting of progress.

Note: Define any project-specific standards and procedures not developed in the Project Management Plan.  Modify the default set provided to suit the characteristics of your project.

Procedures Overview

Time Recording

This procedure defines the way time spent while on the project is reported and captured for tracking work progress.

The procedure uses two forms to report time.  Use a PW Weekly Actuals Capture form to report time for those tasks assigned to a resource, and use a Timesheet to report time for tasks not assigned to a resource, new tasks, and non-project related activities.

Workplan Control

This procedure defines how the Workplan is maintained throughout the project management life-cycle.  The procedures also detail the entry of actuals and estimates to complete and report work progress.  The Workplan Control Procedure assumes the use of Project Workbench or a similar project management tool.

Financial Control

This procedure defines how the finance plan is maintained throughout the project management life-cycle .  Determining financial actuals (fees and costs) and financial progress reporting are covered.  The financial control procedures assumes the use of spreadsheets to prepare the financial plans and progress statements using the information contained within the Workplan and Project Accounting.

Time Recording Procedure

Purpose

The purpose of time recording is to maintain an accurate record of the amount of effort spent by members of the project team on all project related tasks so that:

· time is entered into the project accounting system for client billing

· actual figures and estimates to complete tasks are entered into the project Workplan enabling project managers to monitor project progress

· tasks which overrun their budgeted effort can be identified and investigated

· time charged to the project is accountable to individuals performing project tasks.

Scope

This procedure applies to all <Consultant> and <Company Short Name> staff actively involved in project related activities.

Organization, Roles, and Responsibilities

Note: Specify in this section the titles and responsibilities of the roles, meetings, committees, or review boards which are responsible for time recording.

Time Recording Information

Time is recorded using a combination of the form derived from the PW Weekly Actuals Capture view and the PJM Timesheet template.  The PW Weekly Actuals Capture view is used to track time charged by resources against tasks in the Workplan.  The PJM Timesheet is used to record time spent on additional tasks that the resource may not be assigned to.

Note: If you use the PW Weekly Actuals Capture form, then you only record time against the tasks assigned to each person in the Workplan, without a means of referencing other project tasks.  This limitation is highly, because during the lifetime of the project, individuals are called upon to perform tasks as necessary.  If you only use the PJM Timesheet template, then every resource must list each task worked on during the week by referring to the project Workplan to determine the appropriate task id, name, and estimated effort.  If a resource does not have a current Workplan, then the resulting Timesheet is also less than accurate.

All existing project related tasks have a unique code (ID) defined within the project Workplan and must be recorded at the top of the Timesheet.  Enter the code on the Timesheet to uniquely identify to the project coordinator the task in question.  The team leaders have a copy of the current project Workplan where the full list of existing planned tasks and their respective codes is available.

Record all new and non-project related tasks at the bottom of the Timesheet without a task code.  These entries include tasks which are not in the project plan, holidays, illness, non-project related training, and work on other projects.

The Timesheet contains two columns which relate to budgeted time and the output of a new project task.  These are:

· Estimated Effort: total time in hours to complete the task.

· Deliverable: what the task is going to produce.

These columns are to be completed for new tasks to be added to the project Workplan but not for non-project related tasks such as vacation, holiday, and civil service duties.

Procedure Steps

Distribute Forms

The Project Coordinator prints the forms for each resource on a weekly basis and distributes them to the team leaders before <Distribution Time> on <Distribution Day>.  The team leaders distribute the forms to their team members.

Record Time Daily

Project team members must record or list on a daily basis the tasks in which they have been involved, including the actual time spent and estimates to complete in hours, on each form.  Team members must give both daily and weekly totals.

Return Forms

The forms must be completed by lunch time each Friday.  The forms represent the period from the previous Saturday to the following Friday evening.  Before being handed in to the Project Coordinator, the PW Weekly Actuals Capture form and Timesheet form are reviewed by the appropriate team leader.

Workplan Control Procedure

Purpose

The Workplan Control Procedure defines the requirements for maintaining the Workplan and producing the Work Progress Statement.

