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PREFACE
® . . . .
Preparation of this user's guide was sponsored by the US Army
Mobility Equipment Research and Development Command (MERADCOM) to provide
Project Managers (PM) with a general guide to project planning, scheduling
\ and control. This user's guide is designed to assist the PM in the use of
‘ the PRIME/VIS1ON automated project information management system.
F
E The work on preparation of this user's guide was performed under
% Contract No. DAAK70-81-D-0031, Task Order No. 0004. The contracting officer's
® technical representative is Mr. K. Jerry Dean (DRDME-US). The principal
points of contact for this Task Order are Mr. Bi1l Andrews (DRDME-BS),
Mr. Bi11 Phillips (DRDME-BI) and Ms. Jean Hi11l (DRDME-BS).
{

Accession For

NTIS GRe&l
DTIC TAB
k Unannnmneced

Jgii’icatio

By.
Distribation/

—— ]
Availalbility Codes
7‘ ,’Ava il and/or

Dist Special

A

(L)




0\ ]

SECTION

APPENDIX

m o O o >

-~
':J;chdnhi
:

TABLE OF CONTENTS

TITLE

PREFACE

TABLE OF CONTENTS

LIST OF FIGURES AND TABLES
INTRODUCTION

Background _
Purpose and Objectives
Organization of the Handbook

PROJECT PLANNING AND MANAGEMENT

General

Initial Planning
Near-Term Planning

Logic Checking

Scheduling the Network
On-Going Project Management

THE VIS1ON PROJECT INFORMATION MANAGEMENT SYSTEM

Concept and Philosophy
Structure and Organization of VISION
Applications

APPLYING VIS1ON PROJECT MANAGEMENT

Introduction

Generating the LCMM

Project Scheduling

Generating Project Networks and Activity Reports
Project Tailoring

Project Statusing

DEFINITIONS

REFERENCES

LIFE CYCLE MANAGEMENT MODEL (LCMM)
WORKING WITH VIS1ON

VIS1ON CODE TITLE LIBRARY

ii

LI T S S i PN W WA P e,

'
— Wk ke N NIW e = W

o (‘oww w Nl.\)NI‘JNN N =t
w

A-1
B-1
c-1
D-1
E-1




FIGURE

1-1

2-1
2-2
2-3
2-4
3-1
3-2
3-3
3-4
3-5
3-6
3-7
3-8
3-9
3-10
3-11
3-12
3-13
3-14
A-1
E-1

TABLE

2-1

LIST OF FIGURES

...........

TITLE PAGE
MERADCOM'S Automated Life Cycle Management System

for ADP Acquisition 1-2
Project Management Concepts and Actions 2-2
MERADCOM ADPS Life Cycle Management Model 2-5
VISION PIMS Features 2-8
Task Two Report Activity Information 2-12
VISION System Configuration 3-4
Interactive Communication 3-5
PRIME PT-45 Keyboard 3-6
VIS1ON Special Keys 3-7
VISION Mode Transfer Function Keys 3-8
VISION Specific Action Function Keys 3-9
VISION Video Screen Family 3-11
Data Modify System 3-12
Data Display System 3-13
Scheduling System 3-14
Report System 3-15
Plot System 3-16
Run Control System 3-17
Batch Entry System 3-18
Example PERT Network Diagram A-2
VISION Code Title Library Master List E-4

LIST OF TABLES

Schedule Terms 2-20

iii




k'.&'.sisf:ff?t!- PR YA

)
o
1.1 BACKGROUND
® ‘N\\\\\\\\:ﬁ Successful management of Automatic Data Processing Systems

(ADPS) acquisition projects requires careful planning, scheduling
and coordination of many complex interrelated activities. The US
Army Life Cycle Management System (L_CMS) for the acquisition of ADPS
® is a multi-year, multi-phased cycle which includes approximately one
hundred activities and milestones. The activities within the life
cycle process have many subtle relationships and interrelationships
that a Project Manager (PM) must carefully consider if the project is to
e avoid schedule slips, tests deficiencies, cost overruns, and meet re-
quirements. When all of the 1ife cycle activities are taken collec-
tively, project management becomes a time consuming and difficult
task. Existing policy guidance in the form of regulations, supplements
e and technical bulletins is voluminous. The fact that this policy guid-
ance is at times, contradictory, vague and confusing only adds to the
difficulty of project management.

In order to reduce the complexity and time investment by PM's

¢ in the acquisition cycle, the Command has developed a Life Cycle Manage-
ment Model (LCMM) which graphically displays, in PERT network form,
the interrelationship of all activities and milestones in the LCMS.

s This LCMM has been automated on the VISION project information manage-
ment system (PIMS) and can be accessed by project managers for use as a
guide or template to the acquisition process. S L

- Figure 1-1 visually depicts the LCMS as it has been automated

) on the VISION Project Information Management System (PIMS). The LCMM
is tailored to meet the specific requirements of an individual project;
this forms the Individual Project Model. This individual model then

» serves as the management roadmap uniquely suited to a project, and
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becomes a part of the Command's on-going Project Data Base. Through
the use of the VISION system, reviewing, reporting, scheduling and
control of a project can be greatly facilitated. The VISION system is

a powerful information management tool that enhances management capabil-
ities by the ease and speed with which project data can be assembled,
analyzed and presented. Automated project scheduling and network plot
and activity report generation (noted in Figure 1-1) are just a few of
the capabilities of the VISION PIMS.

In summary, the LCMS at MERADCOM is the cornerstone on which
effective project management is built. The primary features of this
system are:

° Life Cycle Management Model, which serve as a guide or
templates to developing an individual project model.

° The VISION PIMS, which assists with project information
management by automating project scheduling, and net-
work plot and report generation.

1.2 PURPOSE AND OBJECTIVES

This handbook is designed to acquaint the PM with the Life
Cycle Management System at MERADCOM, and guide him through the critical
management processes associated with this system. The primary focus
will be on the presentation of management concepts, tools and skills
which will assist the PM in the planning, scheduling and control of his
project. The PM will become familiar with the sequence of actions
specific to the establishment and management of an individual project
model, and the use of the management tools and techniques that facil-
itate these actions. The topics and concepts are presented in such a
way as to be applicable to all projects and project phases.
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® 1.3 ORGANIZATION OF THE HANDBOOK

The organization of this hand book basically reflects the
sequence of actions the PM would normally perform in the process of
® initiating and managing an ADPS acquisition project. Section 2 is
devoted to the "desk-top" planning and analysis of a project from its
initiation to on-going management. Section 3 provides introductory
information on the VISI1ON PIMS, its features, organization and struc-
PY ture. Section 4 sequentially presents the "how-to" skills required
to operate the VISI1ON PIMS. Supplemental information is provided in
the appendices that accompany this handbook. These appendices provide
definitions, references, and further information on specific topics.

¢ The handbook is designed to be used in two ways. For the
PM who is initiating a project under MERADCOM's LCMS for the first
time, the handbook should be followed step-by-step in the order in which

® the material is presented. This ensures that all relevant topics will
be covered in their proper order and as they will generally arise dur-
ing the course of most projects. As the PM works through Section 2,
specific references will direct him to Section 4 where he may begin
using the VISION system. However, it is strongly recommended that the

¢ material presented in Section 3 be read before an attempt is made to
use the VISION system. The second way this handbook may be used is as
a reference document. PM's already familiar with MERADCOM's LCMS,
or those involved only with 1ine management, may wish to use the

' handbook to review only those sections or appendices required to meet
a specific need. For example, a PM may not recall the exact steps
required to modify the duration of an activity. In this case he would
proceed directly to Section 4.5.

 J
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SECTION 2
PROJECT PLANNING AND MANAGEMENT

2.1 GENERAL

The purpose of this section is to present and illustrate the
concepts and actions involved in the planning and management of an
ADP acquisition project. These concepts and actions are summarized
at Figure 2-1. Emphasis will be placed on the use of management tools
and techniques used to plan, schedule and control an individual project.
The practical examples used in this section are designed to illustrate
typical actions the PM will complete during the management of an ADP
project. The actions presented are, with some variation, equally
applicable to all projects.

The basic goal of an ADP acquisition project is to develop
and acquire ADP systems while incurring the least expenditure of
resources. This is a goal. Intervening factors and circumstances will
often compromise this goal, but it serves as a guideline around which
decisions can be made about a project. To approach this goal, the PM
will need a plan or strategy that is unique to his own project require-
ments. This strategy will clearly show all of the activities, events
and milestones required to complete a project or project phase. It
will further show the interrelationship of these elements, the overall
project schedule and will serve as a guide or roadmap for completion
of the project as a whole. The formulation of this acquisition strategy
is essential to successful project management. :

The balance of this section will be devoted to presenting
the necessary actions required to develop and implement an acquisition
strategy. It is a manageable task when a logical step-by-step approach
and the appropriate elements of MERADCOM's Life Cycle Manaéement System
are used. There is no set formula for project planning because every
project is unique. However, by considering each of the topics presented,

2-1




1. Organize, Gather Information,

INITIAL PLANNING Review Guidance
2. Determine Required Phases

3. Obtain and Schedule LCMM

4. Generate LCMM Activity Repor’
and Network Plot

5. Review and Tailor LCMM
Activities

NEAR-TERM PLANNING

LOGIC CHECKING Check Network Logic

Schedule Project
Review Network Logic

Generate Project Activity
Report and Network Plot

10. Fine-Tune the Schedule

SCHEDULING THE
NETWORK

11. Status the Project

12. Evaluate and Retailor as
Necessary

13. Generate Project Information
Reports

ON-GOING PROJECT
MANAGEMENT

,—-—/\-’\~\-—-\,—M~\-—-\
® o~ o

Figure 2-1. Project Management Concepts and Actions
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) the PM will have the opportunity to analyze his or her own project in
detail. As a result, valuable experience with the concepts and techni-
ques of project management and the use of available project management
tools will be gained. This experience can then be applied to the suc-

o cessful management of any ADP acquicition project.

The step-by-step approach to develop and implement an acquisi-
tion strategy is organized sequentially under the following topics:

@

2.2 Initial Planning

2.3 Near Term Planning

2.4 Logic Checking

o 2.5 Scheduling the Network

2.6 On-Going Project Management

2.2 INITIAL PLANNING

r. At the start of any project there will he uncertainties in
the PM's mind as he focuses on the question: Where do I start? There
is a Life Cycle Management Model, guidance, regulations, technical
bulletins, computer support, etc., all designed to make the job of pro-

o
ject management an easier one. But these elements will require organi-
zation and synthesis to be effective as project management aids.
Essentially, the PM must now begin the task of organizing the various
les project management tools, gathering together important project initia-
tion information and reviewing all relevant guidance.
Example:
feo
ORGANIZE - GATHER INFORMATION - REVIEW GUIDANCE
In Division A, a PM has been assigned to acquire
a number of CRT's and a PASCAL compiler, based on an
les established need in this area. As a first step, he
2-3
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notes all relevant guidance he has received from his
division chief regarding the acquisition, including
projected schedules, budget, equipment specifications,
etc. He obtains a copy of AR 18-1 and begins to com-
pile the technical bulletins. He also obtains a copy
of Management of Army Automation Systems Study - Task 2

and 3.1 With these in hand, he now has a solid, well
organized information base with which to begin the task
of project management.

Because no project manager is expected to prepare a detailed
acquisition strategy for several years in advance, it is an accepted
practice to prepare a detailed, near-term plan and a more general long-
term plan as a part of the overall acquisition strategy. For this
reason, the PM should tailor the LCMM for near-term project require-
ments and use the LCMM activities as presented for the more general
Tong-term plan. Details can then be incorporated into the individual
project model as goals and requirements become clear.

Near-term planning requirements will vary dependent upon the
nature of the LCMM used to establish the individual project and the
specific requirements of the project. Depicted in a simplified form in
Figure 2-2, is the basic route the acquisition of an ADPS can take.

