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Schedule Quality Metrics Explained

Activities Later Than Tracked-To

Scheduling a predecessor activity to finish later than its successor milestone goes against the principles of
logical sequencing and dependency management that underlie CPM scheduling. It can lead to confusion,
misinterpretation, reduced accountability, and inaccurate critical path analysis, ultimately hindering effective
project management. It is essential to establish and adhere to logical dependencies in project schedules to
maintain transparency and accuracy in project planning and execution.

¢ Logical Inconsistency: CPM scheduling relies on logical relationships between activities, where the start
and finish of activities are linked in a sequence. If a predecessor activity is scheduled to finish later than

its successor milestone, it creates a logical inconsistency.

¢ Disrupted Dependency: When a predecessor finishes after a successor starts, it can imply that the
successor activity does not actually depend on the completion of the predecessor. This disrupts the
accurate representation of the project’s flow and can lead to incorrect expectations.

e Risk of Misinterpretation: Scheduling a predecessor to finish later than its successor milestone can
confuse project stakeholders. It may lead to misinterpretation, as it suggests that the successor can
proceed without waiting for the predecessor to be completed.

¢ Reduced Accountability: Team members may assume they can move ahead with their work even if
the necessary inputs from a predecessor are not available, potentially leading to project delays
and problems.

e Compromised Critical Path Analysis: The critical path in a CPM schedule represents the longest path of
dependent activities that determines the project’s overall duration. Scheduling a predecessor to finish
later than a successor milestone can create false critical paths and mislead project managers about
where potential delays may occur.

Activities Riding/Sitting On the Data Date

Activities that are riding the data date are those activities that can start based on their current logic but are being
pushed out due to the data date. It is generally advisable in CPM scheduling to allow for some float or buffer in
the schedule. This ensures that activities are not scheduled to be worked on right on the data date but rather with
some margin for potential delays. This approach provides greater flexibility, risk management, and overall project
control, making it easier to manage changes and unexpected challenges during the course of the project.

e Lack of Buffer: The data date in a CPM schedule is a reference point that indicates the current status of
the project. Activities that ride the data date are essentially scheduled to be worked on immediately.
This leaves no buffer for potential delays or issues that may arise, making the project more susceptible
to disruptions.

* Increased Risk: When activities are scheduled to be worked on exactly on the data date, any unexpected
delays, even minor ones, can lead to schedule slippage. This increases the risk of missing project

milestones or the project’s overall completion date.
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e Limited Contingency Planning: CPM scheduling typically involves the identification and management
of critical paths and float (slack) in the schedule. Activities that ride the data date have suffered float
erosion, which means there is limited flexibility to move their start or finish dates without affecting the
overall project schedule.

e Difficulty in Prioritization: Activities that are riding the data date may not allow for proper prioritization
of critical tasks. It becomes challenging to differentiate between activities that are truly critical to project

success and those that are merely dragging along the data date due to a lack of proper planning.

* Increased Stress and Pressure: Teams working on activities that are riding the data date may experience
increased stress and pressure to complete their work on time, which can lead to burnout and reduced
quality of work.

Activity Name Changes

Maintain clarity and consistency, it is recommended to establish a clear naming convention for activities at the
beginning of the project and adhere to it throughout the project'’s lifecycle. Changes to activity names should
be minimized and should only be made when absolutely necessary, with careful consideration of the potential
impacts on project understanding, communication, and documentation.

If changes are made, they should be well-documented and communicated to all relevant stakeholders.

¢ Consistency: Changing activity names can lead to confusion, especially when multiple stakeholders
are involved in the project. Consistent activity names help maintain a common understanding of the

project’s scope and objectives.

e Communication: Activity names provide a shared language for team members, project managers, and
stakeholders to discuss and reference specific tasks. Changing activity names can disrupt effective

communication and hinder understanding among team members and project participants.

e Documentation: Activity names are typically documented in project plans, schedules, and reports.
Changing activity names can create inconsistencies in project documentation, making it challenging to

track and assess progress or analyze historical project data.

e Traceability: Altering activity names can disrupt the logic and relationships defined in the project
schedule. This can lead to difficulties in tracking and analyzing the critical path, identifying constraints,

and managing project risks.

e Stakeholder Understanding: Changing activity names can lead to misunderstandings, as stakeholders
may lose sight of the tasks they are responsible for or the significance of specific activities in the

project’s success.

¢ Risk Management: Changing activity names can disrupt risk management by making it difficult to assess
the impact of delays or changes to the schedule. Accurate and consistent activity names are critical for
identifying and addressing potential risks.
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Too High Average Activity Total Float

While some degree of float is necessary for flexibility and risk management, excessively high average activity
float can lead to inefficiency, resource underutilization, a lack of focus, scope creep, diminished accountability,
unrealistic expectations, and difficulties in project prioritization. It is important to strike a balance in CPM
scheduling by providing enough float to manage risks but not so much that it hampers project efficiency and
effectiveness. The optimal level of float may vary based on the nature of the project and its specific requirements.

e Inefficiency: High average activity float may indicate that the schedule has been overly padded with
extra time, potentially leading to project inefficiency. It can result in unnecessary delays and resource

idle time, which may increase project costs without adding value.

e Lack of Focus: High float can lead to a lack of urgency among project team members. When there is
too much time allocated to activities, team members may not feel the pressure to complete their tasks

promptly, which can lead to procrastination and decreased productivity.

* Risk of Scope Creep: Project stakeholders may assume there is ample time to introduce additional tasks
or requirements. This can lead to changes in project scope that were not adequately planned

or budgeted.

¢ Unrealistic Expectations: Excessively high float can create unrealistic expectations among project
stakeholders regarding project timelines. When actual progress does not align with these expectations,

it can lead to dissatisfaction and a loss of trust in the project management team.

e Difficulty in Identifying True Critical Activities: It can be challenging to identify which activities are
genuinely critical to the project’s success. This can complicate prioritization and resource allocation,

making it harder to focus on the most critical tasks.

e Potential for Schedule Bloat: A schedule with high float may include many non-critical activities that
do not significantly impact project outcomes. This can lead to a bloated schedule, making it harder to

manage and track essential project activities.

Too Low Average Activity Total Float

Excessively low average activity float in a CPM schedule can make the project schedule overly rigid and inflexible,
increasing the risk of delays, cost overruns, resource constraints, and stakeholder dissatisfaction. A well-balanced
schedule should provide some level of float to accommodate uncertainties and variations while maintaining

the project’s efficiency and overall success. The appropriate level of float depends on the specific project

requirements and the associated risks.

® Reduced Flexibility: Low average activity float means that activities must be completed very close to
their planned durations, leaving little room for delays or unexpected issues. This lack of flexibility can

make the project more vulnerable to disruptions, increasing the risk of schedule overruns.

® Increased Risk: Any minor delay can have a cascading effect on the entire project schedule. This
elevated risk can result in missed deadlines, project delays, and cost overruns.
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¢ Limited Contingency: Low float doesn’t provide sufficient contingency to accommodate variations in
activity duration. Contingency is essential for managing uncertainties and mitigating risks. Without it, the

project is less resilient to unforeseen events.

¢ Resource Constraints: Train resource availability, as they may need to be executed concurrently orin
close succession. This can lead to resource bottlenecks, causing delays and negatively impacting

project quality.

