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Scheduling Process and Tips

What:  A checklist for scheduling a project in the early part of the lifecycle. It deals with scheduling, team selection, resource assignment, estimating, and task dependencies. You can add to this list over time from experience and lessons learned.
Why:  Scheduling is a complex process.  Even experienced project manages will have trouble keeping the entire process in their heads. A written process provides a “process memory” to help ensure that all activities are remembered and performed during each project.  It also helps you continuously improve your scheduling process over time.
How:  Apply each item in the checklist as you develop your project plan.  A good method to ensure thorough planning is to write a written response to each item as part of your project plan and to review these responses at plan approval time.  Continually improve your planning process by adding your own items to this list from previous experience and lessons learned.

Keep in mind the QRPD®  S.M.A.R.T mnemonic:


Scheduling

1.  Create the project schedule, team selection, and resource assignments.

•
Use an iterative process during development of the Product Vision and design alternatives.

•
For high‑risk projects, iterative development may be used; early estimates will be less exact.

•
Create S.M.A.R.T schedules 

•
Use project management software as a planning tool, but not to replace reason. Don't get bogged down using the tool in an ineffective manner.

•
Break the work down logically: technical areas, tasks, and deliverables. Identify the physical deliverables each person has to create rather than stopping at the more abstract task level, in order to get more concrete and accurate work estimates.

•
Write preliminary plans if necessary to help scope the later cross‑functional efforts: documentation, manufacturing, testing.

•
Ensure breakdown of design far enough for accurate scoping -- have you really identified all the work that needs to be done?

•
Have team members commit to their tasks' durations, broken down to manageable chunks?

•
Have the whole team review schedule dependencies for missing links, tasks.

•
Update the team roles list and responsibility matrix.

2.  Check estimates and schedule dependencies.

•
Project Leader should gauge – sanity-check -- team members' time estimates.

•
Take into account other commitments, sustaining, holidays and vacations.

•
Be sure you've built in time for design reviews and all necessary testing.

•
Learn from the past (for example, number of design cycles required), develop simple metrics.

•
Use rules of thumb to sanity-check estimates. For example, develop to the typical project timelines based upon 3 or 4 levels of complexity representative of your company’s project experience for rough length of project phases; or factor in two or three design iterations for major innovations.

•
Use industry‑standard estimating techniques; use more than one to sanity-check your estimates.


Estimate best and worst case schedules to get a feel for possible variations.

•
Do both top-down and bottom-up estimates and sanity check them against each other.

•
Ask multiple experts to estimate the work and compare the estimates.

3.  Assess risks, decide back‑up plans, factor into schedule.

4.  Look for ways to shorten the critical path.

5.  Update the Milestone list.

6.  Update the New Product Introduction Checklist.
7.  Make sure you've planned to follow as many “Best Practice” techniques as possible.

Note: Some of the above tips came from a talk by Joseph Berger to the IEEE Engineering Management Society on March 30,1994.




S 	Specific


M	Measurable


A	Achievable


R	Risk Assessed


T	Time table
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