The activities, events and interrelationships of this route form the

basis of the Life Cycle Manage Model (LCMM).g/ The LCMM, however, actually

consists of five separate nodels, each representing a phase in the ADPS
1ife cycle process. Taken collectively, the five phases are composed
of approximately 100 activities spanning over 3 years.

DETERMINE REQUIRED PHASES

Before near-term planning can begin, the PM should consider
the appropriateness of each phase to his project as a whole. Because

Y Science Applications, Inc.; December 1982.
g/ For further information on the LCMM, see Appendix C.

2-4




s|apoy juduwadbeuel 31247 3a4LT WOIAVYIW

*2-2 d4nbi4

NOILYY3d0 aNY IN3IWd0T3IA3Q N9IS3d IN3IWd0T3IA3A SISATVYNY
IN3WAOTd3d WILSAS ONY NOILINI43d 1d3IN0D NOISSIW ONINNILNOD
Al 3ISVHd IIT 3SVHd IT 3SVHd [ 3ISYHd ) mmmzm
A A A A A
i
&
*U01323S SLY} 40 pud 3yl
je 1 gyl 99s ‘III aseyqd 40
uorjaod e jo orydeab pajrelap
e 404 “WWIT 3yl wuaoy eyl
sdiysuoije|asaajul pue SJuaAd
“SaL3LALIOR SJuUdsSaUdaus BulLT
s|apoy 93euedas G Jo pasoduo) e
SABIL € 49A(Q Suedg @
S3LILALIOY 00T Al3jewirxouddy e
L2POW Juswabeuey 31249 3517 S3day
® ® o o . J [ 4 e e g




e

'

&

......

----------------
..............................

many ADPS's have been developed and are available commercially, an ac-
quisition may not require Phases 1, II or portions thereof. This situ-
ation arises particularly in an "off-the shelf" type acquisition. It is
suggested that the PM contact the Management Information System Direc-
torate (MISD) and obtain a network plot and activity report covering

all five phases. Using this as a guide, the PM can then review and
determine the appropriate phases for the project.

Once the project phases have been selected, the PM can turn
his attention to near-term planning of his project. Near-term planning
should be specific and detailed for the current phase. Out-phaseséf
can be planned in more general terms, e.g., left in the original LCMM
form, unless requirements indicate otherwise. As the PM nears com-
pletion of a phase, he then will begin to make detailed plans for the
next phase. For increased accuracy of the project schedule, however,
it is recommended that the PM review all out-phases and make activity

deletions and adjust activity durations where appropriate.

Example:

In the "PASCAL" project, the PM reviews the
LCMM phases, and based on his guidance and judgement,
determines that the project should begin in Phase III,
System Development. He knows that CRT's and compilers
are currently available from various manufacturers, and
by including Phase III in his project he affords the
opportunity to test and evaluate the various systems
and ensure they will meet the mission need. He has also
decided to include activities, "EVALUATE HARDWARE SPECS,"
"EVALUATE SOFTWARE SPECS" and "EVALUATE OPERATIONAL SPECS"
from Phase Il in order to screen the market and conserve
time by not pursuing inadequate systems.

He then makes the decision to near-term plan both
Phases III and IV. He is now prepared to take the first

3/ Out-phases are defined as those phases remaining to be completed
in a project, not including the current phase.

2-6
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steps toward establishing his individual project model.
After reading Section 3 of this handbook, he will automate
his project on VISION and begin the task of near-term
planning of his project. This will essentially require
“tailoring" Phases III and IV to meet his project require-
ments.

The information and reference guides gathered together by the PM
will be useful for the tailoring process as well as the entire course of the
project management. It is particularly important to be as well prepared in
this area as possible, since many project decisions will be influenced
by the quality and availability of reference material. With this in
mind, the PM can now focus on the initial establishment of an individ-
ual project on the VISION PIMS and begin tailoring the project to
suit the particular needs and requirements of the ADPS to be acquired.

2.3 NEAR-TERM PLANNING

With key project information gathered, the PM can next begin
the near-term planning of his project. During this planning process,
there will be a great deal of information associated with the project
to be considered. Handling that information efficiently can enable
project decisions to be made more efficiently. Automated project
information management (just one of the capabilities of VISION) will
not replace the decision-making process, but can provide for, greater
accuracy and less investment of time than when information is managed
manually. Automated project information management enables the PM to
be more of a manager and decision maker, and less of a data processor.
Figure 2-3 illustrates some of the ways information can be managed
more efficiently on an automated system such as the VISION PIMS.

The PM is now ready to begin establishing his individual
project model on the VIS1ON system. To do this, the following actions
will need to be taken:

2-7
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OBTAIN AND SCHEDULE THE LCMM

GENERATE A LCMM DETAILED ACTIVITY REPORT
AND NETWORK PLOT

REVIEW AND TAILOR THE LCMM

NOTE: At this point, the PM should read Section 3 and should

review the organization of Section 4. Section 4 will be referenced
throughout the remainder of this section whenever VISION skills are
required. Also, it is assumed that each VISION terminal will be
supplied with a VISION User's Guide. If one is not available, the
PM should acquire a copy. Sub-sections 4.2, 4.3 and 4.4 are devoted
to the process of establishing a LCMM, scheduling the LCMM and
producing reports and networks on VISION. These sub-sections should

then be used to complete the first two actions noted above before pro-
ceeding in this section.

Through coordination with MISD, the appropriate phases can be
appended and established on VIS1ON to serve as the individual project
model. Once the LCMM has been scheduled and the network plot and detailed
activity report have been generated, the PM will have the information
necessary to review and tailor the LCMM to his specific project needs.

It should be kept in mind that the project network and detailed activity
report are tools that can be used in many ways in the scoping and manage-
ment process. The PM is not restricted to using these tools in the
manner discussed in this section, but will hopefully find many other

uses for them as he becomes more familiar with VISION project infor-
mation management.

Example:

In Division A the PM has gathered together all key
project information on the acquisition of the CRT's and
PASCAL compiler. He has obtained the Phase III and IV
LCMM, scheduled it, and generated a detailed activity
report and a network plot. He sets to the task of com-
paring his project requirements to the LCMM in order to
locate specific activities, events, dates, etc., that
may require changes, additions or deletions.




Before beginning to tailor the LCMM, the PM will need to be
able to reference and integrate all sources of project information.
As a primary guide the detailed activity report and network plot will
provide adequate information to view the LCMM in skeletal form. An
example activity from a VISION produced detailed activity report, and
a representation of how the activity might appear on the network piot
is shown in Figure 2-4.

The information in the activity report which is of primary
interest to the PM during his review and tailoring will be the Activity
I-J Nodes, Description, Original Duration, Code,ﬂfand Total and Free
Float. Notice this information has been circled in the example. The
I-J Nodes for the same activity on the network plot will appear in the
boxes (preceeding and following) the activity description which will
appear on the line between I-J Nodes. The duration and total float
respectively will follow the activity description and will be spearated
from the activity description by commas. Using the I-J Nodes and
activity description, the PM can quickly cross-reference any activity

from the activity report to the network plot or vice versa.

The detailed activity report will usually provide more infor-
mation than is needed to make tailoring decisions. However, in some
cases, additional information will be required. When this is the case
further information can be referenced in the TB 18-1XX series Technical
Bulletins and the "Management of Army Automation Systems Study - Task 2"
Report. In addition, the Task 2 Report identifies primary, supportive
and coordinating roles in the performance of each activity. Below is
a sample of activity information as it appears in the Task 2 Report:

EfFor a detailed explanation of activity codes, see Appendix E.

2-10
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Table 4-3. System Development Activities

SYSTEM DEVELOPMENT PHASE

ACTIVITY NO.

ACTIVITY

301
302
303

Input to AAPPES
Update Management Plan
Solicit Development of Designs

Refine Cost, Schedule and
Supportability Goals

305

Award Contract for Development | S C

N P W e

Cost goals and schedules must be reviewed during each
phase. A corrective action plan must be submitted to
the Approval Authority whenever actual time or costs
between major milestones exceed planning estimates

by 15 percent or more. Reclassification must be re-
quested if system cost projections exceed the class
criteria shown in AR 18-1, Chapter 4. TB 18-109,
Appendix C provides a guide for reviewing cost goals.

Figure 2-5. Task 2 Report Activity Information

As the tailoring process proceeds, several considerations

must be kept in mind. These considerations are summarized as follows:

Remove activities not appropriate to the project.
Combine, shorten. and move activities as needed.
Make necessary modifications to activities.

Insert any additionally required activities.

When all changes have been made, the LCMM should then be rescheduled

using the VISION system and checked for correctness of network logic.
The schedule should then be compared to any known, imposed project

2-12
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deadlines, to identify a potential need for further modifications.

One way of keeping track of these project decisions and/or changes is
to make notes right on the LCMM network plot and activity report
(Example at TAB 1).

Example:

Back in the division, the PM is currently reviewing the
initial activities in Phase II of the LCMM. He has decided
to use the network plot to make notes and indicate any
changes to the activities. These noted changes will also
be logged on the detailed activity report. In his first
pass through the network, he checks to see if all the LCMM
activities are appropriate to his project and notes sev-
eral changes he will need to make. First of all, he will
need to prepare and publish a Management Plan, so he changes
the activity "UPDATE MANAGEMENT PLAN" 200200-300010 to re-
flect this and decides to add five working days to complete
the activity. Secondly, he determines that since he will
be evaluating developed systems, he changes "SOLICIT DEVEL-
OPMENT OF DESIGNS" 300010-300020 to "SOLICIT DESIGNS OF
DEVELOPED SYSTEMS." Because there will be no contract
awarded to develop the system, he can delete "AWARD CON-
TRACT FOR DEVELOPMENT" 300020-300030. He had decided,
however, to add the Phase Il activities here, so he leaves
the logic as it is for now.

In order to gain some time, the PM notes that a develop-
ment tast plan and test will not be necessary, and therefore
deletes the activities "PREPARE DEVELOPMENT TEST PLANS" 300030-
300040 and "CONDUCT DEVELOPMENT TESTS" 300040-300060. He will
shift this effort to operational testing, therefore, he shortens
the activity duration of "PREPARE OPERATION TEST PLANS" 300030-
300050 to 25 working days.

Next, based on his previous analysis, he has decided
to include the activities, "EVALUATE HARDWARE SPECS,"
"EVALUATE SOFTWARE SPECS" and "EVALUATE OPERATIONAL SPECS"
in his project. He notes that one of these activities can
be placed in the location previously occupied by "AWARD
CONTRACT FOR DEVELOPMENT." He then adds the other two
activities, and modifies all of their durations to 30
working days. In order to maintain network logic he adds
two "DUMMY" activities. He continues this process until
he has completed tailoring of both Phases III and IV. In
order to organize these changes for input into the VIS1ON
system, th2 PM summarizes the changes as follows:

2-13

LA Nl N Rl Rl R
RIS




-

(.

i) uitS
e el A L WL

--------------------

........................
............................

...........

° Add "EVALUATE OPERATIONAL SPECS" 300020-300024,
Duration = 30 Days, Code = ASDPBESSPBTBOP

) Add "EVALUATION SOFTWARE SPECS" 300020-300022,
Duration = 30 Days, Code = ASDPPESSPHTBP3

e  Add "DUMMY" 300024-300030, Duration = 0 Days,
Code = PPpPBPOUMM
e  Add "DUMMY" 300022-300030, Duration = O Days,

Code = PBpPHIOUMM
° Delete "PREPARE DEV TEST PLANS" 300030-300040
° Delete "CONDUCT DEVELOPMENT TESTS" 300040-300060

° Modify "PREPARE OPER TEST PLAN," Duration to 25
Days

® Modify "UPDATE MANAGEMENT PLAN" 2002000-300010,
to "PREPARE AND PUBLISH MANAGEMENT PLAN,"
Duration to 10 Days

o Modify "SOLICIT DEVELOPMENT OF DESIGNS" 300010-
300020, to "SOLICIT DESIGNS OF DEVELOPED SYSTEMS"

() Modify “ANARD CONTRACT FOR DEVELOPMENT" 300020-
300030 to "EVALUATE HARDWARE SPECS" Duration =
30 Days, Code = ASDbp/SSPPTB1Q

NOTE: The "p" represents a blank space.