¢ Reduced Time for Problem-Solving: There is less time available for problem-solving when issues or
challenges arise. Project teams may not have adequate time to address problems, leading to hurried

decisions, increased stress, and reduced quality of work.

e Decreased Stakeholder Satisfaction: Project stakeholders, including clients and team members, may
become frustrated or dissatisfied when activities consistently operate with very low float. Missed

deadlines and delays can erode trust and confidence in the project's management.

* Inaccurate Critical Path Determination: The critical path is a sequence of activities that determines
the overall project duration. Low float can distort the identification of the true critical path, making it

challenging to focus on the most critical activities for timely project completion.

e Difficulty in Change Management: Low float can make it difficult to accommodate changes in project
scope, schedule, or resources. It limits the ability to adapt to unforeseen circumstances, which can be

particularly problematic in dynamic project environments.

Backdated Activities

Activities that are backdated are those activities where the initial start date falls before the previous schedules
data date. Backdating actual dates in CPM scheduling is detrimental to the overall management of a project.
It compromises transparency, ethics, and the accuracy of project data, potentially resulting in legal and ethical
issues, poor decision-making, and a loss of trust among stakeholders. It is crucial to maintain the integrity of

project data and report actual dates accurately to ensure effective project management and decision-making.

e Falsification of Data: Backdating actual dates involves changing the historical data to make it appear as
though tasks were completed earlier than they actually were. This falsification of data is unethical and
can undermine the integrity of project management and reporting.

* Misrepresentation of Progress: Backdating actual dates can create a false impression of project
progress. It misrepresents the project’s status and can lead to misinformed decision-making by project

stakeholders, including clients, managers, and team members.

e Risk of Legal and Ethical Issues: Falsifying data in project management, including backdating actual
dates, can have legal and ethical consequences. It may violate contracts, regulations, or industry

standards, potentially leading to disputes, penalties, or damage to a company’s reputation.

* Inaccurate Reporting: Accurate project reporting is essential for transparency and effective
management. Backdating actual dates can result in inaccurate reporting of project performance, making

it difficult to track progress, identify issues, and make informed decisions.
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¢ Decreased Trust and Credibility: Project management relies on trust and credibility. Backdating actual

dates can erode trust among stakeholders.

* Impaired Decision-Making: Backdated actual dates can lead to misguided decision-making, as they may
suggest that tasks were completed more efficiently than they were. This can result in overconfidence in

project performance and a failure to address real issues.

¢ Hindered Corrective Action: If project delays or issues are not accurately reflected in actual dates,
corrective actions may not be taken in a timely manner. This can lead to problems festering and growing

worse, potentially jeopardizing project success.

Changed Actual Dates

Changing actual dates in CPM scheduling is detrimental to effective project management and can have ethical,
legal, and practical consequences. It is essential to maintain the integrity of project data and report actual dates

accurately to ensure transparency, accountability, informed decision-making, and the success of a project.

e Falsification of Data: Altering actual dates in the schedule can constitute the falsification of project data.
This unethical practice misrepresents the true status of the project and can damage the integrity of the
project management process.

* Loss of Accountability: Accurate actual dates are essential for tracking and maintaining accountability
within a project. When actual dates are changed, it becomes challenging to attribute responsibility for

delays or issues, which can lead to confusion and a lack of accountability among team members.

* Inaccurate Reporting: Accurate reporting is crucial for effective project management. Changing actual
dates can result in misleading reports that do not reflect the true progress of the project. This can lead to

poor decision-making, as stakeholders rely on inaccurate information.

e Risk of Legal and Ethical Issues: Changing actual dates can have legal and ethical consequences. It
may violate contracts, industry regulations, or professional standards, potentially leading to disputes,

penalties, or damage to an organization'’s reputation.

¢ Impaired Performance Evaluation: Accurate actual dates are used for performance evaluation and
assessment of schedule variances. Changing these dates can distort the assessment of project

performance, making it difficult to understand the causes of schedule delays and take corrective actions.

e Decreased Trust and Credibility: The trust and credibility of a project manager depend on honest and
transparent reporting. Changing actual dates can undermine trust among stakeholders, as it suggests a

lack of integrity and openness in managing the project.

® Poor Decision-Making: Altered actual dates can lead to poor decision-making, as they can create
a false sense of security about the project’s progress. Without accurate data, project managers and

stakeholders may not address real issues in a timely and effective manner.
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Constraints

The use of constraints in CPM scheduling can lead to scheduling inaccuracies, reduced flexibility, increased
risk, and difficulties in managing project scope and resources. It is generally recommended to use constraints
sparingly and only when they are necessary and well-justified, rather than as a routine practice, to maintain the
integrity and effectiveness of the project schedule.

e Lack of Flexibility: Constraints introduce rigidity into the schedule. When specific dates are imposed as
constraints, it limits the ability of the schedule to adapt to changes or unexpected delays.

e Risk of Inaccurate Scheduling: Constraints can result in inaccurate scheduling because they do not
account for the dynamic nature of project activities. Imposing fixed dates on activities may not reflect the

actual dependencies or sequence of tasks accurately, leading to misleading schedules.

¢ Difficulty in Identifying the True Critical Path: Constraints can mask the true critical path of the project.
When constraints are used, they may artificially shift the critical path, making it difficult to focus on the

most critical tasks for timely project completion.

¢ Unrealistic Expectations: Constraints can create unrealistic expectations among project stakeholders
regarding project timelines. These expectations may not align with the actual progress of the project,
leading to dissatisfaction and a loss of trust in the project management process.

¢ Limited Resource Optimization: Imposing constraints can hinder resource optimization. It may not allow
project managers to allocate resources effectively, as fixed dates may not align with resource availability
and project priorities.

e Difficulty in Communication: Imposing constraints can hinder communication among project
stakeholders. It can create confusion and misalignment among team members, clients, and other
stakeholders who may have different expectations based on the constrained dates.

® Reduced Stakeholder Buy-In: When constraints are imposed without clear justification, project
stakeholders may resist or question the schedule. This can lead to a lack of buy-in and cooperation,
making it more challenging to execute the project successfully.

Too High Critical Path %

Having a high percentage of activities on the critical path is not inherently bad, but it does introduce specific
challenges and considerations that project managers should address. Proper project planning, scheduling, risk
management, and resource allocation are essential to successfully manage projects with a significant portion
of critical path activities. Additionally, it's important to communicate transparently with stakeholders about the

potential challenges and risks associated with the project’s schedule.

e Limited Schedule Flexibility: A high percentage of activities on the critical path means that many tasks
have little or no slack (float). This lack of slack makes the project schedule less flexible, and any delays or

disruptions to critical path activities can lead to schedule slippage and project delays.
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* Increased Schedule Risk: When a large portion of activities is on the critical path, there is a higher risk
of schedule delays. Even minor disruptions to critical path tasks can have a significant impact on the
overall project timeline. This increased risk may necessitate more proactive risk management and
mitigation efforts.

e Resource Constraints: With a high percentage of activities on the critical path, resource allocation and
management become crucial. Critical path activities often require more focused attention and resources
to ensure they stay on track.

e Complexity: A high percentage of critical path activities can indicate a complex project with many
interdependencies. Managing such a project can be more challenging and may require greater

coordination and communication among team members and stakeholders.