It covers the following areas:

Workplan maintenance

entering of actuals

estimates to complete

work progress reporting.

Scope

This procedure primarily applies to the Project Coordinator, but it also applies to the Project Manager, team leaders, and members of the project team responsible for planning and monitoring the work progress of the project.

Organization, Roles, and Responsibilities

Specify in this section the titles and responsibilities of the roles, meetings, committees, or review boards which are responsible for workplan control.

Workplan Control Information

The Work Progress Statement consists solely of the PW Work Progress Statement views.  The components of the Work Progress Statement are distributed and used as described below.

Work Progress Statement

The Work Progress Statement view lists all project tasks, and for each the approved days in plan, total days in plan, actual days spent, estimated days to complete, project manager view of percent complete, and the forecasted early and late end dates, and project totals for approved days, plan days, actual days, and estimates to complete.

This information is distributed to the project managers (<Consultant> and client) and used to review task and project status.

Work Progress Statement (Oracle)

The Work Progress Statement (Oracle) view displays the same information as the work progress statement except it only list the tasks that are assigned to <Consultant> resources.

This information is distributed to the Quality Manager and consulting Business Manager and used to review the work progress of tasks assigned to <Consultant> resources.

Oracle Project Progress Statistics

The Oracle Project Progress Statistics view displays the same information as the Work Progress Statement (Oracle), plus the expected progress of work, earned value of work, actual work done, approved budget (at completion), estimated total spend (at completion), and variance at completion.

Distribute this information to the <Consultant> Project Manager, Quality Manager, and consulting Business Manager.  It is included as an attachment to the Oracle section of the Project Progress Report.

Project Status by Phase

The Project Status by Phase view lists the phase and project totals for the current plan start and end dates, baselined start and end dates, status, actual usage, estimate to complete, total plan usage, baseline (approved) usage in both days and cost.

This information is distributed to the project managers and used to review the overall work progress at the phase level.

Procedure Steps

Workplan Maintenance

The following procedure is subject to the project Status Monitoring and Reporting procedure and the monitoring requirements of the project team and the practice.

Project Planning

The initial project Workplan is prepared in PW at the start of the project and set as the initial baseline.  It shows all project tasks, deliverables, milestones, dependencies, task effort by role, and task start and end dates based on the number of resources for each role.

The Workplan also shows the planned resource usage detailed by resource, task in person-hours or person-days for the first phase.

Phase Planning

Prior to the completion of the current phase, the Workplan is updated to show the planned resource usage, detailed by resource, task in person-hours or person-days for the next phase.

Each Workplan produced for a subsequent phase is baselined, and the prior baseline is archived.

Phase Control

Throughout the project, actuals and estimates to complete are entered on a <Recording Frequency> basis at the task resource level.  All tasks are entered against the resources who work on that task, the number of person-hours spent on the task in any given period, and the resources estimated to complete the task.

Additional unplanned new tasks may be added to the Workplan at any time or when recording actuals and estimates to complete the task.

Major changes to the Workplan may be approved by the client during the project.  A major change is defined as a change to the contracted effort, fees, or project schedule.  Any approved changes to the Workplan are baselined, and the prior baseline is archived.

Entry of Actuals

Actuals are recorded on a weekly basis by each team member using the PW Weekly Actuals Capture form and the Timesheet form as detailed in the Time Recording Procedure.  These figures will be transferred into PW using the PW Weekly Actual Capture view on a <Recording Frequency> basis.  

Team members may record time as either planned and unplanned.  A planned task is one that is currently in the project Workplan and is assigned to the resource who is recording the time.  An unplanned task is a task that is either not in the project Workplan, or it is a task that is not assigned to the resource recording the time.

Planned Tasks

Planned tasks are shown on the weekly actuals capture form for each team member and are marked with an appropriate task code(ID).  This notation enables the Project Coordinator to uniquely identify on the Workplan which task is being referred to from the form.  The Project Coordinator inputs the actual time spent through the view, and in addition, the time recorded against the task is deducted from the task estimate to complete if no revised estimate to complete is reported on the form by the team member.