Each time a change is made that can potentially affect the pro-
ject schedule, i.e., moving, deleting or adding an activity, the project
should be rescheduled as described in Section 4.3. Scheduling provides
the PM with: (1) a double check of the network logic which is automati-
cally performed by the VISION system, and (2) the latest, up-to-date ver-
sion of his project for reporting or review. The changes made in the
example are representative of the process by which a PM analyzes project
requirements and makes appropriate changes. A project is not bound to
the Life Cycle Management Model. A1l changes should be considered care-
fully and/or duscussed with the appropriate responsible Laboratory,
Office or Directorate. There are many opportunities within the LCMM for
the PM to shorten the actuisition process and tailor the various network
activities to streamline his project. The PM should now refer to Section
4.5 for instructions on the use of VISION to make modifications.
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2.4 LOGIC CHECKING

The term, logic checking, may mean many things to many people
dependent on the setting in which it is used. However, in PERT net-
working, logic, and logic checking have very specific meanings. PERT
networks are built with the assumption that a number of activities
are planned to occur in a specific sequence, with specific interrela-
tionships. This is the logic of the network. For instance, consider
the statement: Activity A must preceed Activity B which must preceed
Activity C. The logic of this statement would be graphically repre-
sented in PERT network form as follows:

Activity A Activity B Activity C

Of course, large projects will be much more complex than this example,
which is why logic checking is so critical. Essentially, the purpose
of logic checking is to ensure that the interrelationships of activities
on a PERT network are true representations of the PM's intent for his
project network.

Some basic rules apply for checking the logic of a network
after changes have been made:

LOGIC CHECKING RULES:

° Reconnect the network after either of the following
have occurred: Activity moved or Activity deleted.

° Only one activity can occur on the line between
two events.

° Activities with no predecessors and/or successors
always indicate a break in the network logic.
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In many cases, these rules can be applied as the tailoring
process is performed, just as the PM applied them in the "PASCAL
SYSTEM" example. Re-establishing network logic is a matter of planning

and organizing the necessary changes, making those changes, and observ-
ing the rules of network logic in doing so. A review of some of the
changes made in the example project (see TAB 1) will demonstrate this
process. The network contains two deleted activities, related to
Development Testing. Notice that when the two activities were deleted, no
activities were left without a predecessor or successor, no more than
one activity occupied a line, and no breaks in the network logic oc-
curred. Therefore, no adjustments to network logic are required. If
only one of the activities had been deleted, the network would need

to have been reconnected. For example, if only the activity "CONDUCT
DEVELOPMENT TESTS" (300040-300060) had been deleted, the network would
appear as below:

PREPARE DEV TEST T 300030 |  NETWORK LOGIC BROKEN | 300060

PLANS

EVALUATE
SYSTEM

In this case, the network can be reconnected by changing the predessor
activity (PREPARE DEV TEST PLANS) I-J Node to 300020-300060.

LOGIC PREPARE DEV TESI

RE-ESTABLISHED: | 599020 [™=pi'ans "\\\~
300060

Occasionally two activities may need to be conducted in parallel. This

can occur when an activity is deleted (see below).

Delete
ACTIVITY A ACTIVITY C

ACTIVITY B
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Or it can occur when an activity is added (see below).

add
ACTIVITY B

Both of these situations result in a logically incorrect network, since
only one activity can occupy the line between two events. To re-
establish the logic, a "DUMMY" activity should be inserted as shown
below:

ACTIVITY A

ACTIVITY B DUMMY
Pr—

\Insert

DUMMY activities are used primarily as logic constraints
when two or more activities are conducted concurrently and have the
same predecessor and successor activities. They should be described
on the network as "DUMMY" and will always have a duration of 0 (zero)
working days. The insertion of a dummy activity will also require the
insertion of an event, as shown above, following "Activity B." Two
dumnly activities and events were added in the example project to
maintain network logic.

Many of the changes made to a network will not be difficult
to assess for correctness of logic, if the three basic logic checking
rules are kept in mind. However, many times the PM may want to make
numerous changes, or make changes quickly. He can do so without fear
of totally desiroying the network continuity because the VISION system
automatically performs a double-check of network logic. Whenever
the VISION system is commanded to schedule a project, a schedule report
is available from the system. This report is a printout of an analysis
of the network logic. It will contain a listing of the following items:
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() Activities with no predecessors.

. Activities with no successors.
° Special activities (i.e., milestones and hammocks).

) Activities which form a repetative loop.

By requesting and reviewing the VIS1ON-produced schedule
report, the PM can quickly see if there are breaks, errors, or loops
in his project network. The information can then guide him to the
source of the error and corrections can be made. For an example of a
schedule report, see TAB 2.

*NOTE* Intact Togic within a network is essential. No schedule
will be accurate if breaks or loops exist in the network.
Always ensure that network logic is correct before finaliz-
ing or reporting on any version of the network. Always
request and review the schedule report when logic changes
have been made.

2.5 SCHEDULING THE NETWORK

Scheduling a project network is basically a process of apply-
ing dates to the start and completion of activities within the network.
These dates may be based on a project start date and the respective
duration of each activity, or they may be based on an imposed comple-
tion date. Ideally, a project schedule would be calculated by con-
sidering the duration of each activity, the number of working days in
each week and then arriving at a start and completion date for each
activity. The scheduled project finish date would then simply be the
date the last activity was completed. In real applications this ap-
proach is not always possible, though it does present a guide for the
PM. Often the case will be that an imposed finish date will in some
way force the ideal scheduie to "tighten up." Or, schedule gains
or slippages will cause re-evaluation and re-calculation of the pro-
ject schedule. Establishing a project schedule that is aimed at v
deadlines and is responsive to change will involve the following actions:
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SCHEDULE THE PROJECT
REVIEW NETWORK LOGIC

GENERATE A PROJECT ACTIVITY REPORT
AND NETWORK PLOT

FINE-TUNE THz SCHEDULE

When déa]ing with large numbers of activities, project
scheduling is an unwieldy task. Employing automation will not assure
that projects will meet their deadlines, but will greatly simplify
the task of scheduling and re-scheduling a project. Though the deci-
sion making processes will always reside with the PM and some schedule
manipulation will be required by him, the job of processing numerous
schedule dates can be left to the VISION PIMS.

To work with a project schedule, some commonly used terms,
rules and concepts must be understood and applied as needed. Table 2-1
summarizes these terms as they will be used in this context. Because
scheduling will be performed by the VISION system, the rules and con-
cepts particular to that system will be used. Observing these rules
and concepts will ensure that scheduling is done consistently and with
minimal confusion.

SCHEDULE RULES

] A successor activity cannot be scheduled to start
before the completion of all predecessor activities.

0 Activities always start at the beginning of a work
day.

] Activities always end at the end of a work day.

0 Dummy activities always start and finish at the
beginning of a work day and do not affect the schedule.

) Milestones always start and finish at the end of

a work day which immediately preceeds the milestone
date and do not affect the schedule.
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DURATION:

EARLY START (ES):

EARLY FINISH (ZF):

LATE START (LS):

CRITICAL PATH:

TOTAL FLOAT:

FREE FLOAT:

CONSTRAINT:

Dt . L I St "It B Tha it T R R
--------------

Table 2-1. Schedule Terms

The time in work days required to complete an
activity.

The earliest possible date an activity can begin,
based on calculations made from the schedule date
of the project and the durations of predecessor
activities in the network.

The earliest possible date an activity can be
completed. It is computed from the activity's
early start date plus the remaining duration of
work days applied to the assigned calendar.

The latest possible date an activity can begin to
assure completion of the project on the specified
finish date. This date is based on calculations
from project finish and durations of all successor
activities.

The longest sequential path of activities in the
network that determines the minimum project dura-
tion. Total float along this path ‘usually equals
zero.

The amount of-time an activity can slip without

delaying the overall project completion. It is
calculated as late start minus early start.

The amount of time an activity can slip before
it affects the dates of any of its successors.
It is computed from the activity's early finish
date and the earliest early start date of its
successor activities.

An imposed or actual start or finish date applied
to a particular activity. A constraint will be
one of the following types:

¢ SNE - Start No Earlier Than
e FNE - Finish No Earlier Than
e SON - Start On

e ACS - Actual Start

e SNL - Start No Later Than

e FNL - Finish No Later Than

e ACF - Actual Finish
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The following diagram illustrates schedule rules:

STARTS AND ENDS AT THE END
OF THURSDAY

ACTIVITY A, 4

MONDAY

| WED

\, ACTIVITY B, 2

On Monday, Activity A and B are started.
cessors to Activity C, both must be completed before Activity C can
start. Activity A starts on Monday and finishes at the end of the day
on Thursday, four working days later. Activity B also starts on Monday
but finishes two full working days later, at the end of the day on
Tuesday. The dummy activity starts following completion of Activity B
on Wednesday morning, but is also completed Wednesday morning, therefore
consuming no time. Because both Activities A and B must be completed
before Activity C can start, Activity C starts the day following com-
The milestone starts the

WED

W\CSTARTS AND ENDS AT THE
BEGINNING OF WEDNESDAY

Because they are both prede-

pletion of the longest activity, Activity A.
end of the day on which Activity A is completed, Thursday, and also
ends on Thursday and therefore consumes no time. However, Activity C

does not start until the beginning of the following working day, Friday.

Observing these rules, the VISION system calculates a project
schedule by making two calculating "passes" through the network. During
the first pass the system examines the network from start to finish,
calculating "on-schedule" activity start and finish dates. These on-
schedule dates are called the early start and early finish dates of
each activity. The second pass is a backward pass through the network.
This pass calculates the latest dates on which activities can start
and finish without delaying the overall project, the late start and

late finish date, and calculates the total float and free float.
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® Throughout most of the netwnrk, there will be some latitude
or float regarding when most activities can start or finish without
affecting the overall project schedule. Because there is some flexi-
bility, these activities are not critical to the schedule. Other

Qe activities, however, if delayed can delay an entire project. These
are generally activities which take more time than others. When these

‘ longest activities are traced through the network, they collectively

identify the critical path. There is no float, therefore no flexibil-

@ ity along this path. A delay in any critical path activity will create
a one-for-one delay in the overall schedule.

[ :::::]‘.ASIlMlIl.Aa_lQa.i....;[:::: ALY D 20,0

/ {
e ~
/4 \
| ATy | [AcTviT ©)
“ . 7 O 8 . O 5 'Y 6 g 'Y 6

In the diagram above, the critical path has been identified
by a dashed line. Notice that the number of activities does not de-

@ termine the critical path, only the activity(ies) duration(s). Activity
A, B and C must be completed before Activity D or E can be started.
Because to compliete both B and C sequentially will take longer than to
complete Activity A, these two activities are part of the critical path.
Activity A is 5 days shorter in duration than B and C together and,
therefore, A can start or be finished up to 5 days late without caus-
ing a schedule slip. Activity A therefore has 5 days of float. A
delay in Activity B or C however, will cause a schedule siip. Activity
D is longer in duration than the combined durations of E and F. There-
fore, D is also on the critical path and has no float as indicated
by the 0 (zero) following the activity duration (20). Activity E and
F have a total float of 6 days before a schedule slip will be incurred.
It is important to note that the 6 days of float applies to both
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activities and does not mean there are 6 days of float for each activity.

In other words, if all 6 days were used in one activity (as would be the
case if, for instance, Acti. .ty E were started 6 days late) then there
is no more available float for either activity. When it is the case
that all float has been used, then essentially the result is the crea-
tion of a second critical path as shown below:

20 Days Duration (Act.D)

L ACTIVIT_Q_Q.LO___:{.]
‘ | 6 Days Late (Act.E)

i | 5 Days Duration (Act.E)
|_acviiv e, || ACTIVITYF, 0.9 Days Duration (Act.F)
5, 0 9, 0 20 Days Duration

Any further delay in Activity D, E or F would now cause a schedule
slip in the entire balance of the project.