¢ Increased Management Attention: Projects with a high percentage of critical path activities require more
attention from project managers and stakeholders. Close monitoring, proactive issue resolution, and

efficient resource allocation become even more critical to ensure on-time project delivery.

e Stakeholder Expectations: Stakeholders may have higher expectations regarding project schedule
adherence and performance in projects with a significant portion of activities on the critical path.
Meeting these expectations can be demanding and may require additional effort and resources.

Too Low Critical Path %

While having a low percentage of activities on the critical path has advantages, it's important for project
managers to strike a balance. A schedule with too little on the critical path may lack a sense of urgency and
may not fully reflect the project’s critical aspects. In such cases, it is essential to identify and manage activities
that have a significant impact on project success, even if they are not on the critical path. Additionally, project
managers should regularly monitor the schedule to prevent activities from becoming critical unexpectedly as
the project progresses.

e Inefficiency: A low Critical Path % may indicate that the schedule has been overly padded with extra
time, potentially leading to project inefficiency. It can result in unnecessary delays and resource idle
time, which may increase project costs without adding value.

e Lack of Focus: A low Critical Path % can lead to a lack of urgency among project team members. When
there is too much time allocated to activities, team members may not feel the pressure to complete their

tasks promptly, which can lead to procrastination and decreased productivity.

e Risk of Scope Creep: Project stakeholders may assume there is ample time to introduce additional
tasks or requirements. This can lead to changes in project scope that were not adequately planned
or budgeted.

¢ Unrealistic Expectations: A low Critical Path % can create unrealistic expectations among project
stakeholders regarding project timelines. When actual progress does not align with these expectations,
it can lead to dissatisfaction and a loss of trust in the project management team.
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e Difficulty in Identifying True Critical Activities: It can be challenging to identify which activities are
genuinely critical to the project’s success. This can complicate prioritization and resource allocation,

making it harder to focus on the most critical tasks.

e Potential for Schedule Bloat: A schedule with a low Critical Path % may include many non-critical
activities that do not significantly impact project outcomes. This can lead to a bloated schedule, making
it harder to manage and track essential project activities.

Dangling Activities

These are activities that are unbounded, missing a FS/SS predecessor and/or FS/FF successor. Having dangling
activities in a CPM schedule can lead to scheduling inaccuracies, misrepresentation of task relationships,

and increased project risk. It is essential to ensure that all activities have well-defined logical dependencies

to maintain a clear, accurate, and comprehensive project schedule that accurately reflects the real-world

relationships between tasks.

¢ Lack of Logical Dependency: Dangling activities are tasks that do not have well-defined predecessors
or successors. In a CPM schedule, the proper definition of logical dependencies between activities is
crucial for ensuring that the project schedule accurately reflects how work should be executed. Dangling

activities break this logical chain and may lead to confusion about task relationships.

e Misrepresentation of Project Reality: Dangling activities do not accurately represent the real-world
relationships between tasks. They may create the impression that certain activities can be executed
independently or that there are missing dependencies that could lead to project disruptions. This
misrepresentation can lead to scheduling inaccuracies and unrealistic expectations.

e Risk of Overlooking Tasks: Dangling activities may be overlooked or forgotten in the planning and
execution phases of a project. This can result in incomplete work or the omission of crucial tasks, leading

to project delays and a potential negative impact on project quality.

e Reduced Accountability: When activities lack clear predecessors or successors, it can be challenging to
establish accountability for task completion or coordinate the sequence of work. Team members may
not clearly understand their responsibilities or the order in which tasks should be executed, which can

lead to a lack of accountability.

¢ Impaired Critical Path Analysis: Dangling activities can interfere with the accurate identification of
the critical path, which is a sequence of activities that determines the project’s overall duration. If the
dependencies are not clearly defined, it can be difficult to determine which activities are most critical to

the project’s success.

e Risk of Incomplete Work: Dangling activities may result in incomplete work if they are not accounted
for or managed properly. This can lead to rework, additional costs, and project delays as tasks are
retroactively added to the schedule.
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Decreased Percent Complete

Maintaining accurate progress tracking is vital for transparent, efficient, and successful project management. If
there is a valid reason to change the percent complete for an activity, it should be well-documented, explained to
stakeholders, and based on reliable evidence or data. Changes to percent complete should reflect real progress
and not be manipulated for convenience or to mask issues. This approach helps ensure that the project schedule
remains a reliable and trustworthy tool for effective project management.

¢ Inaccurate Progress Reporting: Decreasing the percent complete of an activity implies that the task
has regressed or made less progress than previously reported. This can lead to inaccurate progress

reporting, making it difficult to assess the project’s true status and make informed decisions.

e Misrepresentation of Project Progress: Updating an activity to show less progress than originally
reported can misrepresent the overall progress of the project. It can create a false impression of

setbacks or delays that may not accurately reflect the project’s actual performance.

e Risk of Underestimating Delays: By decreasing the percent complete, it may become challenging
to identify and address issues and delays promptly. This can result in underestimating the impact of

potential problems, which could lead to more significant schedule slippage.

¢ Inefficient Resource Allocation: If the percent complete is adjusted downward without a valid reason,
resources may be allocated inefficiently. This can lead to resource overallocation or delays in other

project activities that rely on the completion of the task in question.

¢ Reduced Accountability: Decreasing the percent complete can reduce accountability within the project
team. Team members may become less committed to completing tasks on schedule if they perceive that

progress reporting is inconsistent or inaccurate.

¢ Trust and Stakeholder Relations: Inaccurate or inconsistent progress reporting can erode trust and
create friction with project stakeholders. It may affect relationships with clients, team members, and

other parties involved in the project.

Duplicate Activity Names

Using duplicate activity names in CPM scheduling undermines the core principles of clear communication, logical
sequencing, accountability, and accurate tracking of project tasks. It can lead to confusion, miscommunication,
and inefficiencies in project management. To maintain a well-organized and effective project schedule, it is

essential to use unique and descriptive activity names for all tasks within the project plan.

e Ambiguity: Duplicate activity names create ambiguity within the schedule. It becomes unclear
which instance of the activity is being referred to, leading to confusion among project team members
and stakeholders.

® Loss of Traceability: CPM schedules are used to establish logical relationships between activities.
Duplicate activity names make it challenging to trace these relationships accurately, hindering the ability
to identify critical paths and dependencies.
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* Inaccurate Reporting: Duplicate activity names can lead to inaccuracies in project reporting and
documentation. Progress tracking, issue identification, and analysis of schedule variances may become

unreliable due to the confusion created by duplicate names.

e Risk of Overlooking or Duplicating Work: With duplicate activity names, there is a risk of overlooking
or duplicating work. Team members may inadvertently perform tasks they believe are unique but are, in
fact, associated with other similar activities.

e Difficulty in Schedule Management: Managing a schedule with duplicate activity names can be a
logistical challenge. Project managers may spend more time deciphering the schedule and resolving

conflicts, detracting from their ability to focus on other critical project management tasks.

® Error-Prone Updates: Duplicate activity names can lead to errors during schedule updates. When
changes are made to one instance of the activity but not to the others, inconsistencies can occur,

impacting the overall schedule integrity.

e Loss of Historical Data: Duplicate activity names can make it difficult to track historical project data.