Unplanned Tasks

Enter unplanned tasks on the Timesheets with or without a task code (ID).  If there is no code, then the task does not refer to a task within the Workplan.  New project-related tasks must be added to the Workplan through the PW Refine Plan view, given a code by the project coordinator, and assigned to the resource who recorded the time.  The actual time spent is then entered through the Weekly Capture Actuals view.  If there is a code, then the plan must be updated to assign the resource to the task who recorded the time and the actual time spent entered.

After the Project Coordinator enters all project-related unplanned tasks for the week, the Coordinator provides either a complete list of these additional tasks and their codes or a new copy of the current Workplan to the team leaders.  The project-related unplanned tasks now appear on the Weekly Actuals Capture form or may then be referred to on the Timesheets the following week.

Estimates to Complete

Estimates to complete are recorded on a weekly basis by each team member using the PW Weekly Actuals Capture form and the Timesheet form as detailed in the Time Recording Procedure.  The resource estimates to complete are transferred into PW using the PW Weekly Actuals Capture view on a <Recording Frequency> basis and summarized at the task level, representing the total estimated remaining effort required to complete that task.  The task estimates to complete and associated revised start and end dates are reviewed on a <Review Frequency> basis by the Project Manager, Project Coordinator, and team leaders, and they are updated when necessary.

Work Progress Reporting

Work progress is reported and reviewed at the Project Progress Review, and the Work Progress Statement is produced on a <Progress Reporting Frequency> basis.

Obtain information from the PW Workplan, including the views that make up the Work Progress Statement for inclusion in the Project Progress Report on a <Progress Reporting Frequency> basis, as detailed in the Control and Reporting procedures.

Financial Control Procedure

Purpose

The Financial Control Procedure defines the requirements for maintaining the Finance Plan and Financial Control Schedules in order to produce the Financial Progress Statement.

It covers the following areas:

Financial Plan and Schedule Maintenance;

Determining Financial Actuals (Labor and Expenses);

Determining Financial Estimates to Complete (Fees and Costs);

Financial Progress Reporting.

Scope

These procedures primarily apply to the Project Coordinator, but they also apply to the Project Manager, team leaders, and members of the project team responsible for planning and monitoring the financial progress of the project.

Organization, Roles, and Responsibilities

Specify in this section the titles and responsibilities of the roles, meetings, committees, or review boards which are responsible for financial control.

Definitions

Prior Period
A prior period is a past financial reporting period that has actuals recorded.

Forward Period
A forward period is a financial reporting period in the future and therefore does not have actuals recorded.

Current Period
The current period is the financial reporting period that actuals is about to be entered for and reported on.

Financial Control Information

Financial Actuals (Labor and Expenses)

The Project Accounting system contains several reports to display the projects labor (effort) and expenses.  This project uses the WIP: Billable T&E by Proj/Emp which displays both the billable labor (effort) and expenses for all resources on the project for a given time period.  For additional detailed breakdown of all project related activities (billable and non-billable), the project uses the FIN: Project Expenditure Detail (Proj).

 Substitute your favorite PA report or reports for the ones listed.

Financial Estimates to Complete (Fees and Costs)

The PW Resource Estimates to Complete (Oracle) view displays the current planned work effort with actuals and estimates to complete for each <Consultant> resource.  The PW views Monthly and Weekly Gantt (Unfinished Tasks - ORCL) displays the estimate to complete for each resource by month (in days) or week (in hours) respectively.

Procedure Steps

Financial Plan and Schedule Maintenance

The following Finance Plan and schedule maintenance procedures are produced subject to the Status Monitoring and Reporting procedures and the monitoring requirements of the client and the practice.  These are as follows:

Project Planning

The initial project finance plan is prepared using the Financial Plan Excel Workbook (template) as part of the bid process and updated at the start of the project.  It includes the work effort distribution, estimated expenses, profitability analysis, payment schedule, and a cost schedule.  The payment schedule represents the client budget and is incorporated into the contract.  As the other components contain confidential and proprietary information it is the only component that is distributed to the client.