The critical path highlights those events, activities and
milestones most sensitive to schedule changes. Analysis of the critical
path can often predict potential trouble spots which could lead to
schedule slips. Early identification of these trouble spots may allow
the PM to provide quick and cost-effective solutions. Therefore,
clear presentation of the critical path (such as the dashed 1ine used
in VISION) is an effective way for the PM, or any others involved
with his project, to focus on critical activities when reviewing the
project schedule.

The steps the PM should take to complete the scheduling
process are as follows:

() Use the VISION system to make a preliminary scheduling
run with the tailored project model. (Section 4.3)
. Review the VISION schedule report for logic errors.

) Correct errors and reschedule if necessary.
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® . Generate a project activity report and network plot
as described in Section 4.4.

With the initial scheduling process complete, the PM is now ready to
® turn his attention to "fine-tuning" his project schedule.

Example:

The PM is satisfied with the changes he has made to

® the "PASCAL" project model and, after scheduling tg?
project on VISION, he reviews the schedule report.2/ One
start activity, one end activity and one milestone are
reported. This indicates that the project network logic
is correct. To actually view the new network and obtain
a report of activitig§, the PM generates a network plot
and activity report.2/ His next step is to fine-tune the

® schedule, ensuring his project schedule is in concurrence
with any known deadlines. To do this he reviews the
project network, focusing on the critical path (dashed
line). To gain time along the network he can shorten the
durations of activities on the critical path, delete a
critical path activity (if it is found to be unnecessary),

@ or he can move critical path activities so that they are
conducted concurrently or in parallel.

The fine-tuning of a schedule may be quite simple for
projects with distant suspense dates. However, it is good
practice to set a realistic schedule and stay with it.

@ It will always be easier to finish a project ahead of
deadline than to try to recover from an overly lax schedule.
The PM should also keep in mind that both the scheduling
and fine-tuning process are project unique and are often
iterative in nature.

@
2.6 ON-GOING PROJECT MANAGEMENT
On-going project management begins when the project model has
® been tailored, scheduled, fine-tuned and the PM receives approval of his
model. After the project begins, progress should be recorded in some manner,
3/ The schedule report for the PM's project is located at TAB 2.
8/ TAB 3 contains the network plot and activity report for this project.
®
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changes may be required, schedules may advance or slip, reporting will
be required, etc. In other words, the project will be dynamic in nature,
and management requirements on the part of the PM will continue to
include planning, scheduling, control and reporting. Basically, the
following actions will be required as a part of the on-going management

of a project:

STATUS THE PROJECT

EVALUATE, RE-TAILOR AND RESCHEDULE
AS NECESSARY

GENERATE PROJECT INFORMATION REPORTS

Statusing is a process of recording the actual start and
finish dates and/or activity progress in a project. It serves the pur-
pose of providing the PM with up-to-date information on the progress
of his project for review or reporting purposes. For his own manage-
ment purposes, the PM may want to establish an individual procedure
and schedule for statusing his project. However, a project may require
statusing on a regular schedule to meet reporting requirements. With
proper inputting of dates, statusing can be performed automatically
on the VISION system. For specific "how-to" information on statusing

a project using VISION, go to Section 4.6.

Example:

As the "PASCAL" project progresses, the PM would
1ike to record activity completions as they occur. This
will be his way of keeping tabs on the various activities
and enable him to communicate or display project progress.
He plans to record these completion dates on the project
network and activity report, and will input all activity
progress to VISION on a monthly basis. The project began
on 17 Nov 82, and in December he compiles all of his notes
on activity progress, including constraints, as feollows:

° "PREPARE AND PUBLISH MANAGEMENT PLAN" 200200-
300010 was actually started (ACS) on 17 Nov 82
and actually finished (ACF) on 25 Nov 82.
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o "SOLICIT DESIGNS OF DEVELOPED SYSTEMS" 300010-
300020 was actually started (ACS) on 30 Nov 82
and is 50 percent complete.

] "INPUT TG AAPPES" 200200-300090 was actually
started (ACS) on 17 Nov 82 and is @ percent
complete.

Once statused, a project can then be reviewed and compared
to the originally planned schedule for gains or slippages; again
paying close attention to the critical path. Problem areas can be
identified and resolved through coordination, redistribution of
manpower, etc. If retailoring is necessary, this too can be performed
and the project can again be re-scheduled. The PM must analyze the
unigue needs and requirements of his project on a continuing basis.

It is through this analysis that mid-course project corrections can
be made and the PM can maintain control of his project, and avoid
schedule slips.

For all of the project management activities discussed
above, the primary tools used to compile and review project infor-
mation are the network plot and the activity report. The usefulness
of these information aids as day-to-day project management tools has
already been discussed. Their use can be expanded to supply important
information for reporting purposes as well. Life cycle management
projects, like most large-scale projects, will require review and
approval by higher authorities. These authorities must rely on the
PM for accurate, readable project information reports. Here again
the VISION PIMS can aid the PM in sorting, analyzing and presenting
project information.

In addition to the standard network plot and activity report,
VIS1ON can produce reports and plots that aroup activities by depart-
ment function. It can group report information by activity name,
float, or start or finish date. Essentially, activity reporting
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TAB 2

EXAMPLE SCHEDULE REPORT
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TAB 3

EXAMPLE TAILORED NETWORK PLOT
® AND
ACTIVITY REPORT
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SECTION 3
THE VIS1ON PROJECT INFORMATION MANAGEMENT SYSTEM (PIMS)

3.1 CONCEPT AND PHILOSOPHY

Information management, that is, the ability to input, retrieve
change, rearrange, sort and compile information in a timely manner has
placed increased demands on project managers in all arenas. Long-term
projects with many interrelated activites, compliex details, and critical
schedules only serve to increase the burden of project management. In
the past, mest projects were managed without the help of automation.
Manual project management often required enormous amounts of paper work
and time whenever a project change occurred or project status reports
were requirad. In addition, manual changes and information compilation
left a great margin for error and made project organization difficult
to visualize.

When automation was first introduced to project management,
it did 1ittle to improve time and cost trade-offs. Project managers
often had to learn complex computer languages and then the automated
systems only gave them the ability to control long lists of information.
These lists were hard to keep current, sort or use in an effective
way. Consequently, many managers refused to use automated systems.

The introduction of a Project Information Management System,
such as ‘VIS1ON, represents an entirely new approach to automated pro-
ject management aids. The VISION PIMS, for example, is designed
specifically for the management of projects such as those conducted
at MERADCOM. Some of the outstanding features of the VIS1ON system,
are that:

() It does not require an ADPE background or knowledge
of any computer languages to employ.
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. It is user friendly, meaning that most system pro-
cedures are involved simply by answering preformatted
questions and most user errors are detected by the
system and are easily correctable.

o It handles single or multiple project changes which
can be input directly by the PM.

° It gives the PM the capability to input, output
and sort virtually all critical life cycle management
information.

0 It is responsive to individual management styles.

) It allows generation of a variety of reports and com-
putes project schedules.

) It relieves the PM of manual network preparation,

and will automatically review the logic of a project
network.

Obviously, VISION offers the PM a variety of management
And, like any other new tool, will require some “"up-front"
However,

aids.
effort to become familiar with its operation and options.
this initial effort can easily be combined (as outlined in Section 2)
with the process of project initiation and subsequent staffing and
The system is available primarily to aid the PM
carrying out his management responsibilities by facilitating the
availability of current project information and by reducing the amount

approval. in

of time required to record and process project changes.

The VISION system, through a family of video screens, pro-
vides a common basis for managing information. While automation is
of great benefit to the management of in‘ormation, the vaiue of mul-
tiple users following essentially the same format for managing infor-
mation is, in itself, of great value. In addition, the VISION system
enables the user to avoid having to learn cumbersome and complicated
computer languages, and because screens are formatted, it helps the

user locate, input and request data quickly and with relative ease.
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To best make use of the automated PIMS, the PM must have
a basic understanding of the VISION system. The intent of this section
is not to make the PM an expert on the VISION system, but rather to
develop an awareness of the system's capabilities and how to accomplish
some basic operations. Expertise on VISION and the uses of VISION
reside in the Management Information Systems Directorate and the Pro-

grams and Analysis Directorate. The PM should have enough of an
understanding of the system to utilize the available expertise.

It is important to remember that the PIMS does not apply
solely to the PM. The Command and laboratories have specific
interests in information and information management concerning each
project. For example, the Command has specific requirements for data
to make multi-project command level decisions. If the individual
project data base is up-to-date, the Command can generate an up-to-
date master data base. In turn, they can build, through use of the
VISION system, needed management documents without imposing additional
reporting or time requirements on the PM.

In summary, project management entails, among other require-
ments, the management of large amounts of data or information, and the
amount is the same whether it is handled in a manual or automated
fashion. The degree to which the VISION system provides automation
is an important aspect of MERADCOM's PIMS and LCMS. The following

‘paragraphs are intended to provide a basic understanding of the VISION

system and relations to information management.

3.2 STRUCTURE AND ORGANIZATION OF VISI1ON

3.2.1 System Description

VISION is a mini-computer based project information manage-
ment system. It combines project scheduling and report graphics




@
® generation canabilities into a responsive and predominately interactive
operating mou Video displays are used to prompt the user for required
planni -, and control inputs. System configutation is shown in Figure 3-1.
The resource and cost boxes, shown under the software portion of the
@ system, indicate capabilities which will not be addressed in this
edition of the handbook.
|
| VISION
i SYSTEM
®
E HARDWARE SOFTWARE
P [ l | I I i 1 ]
REPORY
oo || ohwe || riomen | | consote | | venmias f scmvwl nesounce || cost |||~
GRAPHICS
® . . .
Figure 3-1. VISION System Configuration
3.2.2 System Operation
o VISION is an interactive system which has been designed for
ease of use. A user needs no prior experience with computer hardware
or software to use VISION. The user is guided by the information dis-
played on the video screen and data inputs are made via the terminal
f‘ keyboard. The fundamental operations of the VIS1ON program are reg-
gulated by the function keys through which project data is entered via
the standard keyboard. The two-way communication process of VISION
operation is represented at Figure 3-2.
@
7Y
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Figure 3-2. Interactive Communication

A diagram of the system keyboard is at Figure 3-3 and a brief
description of the Special Keys, Mode Transfer Functions Keys and Spe-
cific Action Function Keys are at Figures 3-4, 3-5 and 3-6 respectively.
The use of these keys is quite straightforward. As previously mentioned,
VISION is predominately interactive in that the video screens prompt
the user for required planning and input data. The keys basically-
serve to call up the screen the user wants to use and to input specific
data to request VISION to perform a desired function

3.2.3 Video Display Screens

The systems operation is designed around an interactive video
display system. The user works with the appropriate video screen to
enter data into the project file, modify data, display project data,
or select types of schedules, reports, and plots to be run.
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The video screen family organization chart at Figure 3-7
shows that there are seven major families of screens. The basic
purpose of each family is presented beginning or page 3-11.
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DATA MODIFY MODE. The set of DATA MODIFY screens is shown at Figure

3-8. The DATA MODIFY mode is used for interactive data entry and data
modification. This operating mode may be accessed initially from the
VIS1ON start-up screen or at any other time, from any other screen family
(except Batch), by pressing the DATA key. A1l DATA MODIFY mode screens
will have the word "data" in the screen title. Additional information

on each of the individual screens in this set is contained on pages

3.4-2 through 3.4-40 of the VIS1ON User's Guide.
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Figure 3-8. Data Modify System
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DATA DISPLAY MODE. The set of DATA DISPLAY mode screens is shown at

Figure 3-9. The DATA DISPLAY mode permits the user to select, for
review, different types of information from the project file. The DATA
DISPLAY mode is accessed by pressing the DISP key. ALL DATA DIS-

PLAY screens will have the word "display" in the screen title. The
dashed 1ines between the DATA DISPLAY and DATA MODIFY screens as shown
at Figure 3-10 indicates that the DISPLAY screen may be changed to a
MODIFY screen simply by pressing the CHG key. Additional infor-

mation on each of the individual screens in this set is contained

in pages 3.5-2 through 3.5-24 of the VISION User's Guide.
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Figure 3-9. Data Display System

3-13




SSAARER TSt T e e A e DSPORTRR 1
| |
|
I
i
|
L
@ SCHEDULING MODE. The SCHEDULING mode screen is shown at Figure 3-10. ‘
| The SCHEDULING mode permits the user to enter or revise a project |
; |
i schedule. This mode is also used to have the VISION system auto-

matically check a project network for logic errors. There are two
® other screens available through this mode which have to do with re-

source leveling. The resource options will not be discussed with-

in the scope of this handbook.
¢

The SCHEDULING mode is accessed by pressing the SCH key.