This data is essential for lessons learned, project performance analysis, and future project planning.

Duplicate Relationships

A duplicate relationship is a pair of activities which have both a FS/FF or FS/SS relationship. Using duplicate
relationships in CPM scheduling undermines clear communication, logical sequencing, accountability, and
accurate tracking of project tasks. It can lead to confusion, miscommunication, and inefficiencies in project
management. To maintain a well-organized and effective project schedule, it is essential to ensure that all
relationships between activities are unique, accurately reflect the true dependencies, and are free from

inconsistencies and duplications.

e Ambiguity: Duplicate relationships create ambiguity and confusion within the schedule. It becomes
unclear which instance of the relationship is valid or how different dependencies between activities
should be interpreted.

¢ Inefficient Resource Allocation: Duplicate relationships can result in inefficiencies in resource allocation.
Team members may receive mixed signals about task priorities, which can lead to underallocation or

overallocation of resources, causing disruptions in work assignments.

¢ Reduced Accountability: When multiple relationships are associated with the same activities, it becomes
difficult to hold team members accountable for their work. This lack of clarity regarding dependencies

can result in a lack of accountability, making it challenging to ensure that tasks are completed on time.

¢ Inaccurate Scheduling: Duplicate relationships can lead to inaccuracies in the project schedule. The
schedule may not reflect the true critical path or logical sequence of activities, making it difficult to
analyze the impact of schedule changes or delays accurately.

¢ Error-Prone Updates: Duplicate relationships can make schedule updates error-prone. Project managers
and schedulers may inadvertently introduce inconsistencies when making changes to the schedule,

which can lead to inaccuracies and potential disruptions in project execution.
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e Difficulty in Schedule Analysis: Duplicate relationships can complicate the analysis of the project
schedule. Project managers may have difficulty in determining the true critical path, identifying

constraints, and managing schedule constraints accurately.

® Loss of Traceability: CPM schedules are used to establish logical relationships between activities.
Duplicate relationships can make it challenging to trace these relationships accurately, hindering the
ability to identify critical paths and dependencies.

Future Actual Dates

Using actual dates in the future, with respect to the data date, in CPM scheduling can create inaccuracies,

delays in problem identification, a lack of accountability, and issues related to communication and trust. It is
essential to maintain accurate and transparent progress reporting in project schedules to ensure effective project
management and decision-making. Actual dates should reflect when work has genuinely been completed,

providing an accurate representation of the project’s status.

e Misrepresentation of Progress: Actual dates are intended to reflect when specific project activities have
been completed or when milestones have been achieved. Having actual dates in the future falsely
represents that work has already been accomplished when, in reality, it has not. This misrepresentation

can lead to inaccurate progress reporting and decision-making.

* Inaccurate Schedule Analysis: Scheduling tools rely on actual dates to analyze the project’s
performance, calculate schedule variances, and identify the critical path. Future actual dates can distort
these analyses, making it challenging to assess the true status of the project and identify areas that

require attention or adjustment.

¢ Reduced Accountability: When actual dates are set in the future, it becomes difficult to hold team
members and stakeholders accountable for task completion. This can lead to a lack of responsibility and

commitment to meeting project milestones and deadlines.

e Risk of Overlooking Delays: Project managers may inadvertently overlook delays and issues if they
believe that actual dates are in the future. This can result in underestimating the impact of potential

problems and reducing the sense of urgency.

¢ Confusion and Miscommunication: Having future actual dates can lead to confusion and
miscommunication among project stakeholders. Team members, clients, and other parties may not
have a clear understanding of the project’s true status, leading to misunderstandings and unmet

expectations.

e Loss of Trust: Using future actual dates undermines trust and credibility within the project management
process. Project stakeholders may lose confidence in the project management team’s ability to provide

accurate and transparent reporting.

¢ Difficulty in Scheduling and Resource Allocation: Future actual dates can lead to resource allocation
challenges. Project managers may allocate resources based on incorrect information, potentially

resulting in resource overallocation, underutilization, or mismanagement.
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Manually Scheduled Activities or Summary Tasks (.MPP Only)

In some situations, there may be valid reasons to use manually scheduled tasks, such as when a task’s timing
is genuinely uncertain or when the project management software does not support specific scheduling
requirements. However, for most projects, it is generally advisable to take full advantage of the dynamic
scheduling capabilities of project management software to improve schedule accuracy, maintain consistency,
and facilitate efficient schedule management. Manual scheduling should be used sparingly and with a clear

understanding of its potential limitations.

e Lack of Dynamic Scheduling: Manually scheduled activities do not take full advantage of the software’s
dynamic scheduling capabilities. Dynamic scheduling automatically adjusts task start and finish dates
based on changes to dependencies, resource assignments, and constraints, ensuring that the schedule
reflects the most up-to-date information.

e Reduced Schedule Accuracy: Manually scheduled tasks require manual intervention to update start and
finish dates. This can lead to inaccuracies in the schedule if changes are not consistently or correctly

applied. Automatic scheduling helps maintain schedule accuracy and consistency.

e Limited Critical Path Analysis: Manually scheduled tasks may not be considered when identifying the
project’s critical path. This can lead to an incomplete understanding of the most critical tasks for on-time

project completion.

e Complexity in Updates: Manually scheduled tasks require more manual effort to update and maintain,
which can be time-consuming and prone to errors. Automatic scheduling simplifies the update process

and reduces the risk of inaccuracies.

e Risk of Inconsistent Practices: Inconsistent manual scheduling practices among different users can lead
to confusion and difficulties in maintaining a standardized and cohesive schedule.

® Reduced Visibility: Manually scheduled tasks may not provide as much visibility into the schedule’s logic
and dependencies as automatically scheduled tasks. This can make it more challenging to assess the

impact of changes on the project timeline.

e Limited “What-If” Analysis: Manually scheduled tasks can limit the ability to perform “what-if” analyses,
where you can explore the effects of different scenarios on the schedule quickly. Automatic scheduling

simplifies this type of analysis.

Missing Actual Finish Date

Marking activities as 100% complete without setting actual finish dates in CPM scheduling is a misleading
practice that can lead to inaccuracies in progress reporting, schedule analysis, and risk management. It is
essential to report actual progress accurately, reflecting the true status of project activities, to make informed
decisions and effectively manage the project. Actual finish dates are crucial for a precise assessment of progress

and schedule analysis.

e Lack of Precision: Marking activities as 100% complete without specifying an actual finish date lacks
precision. It does not provide an accurate representation of the project’s progress. An activity can be

partially complete without reaching its actual finish date.

SmartPM Technologies, Inc. 14



¢ Misrepresentation of Progress: Setting an activity as 100% complete can misrepresent the project’s
actual status. It can create a false impression of progress when the activity may still have outstanding

work or require additional time.

* Inaccurate Schedule Analysis: Inaccurate progress reporting can lead to misleading schedule analysis.
Without actual finish dates, it becomes challenging to assess schedule variances and the impact of

incomplete activities on the project’s critical path.

* Delayed Problem Identification: Marking activities as 100% complete without an actual finish date can
delay the identification of issues or delays. Project managers may not become aware of problems as
they arise, reducing their ability to take timely corrective actions.