If there are differences between the payment schedule issued with the contract and the payment schedule updated at the start of the project ,then the payment schedule needs to be reissued to the Consulting Business Manager and the Client.

Set up the financial control schedules within the initial project Financial Control Excel Workbook (template) to refer to the financial periods and related information within the cost schedule.  Use the financial control to track and report financial progress to both Oracle and the client.  Because it contains confidential and proprietary information, it is not distributed to the client.

Set both as the initial baseline, and they become the current financial consulting budget and plan.

Phase Planning

Update the finance plan p to the completion of the current phase.  Copy the current workbook, and make the appropriate changes to the work effort distribution, estimated expenses, and profitability analysis.  Update the forward periods in the payment schedule to reflect any agreed upon contractual changes to the phasing, dates, effort, fees, and billable expenses and reissued to the practice and client for approval.  Update the current and/or forward periods in the cost to reflect the contractual changes (within the payment schedule) or any planned non-contractual changes (within the work effort distribution, estimated expenses, or profitability analysis).

If the client approves the changes to the payment schedule, then both workbooks now represent the budget, original workbook for prior periods and new workbook for current and future periods.  The new workbook also represents the current plan.

If there are no changes to the payment schedule, then the new workbook becomes the current plan, and the prior workbook or workbooks remains the budget.

The current and/or forward periods in the financial progress detail, fees and deliverable summary, and cost and margin summary within the financial control workbook are all be updated to refer to the associated cost schedule changes within the new financial plan workbook.  The prior periods within the Financial Control Workbook continues to refer to the prior financial plan workbook or workbooks.

Baseline each Finance Plan produced for a subsequent phase, and archive the prior baseline.

Control

Throughout the project on a <Progress Reporting Frequency> basis prior to each financial reporting period, the actual billable labor (effort) and net out-of-pocket expenses for consulting resources for the current period are collected from the Project Accounting system and entered into the financial progress detail within the financial control workbook.  The effort entered is used to calculate the labor fees and costs for the current (and prior) financial reporting periods.

After entering the effort and expenses for the current period, the financial estimates to complete for consulting resources are determined and entered or calculated on the labor fees and deliverable summary and cost and margin summary within the financial control workbook (see Determining Financial Estimates to Complete below).

The project manager enters an estimate of the percent of work complete, the actual number of deliverables delivered for the current period, and the number of planned deliverable for the subsequent periods in the labor fees and deliverable summary after the financial estimates to complete are determined.

Determining Financial Estimates to Complete (Fees and Costs)

Transfer the total effort for all <Consultant> resources for each financial reporting period to the cost schedule for the current and forward periods within the current financial plan workbook.

Update the current and forward periods in the financial progress detail, fees and deliverable summary, and cost and margin summary within the financial control workbook to refer to the associated cost schedule changes within the current financial plan workbook.

Alternatively, calculate the financial estimates to complete, and manually enter them into the schedules within the financial control workbook.

Financial Progress Reporting

The financial progress is reported and reviewed at each Internal Project Progress Review, and the Financial Progress Statement is to be produced on a <Progress Reporting Frequency> basis.

Include information from the financial plan and financial progress statement templates in the Project Progress Report on a <Progress Reporting Frequency> basis as detailed in the Control and Reporting procedures.

For <Consultant> internal financial progress reporting purposes, the Financial Progress Statement consists of the schedules and charts within the Financial Control Workbook (template) and is included as an attachment to the Oracle section of the Project Progress Report.  If cashflow is negative or actual profitability is less than planned, then document the reasons for any discrepancies for inclusion in the Oracle section of the Project Progress Report.

For Client financial progress reporting, the Financial Progress Statement consists of:

Describe what will be provided to the client

The components of the Financial Progress Statement are distributed and used as described below:

Describe the components of the Client Financial Progress Statement, who they will be distributed to, and how they are to be used.
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