The SCHEDULING mode screen will have the word "scheduling” in the

screen title. Additional information on this screen is contained on
@ pages 3.6-2 through 3.6-4 of the VIS1ON Jser's Guide.
. --Wi- T

DATA $CH !WL& BATCM
' E‘-”—] = = - - =)
|
10‘
Figure 3-10. Scheduling System
)
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REPORT MODE. The set of REPORT mode screens is shown at Figure 3-11.

The REPORT mode permits the user to select various types of printed
reports, data to be reported and various reporting parameters. Re-
ports may be formatted and data may be sorted in this mode of opera-
tion. The REPORT mode is accessed by pressing the RPT key. A1l
REPORT mode screens will have the word "report" in the screen title.
Additional information on each of the individual screens in this set
is contained in pages 4.7-2 through 4.7-29 of the VISION User's Guide.

|
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Figure 3-11, Report System
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PLOT MODE. The set of PLOT mode screens is shown at Figure 3-12. The

PLOT mode allows the user to select data, formats and parameters to
produce a variety of network plots, barchart plots and XY chart plots.
This operating mode is accessed by pressing the PLOT key. All

PLOT mode screens will have the word "plot" in the screen title.
Additional information on each of the individual screens in this set
is contained on pages 3.8-2 through 3.8-83 of the VISION User's Guide.

Figure 3-12. Plot System
3-16
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RUN CONTROL MODE. The set of RUN CONTROL mode screens is shown at
Figure 3-13. The RUN CONTROL mode permits the user to select jobs for
processing or output such as schedules, reports, or plots and submits
the job for execution. Use of the RUN CONTROL mode is the only means
of obtaining an output document from the VISlON4system. For example,
the PLOT screens are used to describe to VISION the data, format, etc.
of a desired plot. To actually produce the plot the RUN CONTROL mode
must be used.

The purpose of the RUN CONTROL files is to save a group of
selected parameters so that the user does not have to key in the same
data over and over again. Thus, the items selected - such as a specific -
plot - are saved in a user named file for execution as desired. This
allows the user to set up a series of standard reports, scheduling runs
and plots that can be executed with one command whenever needed. The
RUN CONTROL mode is accessed by pressing the RUN key. A1l RUN
CONTROL screens will have the words "run control" in the screen title.
Additional information on each of the individual screens in this set
is contained on pages 3.9-2 through 3.9-13 of the VISION User's Guide.
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Fiaure 3-13. Run Control System
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BATCH ENTRY MODE. The set of BATCH ENTRY screens is shown at Figure
3-14. The BATCH ENTRY mode is designed to allow the user to enter
large amounts of activity data quickly. This mode may be used for
entering data for new projects, for modifying existing data and/or
for reporting progress on a project. This mode can be used in lieu
of the DATA MODIFY mode. However, entries made via the BATCH ENTRY
mode are made without any error checking. This operating mode may
only be accessed through the VISION start-up screen. A1l BATCH
ENTRY screens will have the words "batch entry" in the screen title.
Additional information on each of the individual screens in this set
is contained on pages 3.10-2 through 3.10-31 of the VISION User's
Guide.
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Figure 3-14. Batch Entry System
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3.3 APPLICATIONS

The PIMS automated through the VISION system is a very power-
ful tool. It also provides more capability than is needed by any
individual PM, project, directorate or the command group. Therefore
users should concentrate on only those items needed.

This handbook, which is directed primarily at the PM,
does not attempt to address all uses and capabilities of the VIS1OW
system nor of project information management. The approach used is
oriented more toward development of some basic building blocks. For
example, Section 2 focuses on the process of developing a project net-
work which is a key element of project management. Section 4 describes
how to enter the project network into VISION and produce some specific
documents, such as the network plot.

The PM should continue, one step at a time, to develop
those documents needed for project management or reporting. The key
is to determine what information or data is needed to include formats
or other parameters. The VISION User's Guide provides detailed descrip-
tions and examples of available system capabilities. The Programs and
Analysis Directorate and Management Information Systems Directorate
are also available to provide any needed assistance.
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SECTION 4
INITIATING A LIFE CYCLE MANAGEMENT MODEL

4.1 INTRODUCTION

This section is designed to present, in a step-by-step manner,
the "how to" skills needed to establish a project on the VISION project
information management system and tailor the project to fit the PM's
specific project requirements. This section may be used as it is refer-
enced in Section 2, or referred to directly for those requiring specific
information related to use of the VISION system. The focus is on the
critical skills required to use the VISION system to exercise a life
cycle management model for scheduling, plannina and control of individual
projects. Frequent references are made to the VISION User's Guide (Nov.
1981) to provide the interested reader a source for more detailed infor-
mation on the VISION system.

Every project on VISION will be different, if due only to
differences in the final project and the specific activity requirements
of the project. Phases and time schedules may also vary. Obviously,
all of the potential courses and outcomes of a project can not be antic-
ipated in advance. However, regardless of the specific differences among
projects, the procedures to work with a project on VISION will remain the
same. Whether the PM is establishing and tailoring an entire project or
simply making some fine tuning adjustments in mid-project, he may access
VISION and implement these changes in basically the same manner.

Throughout the remainder of this section, VISION skills and uses
will be presented using the example project introduced in Section 2. This
example is a portion of "slice" of Phase III of the LCMM, but reflects
typical processes as they logically occur in an actual project. The example
will illustrate the steps to be taken on VISION to complete the following
actions:
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Login, Access and Tailor initial LCMM information

Schedule a LCMM or Existing Project Model and
Generate a Schedule Report

Generate Activity Reports and Network Plots
Tailor a LCMM or Existing Project Model
Status a LCMM

Produce Milestone Summary Barcharts

4.2 ESTABILSHING THE LCMM
To establish the LCMM it is necessary to:

) Coordinate with MISD to obtain the following:

1) A Task identification number (TASKID)

2) A password to the PRIME system

3) An LCMM with the appropriate phases appended
4) A file name for your project

° Access the project model and tailor the initial
project information

The procedures described below will detail the above steps.
The completion of these steps, in the order in which they are presented,
is designed to make that first attempt a successful one. It should be
noted, however, that variations in these steps are possible and subject
to change.

*** COORDINATING ON INFORMATION REQUIREMENTS ***

Access to the PRIME computer (VISION is a software program
run on the PRIME computer) requires a task identification number (TASKID)
and a password (PSWRD). The TASKID and PSWRD should be obtained from
the Management Information Systems Directorate (MISD) well in advance
of the time the PM wishes to utilize the system. These two pieces of
information should be written down and memorized, since the system

4-2
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cannot be accessed without them. In addition, the PM should note that
the TASKID and PSWRD only provide access to the PRIME computer and

within VIS1ON.

Once in VIS1ON, access to individual projects are controlled
by a second set of passwords of up to four levels. (See VISION User's
Guide, page 3.3-7) These passwords are generally assigned by the PM
responsible for the project, and the project cannot be accessed without
them. When establishing passwords for a project, the PM should memorize
at teast the level one password. One convention must be observed when
creating individual project passwords: The password 1is to be four
characters long and the first character must be a letter, not a number.

Example Project Passwords: RLM1, Q2KP, G694, AR7B

To avoid confusion when referring to the various passwords, this section
will use the following conventions:

° PSWRD - A five-letter password that allows access
only to the PRIME computer and VIS10N

' PWD1, PWD2, PWD3 and PWD4 - The passwords you
assign to your project that allow four
Tevels of access to the PM project
respectively.

*IMPORTANT* Note, if the PM or any other user cannot recall
or obtain the project password, the project can
not be accessed on VIS1ON. Should this happen,
notify MISD and they will assist you in locating
the password information.

The PM will also need to be prepared to give his project a
file name for VISION storing and access purposes, however, MISD must

o PR P " o P " L
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be consulted before a project name is approved for VISION use. It is

recommended that the project name and passwords be determined, in
coordination with MISD, at the time the project is placed in VISION.

Finally, the PM should be prepared to provide a project
description, consisting of 50 characters or less, and a Start On (SON)
date to be applied as a constraint to the first activity. The first
will identify the project to all VISION users, and will also appear on
VIS1ON generated reports. Since the project description will be copied
from the LCMM when a new project is generated, it is important to change
it to reflect the nature of the newly-created project.

Example: LCMM description - ADP ACQUISITION

Individual project model description - PASCAL SYSTEM - PHASES
ITT & IV

The Start On (SON) date will serve as the project start date and should
be a realistic estimation of when the project will commence and this
information will enable the PM to schedule all project activities, and
is also a prerequisite to obtaining a network plot and other reports.

*** INITIAL ACCESS AND TAILORING ***

Now that all required information has been obtained, the PM
can go to the terminal and proceed through the steps of accessing his
project and tailoring the initial project information. The VISION user
should know that VISION is a user-friendly system. An ADPE background
is not required to get to know this system quickly and use it effectively.
However, incorrect buttons are occasionally pushed and errors do occur.
THIS HAPPENS TO EVERYONE AND SHOULD BE EXPECTED AND, MOST PROBLEMS CAN
BE REMEDIED QUICKLY AND EASILY BY THE USER. VISION will usually alert
you to a problem by providing an error message in the upper right
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corner of the screen and by moving the cursor on the screen to the
location of the error. Appendix A of the VISION User's Guide may be
referenced for a more complete explanation of error messages. In
addition, Appendix E of this handbook provides suggestions on frequently
encountered problems by users on VISION. Occasionally an error or
problem is related to the computer system itself and cannot be corrected
by the user. If this appears to be the case, contact MISD to

alert them to the situation. As each new VISION process is presented

in this section, further reading in the VISION User's Guide will be
referenced by using the letters "VR" followed by the User's Guide page
number. Before proceeding, a review of the various function keys
presented in Section 3, page 3-8 is recommended. Note, the following
symbols will be used to distinguish between computer messages and
user-supplied information, and as a means of explaining screen formats:

SYMBOL

Brackets indicate a computer message.

- Quotes indicate to the user to type
exactly what is in quotes.

Circled numbers indicate that the
@ ,@ user must enter some information,

but the information is variable.

An explanation will be provided.

the cursor, which will appear as
a small, white rectangular box on
the VISION screen.

l This symbol is used to represent

4-5




To access the LCMM and tailor initial information, the following
sequence of activities has been devised. They should be performed exactly
as presented uniess the user is already familiar with the VISION system.
At least one hour should be set aside to complete this process.
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LET'S GET STARTED ----

1. Turn terminal on

2. Press RETURN key

3. Enter the following:

To complete the LOGIN

process, match the numbers

below the dashed Tines
with the information
at the right.

o T . e

The switch is located in the lower
right corner in back of the terminal.
Allow 1-2 minutes for warm-up. The
screen should appear blank with the
cursor in the upper left corner.

The system will prompt you with the
following request:

PLEASE LOGIN
ER! |J

The LOGIN process identifies you and
is your command to the system that
you are about to begin using the
computer.

(:) Enter (meaning type) LOGIN,

(don't forget the commas).

(:) Enter the six character task

identification (TASKID) assigned
from MISD.