® Reduced Accountability: Incomplete activities marked as 100% complete may result in a lack of
accountability within the project team. Team members may believe their responsibilities are fulfilled
when there is still work to be done.

* Impaired Resource Allocation: Incorrectly marking activities as 100% complete can lead to inefficient
resource allocation. Resources may be released prematurely, causing disruptions and additional effort to

remobilize them for incomplete work.

e Risk of Overlooking Delays: Incomplete work that is marked as complete can lead to underestimating
the impact of potential problems. It may result in inadequate attention to tasks that are not meeting their

planned schedules.

e Difficulty in Performance Analysis: Accurate progress tracking is essential for assessing project
performance and analyzing schedule variances. Marking activities as 100% complete without actual

finish dates can hinder the ability to analyze performance effectively.

Missing Logic

Having activities with missing logic in CPM scheduling can lead to scheduling inaccuracies, confusion, difficulties
in task sequencing, and risks to effective project management. It is essential to ensure that all activities in the
project schedule have well-defined logical dependencies to maintain a clear, accurate, and comprehensive

representation of how work should be executed and to ensure that the project stays on track.

* Incomplete Project Sequence: Missing logic means that there are gaps in the logical sequencing
of activities. The CPM schedule is designed to represent the entire sequence of tasks necessary to
complete the project. Activities with missing logic do not contribute to a comprehensive understanding
of how the project will be executed.

* Lack of Dependency Clarity: Missing logic can result in a lack of clarity regarding task dependencies. In
CPM scheduling, it is essential to define clear relationships between activities to determine the critical
path and schedule constraints accurately.

¢ Uncertain Task Order: Activities with missing logic make it difficult to determine the correct order in
which tasks should be executed. This can lead to confusion among project team members and may

result in tasks being completed out of sequence.
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* Inaccurate Schedule Analysis: An accurate CPM schedule relies on proper logic to assess the project’s
critical path, calculate float (slack), and analyze schedule risks. Missing logic can lead to inaccuracies in
these critical aspects of project management.

e Risk of Overlooking Tasks: When activities lack logical dependencies, they may be overlooked in project
planning and execution. This oversight can lead to incomplete work or missed tasks that are essential for

project success.

e Difficulty in Resource Allocation: Properly defined logic is crucial for effective resource allocation and
management. Activities with missing logic may not receive the necessary resources at the right time,

leading to inefficiencies and potential resource conflicts.

e Confusion and Miscommunication: Missing logic can result in confusion and miscommunication among
project stakeholders. Team members may not fully understand the sequencing of tasks and may execute
them incorrectly.

¢ Impaired Risk Management: Accurate CPM schedules are essential for identifying and managing
project risks. Missing logic can impede risk assessment, making it difficult to anticipate the impact of
changes or disruptions on the project schedule.

One Day Activities

While one-day activities are appropriate for representing certain tasks in a project, it is generally advisable to use
them judiciously and strike a balance between granularity and practicality. A well-structured schedule should
accurately represent task durations, provide sufficient detail for project management, and be understandable to
all stakeholders. Reducing the number of one-day activities can help achieve these goals and make the schedule
more manageable and effective for project planning and execution.

¢ Lack of Realism: One-day activities may not accurately represent the duration required for tasks in a real-
world project. Using too many one-day activities can create an unrealistic schedule that does not reflect

the complexities and actual time needed for work.

¢ Overly Detailed Schedule: A schedule with numerous one-day activities can become overly detailed
and cumbersome to manage. This level of granularity may make the schedule difficult to read and

understand, which can hinder effective communication and project coordination.

¢ Reduced Flexibility: Overuse of one-day activities can limit the schedule’s flexibility. Smaller tasks with
limited duration may not provide much room for maneuvering in the event of minor delays or changes,

potentially leading to schedule disruptions.

¢ Inefficient Resource Allocation: Assigning resources to many one-day activities can result in inefficient
resource allocation. Continuous context switching between short tasks can reduce productivity and

increase overhead.

e Risk of Task Overhead: Small, one-day activities may carry significant administrative overhead. This can
include the time needed to set up and close out each task, which may be disproportionate to the actual

work involved.
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¢ Difficulty in Critical Path Analysis: A schedule with too many one-day activities can make it challenging
to identify the critical path, which is the sequence of tasks that determines the project’s overall duration.

The critical path may become less clear when the schedule is overly detailed.

* Increased Complexity: An abundance of one-day activities can lead to a more complex project
schedule, making it difficult to manage and monitor. Complexity can introduce more opportunities for

errors and inconsistencies in the schedule.

® Impaired Stakeholder Communication: A schedule with an excessive number of short-duration activities
may not effectively convey the project’s progress and status to stakeholders. It can create confusion and

make it challenging to communicate project updates and milestones clearly.

Out Of Sequence

Out-of-sequence activities in CPM scheduling can lead to scheduling inaccuracies, increased risks, challenges in
resource management, and difficulties in tracking project progress. To maintain an effective and accurate project
schedule, it is essential to adhere to the logical sequencing of activities, as defined in the CPM logic diagram.

Properly defined dependencies between tasks help ensure that the project’s schedule reflects the most accurate

and realistic representation of how work should be executed.

e Disruption of Logical Flow: CPM scheduling is based on the logical sequencing of activities, where each
task depends on the completion of its predecessors. Out-of-sequence activities disrupt this logical flow

and can create confusion and misalignment in project execution.

* Inaccurate Schedule Analysis: Out-of-sequence activities can lead to inaccuracies in schedule analysis.
When activities are not executed in the intended sequence, it becomes challenging to assess the critical
path, calculate float, and accurately analyze schedule risks and constraints.

* Increased Schedule Risk: Activities performed out of sequence can introduce risks and uncertainties.
Deviating from the planned sequence may result in delays, increased rework, and difficulties in resource
allocation and coordination

® Resource Allocation Challenges: Out-of-sequence activities may require additional resources or may not

use resources efficiently, which can lead to resource conflicts and overallocation.

* Reduced Accountability: When activities are executed out of sequence, it can be challenging to
hold team members accountable for the correct order and timing of their work. This may lead to

misunderstandings and difficulties in managing responsibilities.

e Difficulty in Monitoring Progress: Accurate progress tracking is essential for effective project
management. Out-of-sequence activities can make it difficult to monitor and assess the status of tasks, as
they may not follow the planned timeline.

¢ Impaired Risk Management: Accurate CPM schedules are critical for identifying and managing project
risks. Out-of-sequence activities can impede risk assessment, making it difficult to anticipate the impact

of changes or disruptions on the project schedule.
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e Complexity in Execution: Performing activities out of sequence may introduce complexity and potentia
confusion for the project team. The need for constant coordination and adjustments can disrupt the

workflow and hinder efficiency.

Relationship: Finish to Finish (FF)

While FF ties are a valid means of representing task dependencies in CPM scheduling, it is generally advisable to

use them judiciously. The key is to strike a balance between accurately representing the project’'s dependencies
and maintaining a schedule that is manageable, adaptable, and clear. High numbers of FF ties can lead to
schedule complexity, inflexibility, and increased risks, making it more challenging to manage and execute the
project successfully. It is important to carefully assess the need for FF ties and consider alternative scheduling

options when appropriate.

e Complexity: A high number of FF ties can make the schedule overly complex and difficult to manage.
The complexity can lead to confusion, errors, and difficulties in understanding the relationships

between tasks.

