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Best Practices

For Project Managers 
and Project Teams



Project Management is a culture not a process

3/30/2005 Joel Saren ©20052

Best Practices

1. Defining “Done”
2. Communications
3. Dates
4. Milestones
5. 80 Hour Rule
6. FS, SS, FF & Lags

7. Risk Management
8. Locking the baseline
9. Network Diagram/Gantt 
10. Project Plan Owners
11. Surprises (not)
12. No Dead Bodies
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“Done”

“Done” is defined for two reasons
1. Definition of Acceptance Criteria so everyone 

(project team, stakeholders, and customers) 
know when the project (phase, version) is 
DONE, FINI, COMPLETE, CAPUT)

2. When project team members can be reassigned 
to other projects.
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Communications

Help your customer to be successful
The more you communicate to your customer the 
more he/she can communicate to their boss.  
The more information you provide to your customer 
the more data they will have to communicate to their 
bosses.
The more you tell them the less need they will have 
to come seek you out to ask.
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Communications - Reporting

Two forms of reporting
Inbound
Outbound
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Communications - Reporting

Inbound Reporting (via PWA)
With PWA (Project Web Access) team members 
report their weekly project activities and NON 
project activities “What things did I do that 
prevented me from completing my assigned task.”
Full and open communications – if a team 
member cannot complete an assigned task as 
scheduled, as promised, as planned, then the 
project manager NEEDS TO BE TOLD.
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Communications - Reporting

Inbound Reporting (without PWA)
With weekly task report team members report 
their weekly project activities and NON project 
activities, “What things did I do that prevented me 
from completing my assigned task.”
Full and open communications – if a team 
member cannot complete an assigned task as 
scheduled, as promised, as planned, then the 
project manager NEEDS TO BE TOLD.
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Communications - Reporting

Outbound Reports by Team Members
One of the best ways to be successful is to help your boss 
to be successful.
One of the best ways to help your boss to be successful is 
to communicate
One of the best to communicate is to provide weekly (or in 
some situations daily) task reports
The Project Manager needs to know about your progress 
and if anything is preventing you from completing your 
assigned tasks.
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Communications - Reporting

Outbound Reports by Project Managers
One of the most important jobs you have is to 
keep your boss (customer) totally current with all 
issues, successes, or failures of your project, 
project progress, and project team.
Give your boss a report he/she can send to his 
boss.  Make them look good and you will shine.
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Sample Executive Summary Report

This type of Weekly
Executive Summary
Report “QUICKLY” tells
the recipient the progress 
and page 2 identifies 
Potential problem areas
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Sample Executive Summary Report 2

Page 2 of the report 
identifies potential 
problem areas, identifies 
and tracks change orders



Project Management is a culture not a process

3/30/2005 Joel Saren ©200512

Dates

Only “1” date should be entered in a project 
plan (Project Start Date)*
All other dates should be a result of 
Predecessors
* Exception (e.g. training, hardware delivery, 3rd party products)
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Dates

All project dates should 
be a result of previous 
tasks.
Tasks need to be linked 
and rely on F/S, S/S, 
F/F.
Using Lags +/-
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Working with Dates in MSProject

Start/Finish (Scheduled Start/Finish)
% Complete

Actual Start/Finish
Baseline1 Start/Finish



Project Management is a culture not a process

3/30/2005 Joel Saren ©200515

Milestones

A Milestone is a stake in the ground
A typical Milestone has a ‘0’ Duration
Some tasks maybe assigned as a Milestone
Milestones are good for everyone
They communicate project success status
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80 Hour Rule

Keane Consulting says, “No Work Package 
(task) should be greater than 80 hours.”
Break the work down into meaningful 
achievable work
Completing smaller tasks gives a sense of 
accomplishment
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F/S, S/S, F/F

All tasks CAN BE linear or 
Some tasks can be linear or
Both
Some tasks can be:
– Finish/Start
– Start/Start
– Finish/Finish
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Fast Tracking and Lags

Starting one task before the predecessor is 
Finished is Fast Tracking
A Lag is: 
– F/S – 1day
– S/S + 1 hour
– F/F + 1 hour
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Identifying Risks and Mitigations

Known Knowns
Known Unknows
Unknown Unknowns
The art of managing Risks is to plan for them 
or plan on mitigating them.  Definitely not 
ignoring them.
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Baselining, Locking the Baseline

Setting the Baseline protects the Project 
Manager
Resetting the Baseline should never be done 
unilaterally by the Project Manager.  Should 
only be done with stakeholder and 
customer’s approval
The Baseline dates is your protection



Project Management is a culture not a process

3/30/2005 Joel Saren ©200521

Gantt Chart / Network Diagram
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Owners of the Plan

Who owns the project plan?
You do!
There is only one version of the project plan 
and you have it.
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Surprise!

NO SURPRISES!!!!
Everyone talks to everyone else.  
Your team communicates with you and you 
communicate with them.
You communicate with your customer
Everyone knows everything
NO SURPRISES!!!!
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No Dead Bodies

Managing a project is not a license to shoot 
the messenger or kill your resources.