<:) Leaving no space after the comma,

now enter the five character pass-
word (PSWRD) assigned from MISD.
Your PSWRD identifies you to the
system and allows you access to
it.

(:) Again leaving no space after the

comma, enter your terminal identi-
fication number (TID). You will
find the TID located on the front
of the terminal.

Login Example: LOGIN,MER801,DFIJM,K03

4-7
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4. Press RETURN key - This sends your LOGIN information to
the computer for processing. If the
computer does not find any errors in
the LOGIN data that you entered, it

¢ will respond with a series of messages
and instructions. This is called the
WARNING SCREEN. It is important that
you read and comply with ail of the
instructions on this screen. At the
bottom of this screen the computer

® will respond to your LOGIN command
with:

o tox, |

This indicates that the system has
accepted your LOGIN command and is
waiting for you to tell it what to

® do.
*NOTE* - Should the system not accept your
LOGIN message, carefully try again.
Py Should you continue to have no

success, notify MISD.

5. Enter the following: - Note the spelling is:
¢ V-1-5-1-0-N
VISION
Your entry should now appear as
follows:
[ J
OK,VIS1ON
[ J
4-8
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Press RETURN key - Further instructions and
messages will appear followed
by:

Eit RETURN to continuﬂ

Press RETURN key - This tells the computer you wish
to have the VISION system made
available to you. It may take 5
to 60 seconds for VISION to be
loaded. The following message
will appear in the interim:

[VISION IS NOW LOADING PLEASE BE PATIENT]

- On the next page is the VISION
start-up screen. (VR 3.3-2).
The cursor should appear on the
first dashed 1ine foliowing:

[PrOJECT NAME ]

4-9
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¢ VISION e
fur
US ARMY MERADCOM
LIFE CYCLE MANACEMENT MODEL

A Proprietary Preduct of
BYBTONETICS. 1nC
PCN°  3-02-032682-000~00-000000

PROJECT LISBT
ADAM  AMDI  AMDD
8CAs BCA7 BCAB
SHOn  BIB1 B9ISD

PROJECT NAME l -~

ASEW ATHT Baa) BADM BBUI  BCA2 BCAJ 8CA4  RCAD
ACA9 BCBC BCC1 BCL2 BDO1 BEE) BESI BEST MOI
M BBL BFDM BPML AU BESYR BTNZ BTN CRi

PAGBMORD 2.

ACTION AccessiA). Bachup(B). CapyiC). DeleteiD). Mew(N)

DISPLAY DETAILED PROJECT LIGTING? - DISPLAY PASSMORD LEVEL DEFINITIONS?

DISPLAY LOCATION OF PROJECT FILES™ _ BATCH SCREEN ENTRY MDDE

8. Refer to the instructions - To complete processing of information

at the right and enter

the following:

MODL

@

PWD1

®

*NOTE*

requested on this screen, match the
numbers below the dashed lines with
the following information:

(:) Enter the four character file name
of your project model (MODL). The
cursor will then advance to the first
dashed line following:

[PasswoRD)

(:) Enter the level 1 password (PWD1)
associated with your project.

- Up to this point you have been
working with the PRIME computer
directly, and transmitting infor-
mation via the RETURN key. In
VISION, you will now be using the
SUBMIT key.

4-10
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Example:

9. Press SUBMIT

*NOTE*

..........................

- The figure below is an example of how
the screen will look after you have
entered the required data.

viISION

.« u

151N »
¢

o
US ARAY Mt RAIN I

LAFE CYCLE

PANACEMUNT MODEL

A Frapeivcary Product of
SYSTONETICT. INC
FCN 3 02-032682-000 -00- 000000

ADARM  AMDL AMD] l\!?l W ATMT  @AAL BADPM BDM| BCAT  BCAD  NUA4  BCAT
Dras  6CA7  BCAB BLAT BCBC DCCE  8CI2 BDL1  BEE1  BFS.2  BL3T BHUY
Mo NIB1 RISD BRHD  @MSL  BFDM  BPMI  BSIN RASYS  BIND BING CHHI

FROECT NAME A PASGWURD Py
ACTION  Acressiar flackupi@). Cogy
DI15M Ay DETAILFD PROJECT LIGTING

DIGPL Ay LOCATION (F PROX T TILES

key -

(C)r. DeletelDd). NowiN)
DISPLAY PASSHORD tEVEL DLCINITIONS®

RATCH SCREEN FNIRY Mt

This action submits the information

you have entered to VISION. Essentially
data entered into the screen is trans-
mitted to the computer only after the
SUBMIT key has been pressed. (VR 3.1-11,
4.17-1)

When data is submitted via the SUBMIT
key, the keyboard will lock and the
message;

[KEYBOARD LOCK]

will flash at the bottom of the screen.
When VIS1ON has processed the infor-
mation submitted, the keyboard will
unlock, the start-up screen will
reappear with the following message

in the upper right hand corner:

PASSWORD ACCEPTED,
PRESS DESIRED MODE
OF OPERATION

You now have access to your project.
Use the example screen on the following
page to complete Step 10.
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10. Referring to the - (:) Using the TAB key, tab the cursor to
instructions at the the blank space following DISPLAY
right, access detailed DETAILED PROJECT LISTING: , type a
project listing. “Y". This will bring up the screen

which will allow you to enter your
project name which is a 50-character
or less description. (See Step 12)
(VR 3.3-3)

VIS geves VAL HIPD ATCERTED
prec B
L vISIoN L HOBE OF OrFPALTY
Fus
US ARMY PN RADCUN
LIFE CVCLE MANAGHHM NI MODEL

A Froprietary Product af
SYSTONETICS. INC
PCN  3-02-0328687 - 000 -00-00N000

PROECT LIST
ADAM  AMD] AMDI  AGIW  ATHT  BAAT  BAINt  BDI) RCAD  RUAD  BCAd  BOAD
PLAG DCA? DBCAB  DCAT BCBC BCCH BOI2 BPN) BFEL BER2  BI 31 BN
AIIOM  RIBT  BISD  BRHI  BMSL  BPOM M DTN ASYS  RIND  BING  CHMY

PRUFCT NAGF MM PASSHURD
ACTIHIN ArcessiAl. RackuplR). Copyt) Deletetl)). NeowiN? A
DISPLAY DETAILFED PROJFCT LISTING 1 DIGCLAY PASSHURD LEVEL U1 INITIONS ™
DISPIAY LOCATION ¢ PROXFCT FILESS RATCH SCRYEM FNTHY MUN
11. Press SUBMIT key - Step 10 requested access to the detailed

project information which currently
reflects the LCMM. Accessing this screen
will allow you to change this information.
The screen in the following page will
appear.
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H
..............................
BESCRIF LI
ALOUISITINN DILUMENTATIUN AND MGT LN Sye

COMVERTFD OJAURR) FAMS CI0C. [AESFSID
CHNVERTED OTAUGHT FROM CDC. TRAESESED

CONVIRTED OIAUGAL FRIM CHC. TAAFSFSFD
M AADCOMS 3 DAY 11 YEAR CAENDAR, 19610 . 17
MERADCDMS 5 DAY 11 YFAR CALENDAR. 19681 1791

DEVEI OF MISD AUNIN SYSIEM
COPY OF URBI MASIFR MUNML.CAL 19AD 17977

HMERADCOMS & DAY 11 YEAR CALENDAR. 1977 )7
MERADCUMS 9 DAY 11 YEAR CAILENDAR. |79R0. 1970

MERADCOMS % DAY 11 YEAR CALENDAR, 19A1 1997
MPRADCOMS 9 DAY 1L YEAR CAILENDAR  |7HA. 1978
1 RADCOMS % DAY 11 YOAR CALENDAR. )982, |55
1 RADCNMS % DAY 11 YEAR FALFNDAR, 1783 1771
MLRADCAM S % DAY 11 YEAR CALFNDAR. 1980 1790
WERADCOMS 3 DAY 31 YEAR CALFNDAR. 1987 1990

CUPY OF EEZ2 USING 1IF  (AUFNDAR, 1777, 1907

Enter the description

of your project

Press SUBMIT key

- Referring to the screen above, notice
that there is no project description
and the cursor appears in the first
blank space. Although the date 30AUG82
appears in this screen, normally you
will see the date the LCMM was copied.
Type the description of your project.
You may use up to fifty characters.

If your project description is shorter
than the LCMM description, press and
hold the space bar to delete the un-
needed characters. (VR 3.3-5)

- Again, after processing, the screen
above will reappear so you may verify
the project description you just entered.
If there is an error, repeat Steps 12
and 13.

- MWhat you have done is make a complete
copy of the LCMM and changed the file
name, passwords and project name, and
lq?ded all associated data into your

ite.




.........................

® 14. Press DATA key - This indicates to VISION that your
project description is correct and
that you wish to modify data in your
project file (VR 3.1-10). The screen
you see below will appear. The initial
modifications to your project file will

o be to establish a Start On (SON) date,
for your first activity and enter the
project name in your project directory.
The previous name was entered into the
system project directory in Step 12.

@
B R e
. :: :‘:v::zn‘:' :IQII' Bata®
@
15. Enter Data - e cursor will, appear following
¢ Modify Options ACTIVITY DATA?| Enter a "Y" and tab
the cursor to the option entitled
[PROJECT DIRECTORY DATAﬂ
® and enter a second "Y".

17, Press SUBMIT key - This commands VISION to first display
the screen which allows you to modify
project directory data. The screen
shown below will now appear.
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@
o
s § PROUECT DIRECINNY DATA MODITY § e
ﬁ‘ i e 13 sompume e o e mare
MIPNEN of ACHIVILYIES 117 Resourew Ladrary NAME PACSWONT .
[+ IV REVOR) (1L
PROJFCT l)ﬁSCllvllDNO
CAl ENDAR {Wory Days/Weer. Start Day Wurt Perioes/Nay Stert Period!
a3 Mg ! 5 T oMy 1 s e 7 W) 1+ 1t
PROJECT PFRINDE per DAY ) Date Typet¢ Mlilitary INteger MCtrac : M|
Dhrewyy DYy ¥ YMO0D
Accounting Celendar Start Five Ures Monthe —_
FRADJECT DATES  Stare JWAGEZ  gonuguin Finian —
. A(‘(:\:::: E‘I:E: FIELD w‘;:;m:ml t‘\;ntzhm_'i"”_:j“l,.:_“ |~ .
Starting Position 4 -8 1 2 9 Q L 2
Length of Fiele X K] Kl Q O n o 2
o
17. Referring to the - TAB the cursor to the first character
instructions at the of the project description. Enter the
right, enter your same name you used in Step 12.
project name.
o

It is not necessary, at this point, to
enter a REPORT TITLE since no ireport
o is being generated. When reports are
generated, the user will be given the
opportunity to title each one individ-
ually.

Other parameters on this screen (such
jee as MODIFICATION # and CALENDAR) are
pre set and should not be changed.

18.  Press SUBMIT key - Again, the screen will reappear for user
error checking. You may repeat Steps 17

o and 18 if an error has occurred. If

modified data is correct, 9o to Step 19.

ko
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19.

20.

21.

Press NEXT key - The 1-J Activity Data Modify screen was
originally requested in Step 14. It will
appear as shown below by pressing the NEXT
key (VR 3-1.12). This screen is designed
to allow activity modifications of all
types. At this point, this screen will
only be used to establish a project start

date.
VISION . H PROECT
H I-J ACTIVITY DATA MODIFY E

ACTIVITY: Name . Calendar #€1-3) | cCode

DESCRIPTION

DURATION Original — D Remaining —_— 0 Percent Complete _—
CONSTRAINTS: Early: Type __ _Deate _______  Late: Type __ Date

EF FLOAT Ls LF
PREDECESSORS (Affects Btart Flag. Node Name. Total Flost) SUCCESBORS

CURSOR

@

Nest Activity (Use ACT, ACT REB. ACT COBT Function Wey) Isrm 200200

Enter the START - The cursor will appear at the bottom
Activity I-J Node right corner of the screen in the
first blank position following:

START 200200

............ [NEXT ACTIVITY (Use ACT...key)]

(D Enter the word START, the six digit
J Node of the START activity (the J
Node here {is from the example pro-
ject).” The entry, as it should
appear, is shown at the left and
in the screen above.