¢ Reduced Flexibility: A schedule with many FF ties may be less flexible and adaptable to changes. It can
limit the ability to adjust the schedule quickly in response to unexpected events or delays.

* Increased Risk: FF ties can introduce risks related to delays and disruptions. When many activities
depend on the finish of another activity, any delay in the predecessor can have a cascading effect,

potentially impacting multiple subsequent tasks.

® Resource Allocation Challenges: Managing resources efficiently can be more challenging when
numerous FF ties are present. Resource allocation may become constrained, leading to inefficiencies

and potential overallocation of resources.

¢ Lack of Redundancy: High numbers of FF ties can reduce redundancy and flexibility in the schedule.

Having alternative paths to complete tasks can provide more options for managing and mitigating risks.

e Difficulty in Critical Path Analysis: A high number of FF ties can complicate critical path analysis. It may
make it more challenging to identify the true critical path and understand the sequence of tasks that

directly impact the project’s duration.

e Schedule Delays: With a high number of FF ties, the likelihood of schedule delays increases, as any
delay in a predecessor can affect multiple successor tasks. This can lead to missed deadlines and
increased project risks.

e Complexity in Communication: Excessive FF ties can complicate communication and coordination
among project stakeholders. It may be challenging to convey the schedule’s logic and dependencies

clearly to team members and external parties.

e Reduced Transparency: High numbers of FF ties may reduce the transparency of the schedule,
making it difficult for project stakeholders to understand the sequence of work and the relationships

between tasks.
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Relationship: Finish to Start (FS)

While a high number of FS ties is beneficial in many cases, it is essential to strike a balance and avoid over
complicating the schedule. The key is to use FS ties judiciously to accurately reflect task dependencies while

keeping the schedule manageable and understandable.

* Logical Sequencing: FS ties represent logical sequencing, where one task must finish before another
task can start. They help maintain a clear and structured order of work in the project schedule, ensuring

that tasks are executed in the correct sequence.

e Critical Path Definition: FS ties play a crucial role in defining the critical path in a project schedule.
The critical path is the sequence of tasks that determines the project’s overall duration. By accurately
representing these dependencies, the schedule can identify the tasks that must be completed on time

to avoid project delays.

e Efficient Resource Allocation: FS ties help in efficient resource allocation and management. When task
dependencies are well-defined, resources can be assigned in a coordinated manner, ensuring that they

are available when needed to complete subsequent tasks.

® Risk Management: Clearly defined FS ties enable better risk assessment and management. Project
managers can identify potential risks related to task dependencies, allowing them to plan for
contingencies and take proactive steps to mitigate risks.

e Schedule Accuracy: A high number of FS ties contributes to a more accurate schedule. When tasks are
sequenced correctly, it provides a realistic representation of the project’s timeline, making it a reliable
basis for planning and execution.

* Progress Tracking: FS ties facilitate effective progress tracking and reporting. When dependencies are
well-established, it is easier to monitor the status of tasks, identify delays, and take corrective actions to

keep the project on track.

e Coordination and Communication: A schedule with numerous FS ties aids in effective coordination and
communication among project stakeholders. It ensures that team members and external parties have a

common understanding of the work sequence and dependencies.

* Reduced Confusion: A schedule with well-defined FS ties reduces confusion and ambiguity about the
order in which tasks should be executed. It minimizes misunderstandings among team members and

stakeholders.

Relationship: Negative Lag

Negative lag in CPM scheduling is generally discouraged because it can introduce confusion, distort the critical
path, and compromise the integrity of project planning and management. It's important to use positive lag (which
represents a delay between activities) and carefully define logical dependencies in project schedules to ensure

accurate, transparent, and effective project management.

e Ambiguity and Confusion: It's often not clear whether a negative lag represents a lead time or some
other form of schedule manipulation.
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Risk of Acceleration - Used to artificially compress the schedule by indicating that a successor activity

can start before its predecessor has finished.

Loss of Dependency Logic: Disrupt logic by allowing activities to overlap in a way that may not reflect
the true nature of the project.

Inaccurate Critical Path Determination: Negative lag in CPM scheduling artificially accelerates
successor activities, which can distort the true sequence and duration of tasks on the critical path. This

can lead to a misrepresentation of the project’s actual completion time and sequence of critical events.

Reduced Accountability in finishing predecessors: If one activity is allowed to start before its
predecessor is complete, it can be challenging to determine responsibility for delays or issues that

may arise.

Poor Risk Management: By allowing activities to overlap prematurely, it may hide dependencies that
could cause problems if not managed properly.

Relationship: Positive Lag

While there may be situations where positive lag is justified and necessary, it should be used sparingly and with

a clear, well-documented rationale. Generally, CPM scheduling aims to accurately reflect task dependencies and

the logical sequencing of work to provide a clear and realistic project schedule. Introducing unnecessary positive

lag can hinder these goals and create issues related to clarity, accuracy, and effective project management.

Lack of Clarity: Positive lag can introduce ambiguity and lack of clarity in the schedule. It is often difficult
to determine the specific reasons for inserting positive lag, making it challenging to interpret the logic
behind task relationships.

Misrepresentation of Dependencies: CPM scheduling relies on accurately representing dependencies
between tasks. Positive lag can distort these dependencies and may not accurately reflect the real-world

relationships between tasks.

Reduced Schedule Precision: Positive lag can reduce the precision of the schedule. The schedule should
aim to reflect the most accurate and realistic representation of task dependencies, and positive lag may

result in inaccuracies.

Risk of Inaccurate Critical Path Analysis: When positive lag is introduced without a clear reason, it can
lead to inaccuracies in the identification of the critical path. The critical path is the sequence of tasks that

determines the project’s overall duration, and misrepresenting dependencies can impact this analysis.

Misleading Reporting: Introducing positive lag can lead to misleading progress reporting. It may appear
that certain tasks are ahead of schedule when, in reality, they are not. This can impact decision-making

and lead to mismanagement of resources.

Risk of Overlooking Problems: Positive lag can mask potential problems and delays in the project.
Project managers and stakeholders may not be aware of issues until they become critical, reducing the

time available for corrective actions.
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¢ Reduced Accountability: Inserting positive lag can lead to a lack of accountability for task delays or
dependencies. Team members may not feel responsible for keeping the project on track if there is

unnecessary lag built into the schedule.

e Complexity: Positive lag can introduce complexity into the schedule without clear benefits. It makes the

schedule harder to manage, read, and understand, leading to potential confusion among stakeholders.

® Resource Allocation Challenges: Positive lag can disrupt resource allocation and utilization. It may
result in inefficient use of resources and resource conflicts due to the artificial delays introduced by

positive lag.

Relationship: Start to Finish (SF)

While there may be (limited) valid scenarios where SF ties are justified, they should be used judiciously and
with a clear, well-documented rationale. The key is to strike a balance between accurately representing task
dependencies and maintaining a schedule that is clear, transparent, and adaptable to changes. High numbers
of SF ties can introduce confusion, complexity, and the risk of schedule delays, which can hinder effective

project management.

* Ambiguity: SF ties can introduce ambiguity and lack of clarity in the schedule. It may be difficult to
determine why SF ties are used and what specific purpose they serve in task sequencing.