Press ACT key - This will call to the screen information
related to the START activity as shown
on the following page.
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22.

23.

PREDECESSNS

r—
VISION H H PROJECT
P 1-J ACTIVITY DATA mODIFY i
ACTIVITY Name 0UU00%  Calendar 8t1-33 | Cede DU DUMM
DESCRIPTION —
DURAT ION Original 0 memsining N D Percent Complete _ 1

CONSITRAINIS Early Type o8 Date }/MvA Late: Tepe __ Date
EF F 1 4 Lo LF

(Affects Start Flag. odv Neme. Tetal Fleat) SUCCESSORS

Nest Activity (Use ACT. ACT REB. ACT CUST Function Key! -

Enter the START ON
constraint and the

project start date.

Type SON

@

Date 17NOV82

Press SUBMIT key

- After requesting the activity information,

you may now apply a Start On (SON) con-
straint to the START activity. This
assigns the project a start date.

Using the TAB key, move the cursor to
the first blank space following:

(CONSTRAINTS: Early: Typel

(:) Enter the letters, SON. The cursor
will automatically advance to the
next field.

(:) Enter your project start date.
(17NOV82 is the start date from the
example project).

- VISION will process this information
and the screen will appear with the
constraint date added. If there is
an error repeat Steps 22 and 23.

4-17
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24.

25.

26.

VISION.

Press CONTROL key
and QUIT key
simultaneously

Type "LO"

Press RETURN key

..............................

If you wish to continue working with
VISION to schedule a LCMM or project
model, skip Steps 24,25 and26 . Pro-
ceed to Section 4.3, and after reading
the first page, go directly to Step 3.

This indicates to VISION that you are
finished with data modifications and
you wish to exit from VISION and puts
you into the PRIME computer.

The message [OK,J) should appear.
LO is the abbreviation for LOGOUT
which exits you from the PRIME com-
puter.

This will submit your logout request.
Your TASKID, time of logout, time
used and computer charges will appear
foliowed by [OK,']

At this point, understandably, the PM may wish to see a
a printout or report to "verify" that the project really exists in

However, no plots or reports can be generated before scheduling,

therefore, DO NOT ATTEMPT TO GET A REPORT OR PLOT UNTIL YOU HAVE

SCHEDULED THE LCMM.

In the next sub-section, the process of scheduling

(using the start date inserted in Step 27) will be presented. A net-
work printout can be obtained as soon as the procedures described in

the following section have been completed.




4.3 PROJECT SCHEDULING

A project schedule can be calculated or recalculated at any
time, but generally is requested when the project is first established,
after making modifications to the network or after statusing (Section
4.6). Scheduling serves the purpose of keeping the project dates accu-
rate and up to date. In addition, scheduling on VISION offers the
feature of checking the network logic. This is a quick and effective
way to verify that the network logic is intact and stored in VISION as
the PM wishes it to be. The following steps to schedule a project
will generally vary very little, and are sequenced so that a scheduling
run (as it is called on VISION) may be commanded at any point during the
course of a project.

*NOTE* A project must be schedulea each time a wodification or
update is made to the project if the change will affect
the logic or schedule in any way. When in doubt, reschedule.
VISION project scheduling will automatically calculate a
project schedule. Included in these calculations are:
] Early start The earliest date an activity can start.
() Late start

The Tatest an activity can start and
still maintain the project schedule.

The earliest date an activity can finish.

) Early finish
] Late finish

The latest an activity can finish and
still maintain the project schedule.

. Total float

The difference, in working days, between
the early and late finish of an activity
or series of activities before it re-
connects with the critical path.

° Free float

The difference, in working days, between
the early finish of one activity and the
earliest early start of immediate suc-
ceeding activities. Amount of float an
activity can slip without affecting any
of its successors.
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® PROJECT SCHEDULING ---

1. LOGIN and access - Complete Steps 1 through 7 on pages
VISION 4-7, 8 and 9 of Section 4.2. If you
are already working with your project,
¢ go to Step 3.

Step 3 may be used as a start point for

scheduling runs as a result of statusing
or modifying. Follow the steps and in-

structions as presented.

2. Access your project - Compiete Step 8 on page 4-10 of
Section 4.2. Again, if you are
already working with your project,
go to Step 3.

® 3. Press SCH key - This instructs VISION to enter the
SCHEDULING Mode. The screen below
will appear. (VR 3.1-10)

. [Ty I Y Y P P TS PO P P PPN ' e

H
TSI TN M e TN, )
RO ST HEAT NS :

R P O
RUEtuen giael l RIANIS (Twmp. I'stm)

IR bCAT LI W t CUNHINT SOBEIMR ING @ |

A AV A T VFLING RUN
R L RN AU

CPUALE b 1 i Hefaie Sonaduling and boveling i
Alter Siheduling A After (uomlingisni

4. Enter a RUN CONTROL 1 Enter an alphanumeric name of up
NAME to four characters. This name will
later be used to identify your RUN
CONTROL FILE (RCF) while it is exe-
cuting on the computer.

5. Press SUBMIT key - This will cause the system to create a
file on which you may store shceduling
information. If there is another sched-
uling file related to your project being
stored under the same name, VISION will
call up that existing file instead of
creating a new file.

Example RUN CONTROL NAMES:  SCH1

SCH2
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- When the RUN CONTROL NAME has been
accepted, the screen will reappear
with the cursor in the space following

STATUS (Temp,PERM)

LGN seessescerveccssisseccsnassstcansies PHOECT

H
SCHFDULING MODE OPTIONS |
RUN GPECIF ICATIUNG

oM CONTRIG NAME SCH] STATUS (Temp. Form} i g

OB FCAT (N @ 1 CURRFNT SCHEMA ING o J

I3 XUITERANY 2

Gewedule Date | WAIGR? Praject tinish Date
‘et et Finish Date N
Add1tianal Srheguling Run informatinn

UHEVEL LAST ([VFLING RUN
RESMECE | ok

CRFATE IARGET FIUF Before Scheduling and Leveling (HS1
After Scheduling(AS) After Levelingiil ¢

6. Enter Scheduling Run
information

STATUS (Temp,Perm) T

@

COMPUTE SCHEDULE? Y

SCHEDULE DATE 02JAN82

o

Additional...Information

®

7. Press SUBMIT key

*NOTE*

- Match the numbers below and to the
right to the screen above and enter
the following information: (VR 3.6-1,2,3)

(:) Enter & "T" if you want the Run Control
File to be deleted after the scheduling
run is made. Enter a "P" if you antici-
pate using this file again in the future.

(:) Enter a "Y" to instruct VISION to
compute your project schedule.

Enter the start date of your project.

® ©

TAB the cursor to the blank following

Y Additional Scheduling Run Information?
- and enter a "Y". This will provide

you with a schedule report.

- This establishes a schedule Run Control
File. This file may be run immediately
after it is created, or VISION will save
it for you to run at some future date.

The file in the example is temporary,
(as designated by the "T") and will be
deleted after the schedule has been run.
Entering a "P" will make the file a
permanent part of your project and can
be used repeatedly.
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- This will instruct VISION to leave
the SCHEDULE MODE and enter the RUN
CONTROL MODE. (VR 3.1-11, 3.9-1) It
is this mode that controls the sub-
mission for the processing of VISION
calculations, reports and plots. The
screen you see below will appear with
the file you have just created, and
any other files VISION is saving for
you, listed in the top portion of the
screen.

Teseevee rane
RUN CONTROL MODE OPTIONS

8. Press RUN key

FRUJFY

RUN CONTROL FILES HMode Scheduling(SCH). Repart(RPT), PlutiP(T)
Mode Name Status Mode Name Status Mode Neme Status Mode Name Status
SCH SCHy A

AUN CONIROL FILE @ ®
SUBMIT FOR PROCESSING Mode  SCH  Name 'SCHI.  Aun Date _
Destination Form PR Copies | Suppress Screens”™ N
COPY FILE Mode Neme to New Name Status _

APPEND FILE Mode Name to File Name

DELETE FILE Mode Nome

CANCEL FILE Hode Name DISPLAY DETAILED DIRECTORY™ _

SUBMIT BATCH FILE FOR RROCESSING®

. PFN PLOT PROCESSING®

9. Submit scheduling run
for processing. (Match
the numbers at right
with the screen above.)

10.. Press SUBMIT key

- When you enter the Run Control Mode
immediately after creating a file,
the screen will_already have the

odd and [Namgd fields filled in
asS you can seée in the screen above.
If these fields have not been filled,
you should:

(:) TAB to the [Modg field and enter
IISCH“ .

(Z) Enterr the name of your file ("SCH1"
is an example) in the [Nameg| field.

(:) TAB the cursor to the Eorﬂ field
and enter the three letters "PR_.".
The last letter should be the first
letter after the dash in your office
or lab symbol, e.g., "PRU" would be

typed for the Programs and Analysis
Directorate. (VR 3.9-2, 3, 4, 5, 6)

- This will submit the scheduling run
control file to VIS1ON for processing.
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- A "Q" will appear to the right under
the STATUS field when the RUN CONTROL
FILE is waiting to be processed. When
processing begins, this "Q" will be re-
placed by a "P". It will not, however,
appear on the screen unless you press
the RUN key. When the screen reappears
and processing has begun, then the "P"
will replace the "Q". When processing
is complete this STATUS field area
will be blank.

- If you wish to continue working with
VISION to generate a network plot or
Activity Report, skip Steps 12 and 13.
Proceed to Section 4.4 and after reading
the first two pages, go directly to Step 3.

11. Exit VISION and - Complete Steps 29, 30 and 31 of Section 4.2.
LOGOUT

12. Check processing - To check on the progress of your file
status (optional) as it processes, first exit VISION by

pressing the CONTROL key and the QUIT

key simultaneously. Then the system re-
sponds with the message 0K, , enter
"CXP" and press the RETURN key. The
system will then display all VISION

files which are currently being processed,
and those recently completed. If your
job does not appear, enter "CXQ" and
press the RETURN key. This will cause
the system to display all files that

are waiting to be processed. Should your
file not appear in either listing,
contact MISD.

Once you have submitted a scheduling run to VISION for processing,
VISION will automatically calculate a project schedule based on your project
start date. Because additional Scheduling Run Information was requested,
the system will provide a schedule report that lists activities that have no
predecessors, activities with no successors, all milestones, and any loops in
the network. A comparison of the schedule reports for the original LCMM and
the tailored LCMM should help the PM locate logic errors if any exist.
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At TAB 2 in Section 2 is the schedule report produced following the
scheduling run on the changes made to the example R&D network. Any

Togic errors detected can be corrected by employing the activity data
modify procedures in Section 4.5 and repeating the scheduling run pro-
cess. MWhen errors are corrected, or if no errors occurred, the networks,
reports and plots can be produced. In most cases, particularly when
first establishing a project, the next step wouid be to produce a net-
work plot, and activity report.
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4.4 GENERATING PROJECT NETWORKS AND ACTIVITY REPORTS

After the LCMM or the tailored project model has been es-
tablished on the VISION system, an overview of the project for review,
examination and reporting can greatly simplify project management. In
this section you will learn to produce project information documents by
generating:

) Project Networks
[ ] Activity Reports

The project network and activity report can essentially provide com-
plete information on a project model. When management decisions lead
to project modifications, VISION can produce new networks and reports
to reflect the changes. In general, the project network paired with
the activity report form the most useful information base a DPO/PE can
acquire for project management. Examples of the network plot, and

both the detailed and abbreviated activity reports, are shown at TABs 1
and 3 at the end of Section 2. Ncte, these depict only a portion of
Phase III of the LCMM.