¢ Unconventional Logic: SF ties represent a less common type of task dependency compared to
finish-to-start (FS) ties, which are more intuitive and widely understood. The use of SF ties can deviate
from conventional project management practices, potentially causing confusion among team members
and stakeholders.

* Misrepresentation of Dependencies: SF ties may not accurately represent the real-world dependencies
between tasks. This can lead to inaccuracies and distortions in the schedule, making it challenging to

assess the impact of delays or changes.

¢ Risk of Schedule Delays: SF ties can introduce unnecessary dependencies, potentially leading to
schedule delays. These dependencies can create constraints and limit the flexibility of the schedule,

making it less adaptable to changes.

e Limited Transparency: A schedule with a high number of SF ties may lack transparency and clarity,
making it difficult for team members and stakeholders to understand the sequence of work and
task relationships.

e Complexity: SF ties can add complexity to the schedule without clear benefits. This complexity can

hinder effective communication, coordination, and management of the project.

e Difficulty in Critical Path Analysis: SF ties can complicate critical path analysis, which is essential for
determining the sequence of tasks that directly impact the project’s overall duration. The presence of
SF ties may make it challenging to identify the true critical path.

¢ Misleading Reporting: Introducing SF ties can result in misleading progress reporting. It may appear

that certain tasks are progressing according to schedule, when in fact, they may be delayed.
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Relationship: Start to Start (SS)

While there may be valid scenarios where SS ties are justified, they should be used judiciously and with a clear,
well-documented rationale. The key is to strike a balance between accurately representing task dependencies
and maintaining a schedule that is clear, transparent, and adaptable to changes. High numbers of SS ties can

introduce confusion, complexity, and the risk of schedule delays, which can hinder effective project management.

e Ambiguity: A high number of SS ties can introduce ambiguity and lack of clarity in the schedule. It may
become challenging to determine why SS ties are used and how they affect task dependencies.

® Unconventional Logic: SS ties represent a less common type of task dependency compared to
finish-to-start (FS) ties, which are more intuitive and widely understood. The use of SS ties can deviate
from conventional project management practices and potentially lead to confusion among team

members and stakeholders.

* Misrepresentation of Dependencies: SS ties may not accurately represent the real-world relationships
between tasks. This can lead to inaccuracies and distortions in the schedule, making it difficult to assess

the impact of delays or changes accurately.

e Limited Transparency: A schedule with a high number of SS ties may lack transparency and clarity,
making it difficult for team members and stakeholders to understand the sequence of work and
task relationships.

e Complexity: SS ties can add complexity to the schedule without clear benefits. This complexity can
hinder effective communication, coordination, and management of the project.

¢ Reduced Resource Allocation Flexibility: SS ties can introduce constraints on resource allocation,

limiting the flexibility to allocate resources based on project priorities and availability.

¢ Resource Overallocation: The use of SS ties may lead to resource overallocation, as resources may be
assigned to tasks that may not necessarily depend on each other in a logical manner.

¢ Misleading Reporting: Introducing SS ties can result in misleading progress reporting. It may appear
that certain tasks are progressing according to schedule, when in fact, they may be delayed.

Remaining Duration Discrepancy

To ensure the accuracy and effectiveness of a CPM schedule, it is essential that the remaining duration,
remaining percent complete, and planned duration for each activity align properly. This helps project managers
make informed decisions, monitor progress accurately, and communicate effectively with stakeholders. Any
inconsistencies should be investigated, and corrections made to ensure that the schedule reflects the true status

of the project.

* Inaccurate Progress Reporting: When the remaining duration, remaining percent complete, and planned
duration do not align, it suggests that the activity's progress is not accurately reported. Inaccurate

progress reporting can lead to a distorted view of the project’s status and progress.
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e Difficulty in Tracking: The purpose of CPM scheduling is to provide a clear and reliable way to track and
manage project progress. Conflicting information about an activity’s remaining duration and progress
makes it challenging to monitor and control the project effectively.

e Risk of Misinterpretation: Stakeholders, including project managers, team members, and clients,
rely on the schedule to understand the project’s timeline and progress. Conflicting data can lead to

misinterpretation and misunderstanding, potentially affecting decision-making.

¢ Resource Allocation Challenges: Inaccurate reporting can result in inefficient resource allocation. If an
activity's remaining duration is underestimated, it may lead to resource shortages when they are needed

elsewhere in the project.

e Schedule Delays: Conflicting data can mask actual delays in an activity. If the remaining duration is too
short compared to the remaining work, it may lead to a schedule that inaccurately shows the project as
on track when it is not.

e Risk of Unresolved Issues: Conflicting information may hide problems or issues within an activity. This
can result in project managers not addressing important matters promptly, potentially leading to larger

problems in the future.

e Inefficient Project Management: Accurate progress tracking is crucial for efficient project management.
When there are inconsistencies in the schedule data, project managers may spend more time resolving

discrepancies and less time on proactive management and problem-solving.

e Misaligned Expectations: Conflicting data can create misaligned expectations among project
stakeholders, potentially causing frustration and dissatisfaction when progress does not match what was
initially reported.

Resource Loaded Activities

Not having a cost and resource-loaded schedule can lead to incomplete project management, resource conflicts,
inefficiencies, cost overruns, and difficulties in risk management and decision-making. To effectively plan,
execute, and control projects, it is generally advisable to create schedules that include resource allocation and
cost information, providing a more comprehensive and accurate view of the project’s progress and performance.

¢ Resource Conflicts: Failing to load resources into the schedule can lead to resource conflicts and
overallocations. You may not be able to identify instances where multiple tasks require the same

resource simultaneously, potentially causing delays and inefficiencies.

¢ Inefficient Resource Utilization: A resource-loaded schedule helps in efficient resource utilization.
It ensures that resources are assigned to tasks when needed, reducing the risk of idle time or

underutilization of resources.

e Lack of Cost Control: Without cost loading, you cannot monitor project costs effectively. It becomes

challenging to track the budget, forecast costs, and control expenses throughout the project’s lifecycle.
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¢ Risk Management: Cost and resource data are crucial for risk management. A resource-loaded schedule
allows you to assess resource-related risks and adjust the schedule or allocate additional resources
when necessary to mitigate potential delays.

* Inaccurate Performance Measurement: Cost and resource data are essential for performance
measurement. Without a resource-loaded schedule, it is challenging to assess progress, productivity,

and the earned value of work completed.

¢ Decision-Making: Project managers and stakeholders make critical decisions based on the project
schedule. Not having a resource and cost-loaded schedule can lead to uninformed decisions and

increased project risks.

e Integration with Other Systems: In many organizations, project schedules need to integrate with other
systems, such as financial and enterprise resource planning (ERP) systems. A resource and cost-loaded

schedule provides the necessary data for seamless integration.

e Compliance: In some industries and for certain projects, cost and resource-loaded schedules may
be a requirement for regulatory compliance. Failing to meet these requirements can result in legal or
contractual issues.

Started with 0%

It is important to report actual progress accurately. If an activity has started but no work has been completed,

it should be marked accordingly, indicating the percentage complete accurately, even if it is 0%. This provides

a clear, honest representation of the project’s status, allowing project managers to make informed decisions,
track progress effectively, and address issues promptly. That being said, Having an activity with an actual start
but marked as 0% complete in CPM (Critical Path Method) scheduling is generally considered a bad practice for

several reasons:

* Inaccurate Progress Reporting: Marking an activity with an actual start but 0% complete does
not accurately reflect the work’s status. It can be misleading and create confusion among project
stakeholders about the true progress of the activity.

® Misrepresentation of Work: CPM scheduling aims to provide an accurate representation of the project'’s
status and progress. An activity with an actual start but no completed work may indicate that the activity

is underway, but the schedule does not reflect the actual work performed.

* Lack of Accountability: Incomplete work that is marked as 0% complete may reduce accountability
within the project team. Team members may not feel responsible for the work remaining on the activity,
assuming it is already accounted for in the schedule.

* Delayed Problem Identification: When activities are marked with an actual start but 0% complete, it
may be challenging to identify problems or issues in a timely manner. Project managers need accurate

progress information to address issues and take corrective actions promptly.
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e Risk of Misinterpretation: Stakeholders may misinterpret the status of an activity marked as 0%
complete with an actual start. They may assume the activity is progressing as planned, when in reality,
it may be experiencing delays or other issues.

¢ Impaired Critical Path Analysis: Accurate progress reporting is essential for critical path analysis,
which determines the sequence of tasks that impact the project’s overall duration. Marking activities

inaccurately can affect the identification of the critical path.

¢ Misleading Reporting: Reporting an activity with an actual start but 0% complete can provide a false

sense of progress, potentially leading to ineffective decision-making and resource allocation.

Summary Bar Logic Ties (.MPP Only)

While summary bars are useful for high-level project visualization and grouping related tasks, they are not
suitable for representing detailed task dependencies and logic. To maintain an accurate and manageable
schedule, it is generally advisable to use individual tasks or work packages to define task dependencies. Logic
ties should be applied at the task level, providing a more precise, detailed, and accurate representation of the
project’s schedule and dependencies.

e Lack of Precision: Summary bars in project scheduling software represent high-level groupings of tasks
or sub-projects. Tying logic directly to summary bars lacks precision and detail, making it challenging to
accurately represent task dependencies and sequencing within those groups.

e Difficulty in Critical Path Analysis: Tying logic to summary bars can complicate critical path analysis. It
may not be clear which tasks within the summary are driving the project’s critical path, making it difficult
to identify where delays may occur.

e Limited Control: Summary bars are often used for high-level planning and visualization, and they may
not offer the level of control and flexibility needed to manage task dependencies effectively. When logic
is tied to summary bars, it may not be as adjustable as needed.

¢ Risk of Misrepresentation: Logic ties to summary bars may misrepresent the true dependencies within
the grouped tasks. This can lead to inaccuracies in the schedule and a lack of clarity regarding how tasks
are related to each other.

¢ Inefficient Resource Allocation: Tying logic to summary bars may result in inefficient resource allocation.
It may not be possible to assign resources to individual tasks within the summary, potentially leading to

resource constraints and inefficiencies.

e Limited Progress Tracking: Summary bars often do not allow for precise progress tracking at the task
level. This can make it difficult to monitor and report on the status of individual tasks, which is essential

for effective project management.

¢ Resource Conflicts: Resource conflicts or overallocations may not be readily apparent when logic is
tied to summary bars. This can lead to resource allocation issues that go unaddressed until they
become critical.
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e Schedule Complexity: Tying logic to summary bars can introduce complexity into the schedule,
particularly if there are many tasks within the summary. This can make the schedule more challenging to

manage and understand.

Total Relationships

It's essential to strike a balance in CPM scheduling, representing task dependencies accurately without
introducing unnecessary complexity. The goal is to create a schedule that provides a realistic depiction of the
project’s logic and dependencies, allowing for effective project planning and management. While an extremely
high total relationship ratio can introduce complexity and challenges, a well-balanced ratio ensures that the

schedule aligns with the project’s actual requirements and complexities.

¢ Lack of Realism: A low total relationship ratio may suggest that the schedule lacks realism. In real-world
projects, most tasks have dependencies on other tasks, and these relationships need to be accurately

reflected in the schedule.

® Incomplete Representation: A schedule with a low total relationship ratio may fail to represent all the
critical dependencies among tasks. This can result in an incomplete and potentially inaccurate depiction

of the project’s logic and sequencing.

e Critical Path Distortion: The critical path in a CPM schedule is the sequence of tasks that determines the
project’s overall duration. A low total relationship ratio can distort the critical path analysis, as it may not

accurately identify the sequence of tasks with the most significant impact on project duration.

® Resource Allocation Challenges: A lack of relationships can lead to inefficiencies in resource allocation.
Resource assignments and leveling depend on task dependencies. Without these dependencies,

resources may not be allocated optimally, potentially causing overallocation or underutilization.

e Risk of Schedule Delays: Simplified schedules with a low total relationship ratio may not adequately
account for risks and potential delays. Missing dependencies can lead to issues when problems arise or

when adjustments are needed.

¢ Inadequate Progress Tracking: Progress tracking becomes challenging with an oversimplified schedule.
It may be difficult to measure and report on the status of individual tasks when the relationships are not

accurately represented.

e Miscommunication and Misunderstandings: Simplified schedules can lead to miscommunication and
misunderstandings among project stakeholders. It may be unclear how tasks are related and dependent

on each other, resulting in confusion and potential conflicts.

Unstatused Activities

It is essential to maintain a schedule that accurately reflects the project’s current status and timelines. Scheduling
activities earlier than the data date can create an inaccurate representation of project progress, hindering
effective project management and decision-making. Accurate and realistic scheduling helps ensure transparency,

accountability, and the ability to track and manage progress effectively.

SmartPM Technologies, Inc. 26



e Lack of Realism: Planning activities with dates earlier than the data date is unrealistic and can lead to
a distorted schedule. It may create the impression that work is completed or in progress before it has

actually started.

¢ Misleading Information: Scheduling activities with dates earlier than the data date can provide
misleading information about the project’s status. It may lead stakeholders to believe that the project is

ahead of schedule when, in fact, it may be delayed.

¢ Risk of Overconfidence: A schedule with activities scheduled earlier than the data date can lead to
overconfidence in project progress. Team members and stakeholders may assume that the project is in

better shape than it actually is.

® Incorrect Critical Path Analysis: The critical path, which represents the longest sequence of tasks that
determines the project’s duration, can be affected by scheduling activities earlier than the data date.

This can lead to an inaccurate assessment of the critical path and the project’s overall timeline.

¢ Lack of Accountability: Scheduling activities with planned dates earlier than the data date may reduce
accountability among project team members. They may believe that work is already in progress when it

isn't, leading to complacency.

e Inaccurate Progress Tracking: Accurate progress tracking relies on a realistic schedule. Scheduling
activities earlier than the data date makes it challenging to track and report on progress accurately.

¢ Risk of Missed Delays: By scheduling activities ahead of the data date, potential delays or issues may
not become apparent until they have a cascading effect on the project schedule. This can lead to missed
opportunities for corrective actions.

e Complex Schedule Management: Inaccurate scheduling practices introduce complexity into schedule
management. It may become challenging for project managers to manage tasks, resources, and
dependencies effectively.
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