***PROJECT NETWORKS*+*+

The project network is a VIS1ON-produced, graphic represen-
tation of project activities and their interrelationships. For most
orojects, the network provides a "roadmap" overview c¢f activities which
highlights the critical path and milestones. [t shows those activities
that are conducted concurrently, how much float time is available on each
activity, and how activities converge toward a <ommon event or milestone.
Each activity on the network is described, given its proper I-J node,
start and finish date, and duration. Various options, described in more
detail in VR 3.8-1 through 30, are available. However, in most casec.
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the PM will find that a standard network with minimal options will be
sufficiently useful. As the PM, or any other user, becomes more familiar
with VISION, the question, "What do I need?" will generally serve as a
guide to requesting special options. Though a network may be generated
at any time after the project is scheduled, most commonly the network
will be used to display the original LCMM, and the individual project
model following modifications or schedule changes.

Modifications to Phase III of the LCMM network is used, for
example purposes, to describe the generation of a project network and an
activity report.

The following steps are designed to enable the user to pro-

duce a project network in a standard form, after the project has been
scheduled.
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- GENERATING A NETWORK ---

1. Login and access VISION

2. Access your project

3. Press PLOT (f10) key

RUN CONTROL NARE PLTI

BARCHART Cantt? _

NE TWORR EnNt

OTHER XY Chart?

PLOTTER TYPE  PRNINX

RPRNTNX
Plotter RVEQIIS

Types N
Availadle W
R

4. Enter a RUN CONTROL NAME

5. Press SUBMIT key

Complete Steps 1 through 7 of
Section 4.2, pages 4-7 to 4-9.
If you are already working on
VISION, go to Step 3.

Complete Steps 8 and 9 of Section
4.2, pages 4-10 and 4-11.

This will instruct VISION to enter
the PLOT Mode. The screen you see
below will appear.

(VR 3.1-11, 3.8-12, 13, 14)

» *
§ PLOT e OrTIONS 3

STATUS (Temp.Perm)

SELECTION? (v/N)

REQUESTED PLOT TYPE

Milestone/Summary?

Baseline/Target™ _

Variadle

XY-Tabular Chart? _

UNIT of MEASURE |
tInches. Centimeters)

Enter any four character name in

the field following |RUN CONTROL

NAME] . An example name might be
PLT1, but any name which can later

be used to identify your Plot Run Con-
trol File (RCF) on the computer is
sufficient.

This instructs VISION to begin
constructing a Plot RCF which, like
a schedule file, can be run at any
time. If the RUN CONTROL NAME al-
ready exists in your file, VISION
will call up that existing file
instead of creating a new file.
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After VISION has processed the RUN
CONTROL NAME, the screen will re-
appear as shown below, indicating
that you may now specify the type
® of Plot you want.
i § PLOT mooE OPTIONS § PhosecT
® :
RUN CONTROL NAME PLT) BTATUS (l‘.u.'.r-)@‘[ SELECTION® (v/N) _
REQUESTED PLOT TYPE
BARCHART Santt”> Hilestone/Svamary” _ Seseline/Target®>
NETWORK e veriaste @1y
L. OTHER XY Chort? _  x¥Y-Tabular Chart? _

PLOTTER TYPE  PANINX UNIT of MEASURE |
{Inches. Centimeters)

APRNTNX
Plotter RVEQ22S
Types R
Avaitable N
L]

6. Enter Plot information -@ Following [STATUS(Temp,Perm)] ,
(Match the numbers at enter a "T" or a "P". (Refer to
the right with the Section 4.3, Step 7, item 1 on
b screen above) page 4-21). The file in the

example is temporary.

@ Press the TAB key four times
and enter a "Y' following
EN1 Variable?)

T‘ 7. Press SUBMIT key - You have submitted to VISION a

request to generate a network
plot and instructed VISION to
delete the file after processing.
You can make the Plot Run Control
"4 File permanent by entering a "P"
' after STATUS (Temp,Perm)

ke
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VISION

TITLE BLOCK NOTAFION

Following Step 7, the screen below
will appear. This screen allows you
to specify options concerning the
network plot. (VR 3.8-27, 28, 29 30)

H PRUVECT
EN1 NETHORK PLUT OPTIONS 3
VARIABLE VIME SCALE H

() PASCAL SYSTEW PMASES 111 & 1Y

CHARACTER SIZ2E Q100 PLOT SIZE FACTON 190
PLOT HETGMT A2.9 HOR T IONTAL PADE Ltmvu@guun
HIGHLIONT TOTAL FLOAT EQUAL TO OR LESS THAM @m

SHNOM DATE LINKS®>

SMOM BORDER DATE” Y  AEQIONMAL IONING>

NETHORKR DATE LAYOUT Date par coluantD).Comprossed dotesiCl.Logic anlytiL? R

OESCRIPTION PLACEMENT ON Line enlyil). Nede onlyiN). Comdined(C) c

NODE PLACEMENT Early Finisn(EF ), or Lase FinishiLF) W

8. Enter Plot Options
Information (Match
the numbers at the
right with the screen
above)

9. Press SUBMIT key

PV TR AR P ST - LI IPRCIPNE, W WPy W UNT W Uy Sur ey

- Many of. the options on this screen
have been defaulted to generate a
standard network plot. It is rec-
ommended that all of these default
options except the LHORIZONTAL PAGE
LENGTH 42.0] be left as they are
unless a special requirement is
encountered.

Following [TITLE BLOCK NOTATION]
enter the title you wish to appear
on your network. An example title
might be: PASCAL SYSTEM - PHASES III
&1V

(:) Press the TAB key four times and
enter all zeros in the [HORIZONTAL
PAGE LENGTH_ | field. This will cause
the system to produce a continuous
network.

(:) hen the cursor advances to the
[glGHLIGHT FLOAT EQUAL TO OR LESS THAN:]
field, enter one "0" (zero). This
will cause the critical path to be

highlighted.by a dashed line.

- When VIS10N has processed and accepted
the Plot Run Control File, the screen

will reappear and the file is ready
to be run.
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10.

11.

12.

Press RUN key

This will instruct VISION to enter

the RUN MODE. The screen below

will appear. Notice that the Plot

Run Control File (in this example .

PLT1) will appear ynder the headings
MODE NAME STATUS] . The asterisk

indicates that the file has not

been run.

VIS10N

v PROVECT
RUN CONTROL MODE OPTIONS ¢
.

AUN CONTROL FILES Mode Schoedulingi{SCH)., Report(RPT), Plot(PLT)

Mode Nems Status Mode
Mmr o omT T

RUN CONTROL FILE

SUBMIT FOR PROCESSING

Neme Status Mode Mame Status Mode Neme Status

—  Noae te  Q7REPER
Destination _________ c..l"vL Suppress Screens? o
COPY FILE- Mede te Mew Neme ____  Statvs _

APPEND FILE  FMede
DELETE FILE. Hede
CANCEL FILE. Mede
SUBMIT BATCH FILE FOR

te File Name

s

PROCESSING? PEN PLOT PROCESSING?

—

DISPLAY DETAILED DIRECTORY?

Designate -he printer -(:) B the_cursor to the field following

and number of copies
(Match the numbers at
the right with the
screen above)

Press SUBMIT key

I R T N I S

FORM.] and enter "PR" followed by
the first letter after the dash in
your office or lab symbol. An ex-
ample entry would be "PRU", which
would designate the printer at the
Programs and Analysis Directorate.

Notice_that a "1" is already entered
after [Copies:] . If you want more
than one copy, press the TAB key and
enter the number corresponding to how
many copies you want. If you only
want one copy, go to Step 12.

This will submit your File for pro-
cessing. Notice that the asterisk
will change to a "Q" or a "P". The
"Q" indicates the “ile is waiting
to be processed. The "P" indicates
that the file is processing.

If you wish to continue working with
VISION to generate an activity report,
skip Step 13 and proceed to Step 3 on
page 4-32,
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13. Check processing status - Refer to Step 13, page 4-28 in
(optional) Section 4.3.

*#*ACTIVITY REPORTS**

The VISION produced activity report is essentially a list
of all project activities and milestones. It provides the PM with
a comprehensive and flexible reference system to project information.
Great variation in the combination and amount of information produced
in any given report 1s available. This makes the activity reporting
system responsive to individual needs. Generally, a complete report
should be generated after the project is tailored and scheduled. This
will provide a cross-reference to the project network, and for many pro-
Ject managers, will be a convenient tocl for project review, reporting pro-
gress, and recording changes. It will also provide additional activity
information not available on the project network. An abbreviated
activity report, ~~~*aining only activity I-J nodes and descriptions,
may also be useful. It provides a less voluminous listing of activities
which can easily be cross-referenced with the Task Report 2. It
should be noted, however, that the ultimate decision regarding how much
information to request in an activity report will be derived by the par-
ticular information need. The reports mentioned above will satisfy
most project management information needs, but as the user becomes
more familiar with the reporting system, other option combinations
may be requested.

The activity report cannot be generated until the project
has been scheduled (Section 4.3). It should be noted that a project
must be rescheduled after modifications or statusing in order for the
activity report to reflect the changes. The following steps should nct
be attempted before a scheduling run has been processed. The instructions
below represent a step-by-step procedure for producing both a detailed
and an abbreviated activity report.
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o GENERATING AN ACTIVITY REPORT ---

1. Login and access VIS1ON - Complete Steps 1 through 7 of Section
4.2, pages 4-7 to 4-9. If you are already
working with your project, go to Step 3.

2. Access your project - Complete Steps 8 and 9 of the activity
modifications portion of Section 4.3.

3. Press RPT key - This instructs VISION to enter the
REPORT MODE. The screen you see
® below will appear. (VR 3.1-11,
3.7-1 through 4)

REPORY MODE OPTIONS
ARUN  SPECIFICATIONS

RUN CONTROL NAME RPT) STATUS (Temp,Pera?
ACTIVITY & RESOURCE ANALYSIS REPORTS.
Using Selection? Sorting?
Project Activity?> Terget Cemparison?
Resource Usage™ ResourcesCost Analysis?
AEFERENCE REPORTS -
Rn-ovr:—o Lidvrary? Code Title Library?
‘ Calendars (1.2, A1) Project Accsunting
Preject Directory”

USER FILE REPORTS.
XY Data File (Name)

Scheduling Aeport Plot

Run Contrel File (Neme)

4. Enter a RUN CONTROL - Enter a four character name in the
NAME field following RUN CONTROL NAME
An example name might be RPT1l, but
any name which can later be used to
® identify your activity report file
on the computer is sufficient.

5. Press SUBMIT key - This instructs VIS1ON to begin con-
structing a Report Run Control File
which can be later processed through

- the RUN Mode of VISION.
L)
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After VISION has processed the RUN
CONTROL NAME, the screen below will
reappear. This indicates that a Re-
port Run Control File has been created
and you may now specify the type of
report you want.

E vISION

REPORT MODE OPTIONS
AUN  SPECIFICAYIONS

AUN CONTROL NAME  RPTL  STATUS (lemp.Pera; DT
ACTIVITY & RESOURCE ANALYSIS REPORTS

Using Selection® @ Sorting?
Project Activity>— Y Target Comparison™
Reseurce Usage™ Resource/Cost Analysis™

REFERENCE REPORTS

fesource Library”? Code Title Library®
Calendars (1.2.3.A11) Preject Accounting
Preject Directory”

USER FILE REPORTS
1Y Data File (Name)
Schedulaing RAeport Plot
Aun Control File (Nese) .

6. Enter Report information - @ Following [sTaTUS (Temp,Perm)-_] .

(Match the numbers at the enter a "T" or a "P". Refer to
right with the screen page 4-21 of Section 4.3, Step 6,
above) Item 1, and the note at the bottom

of the page for an explanation of_
l(Tll and upn.

- (:) Press the TAB key_twice and enter
a "Y" following Eroject Activity?]

7. Press SUBMIT key - This will establish a Run Contro)
File designed to generate an activity
report.
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Following Step 7 the screen below will
appear. This screen allows you to
specify the options you want for your
activity report. (VR 3.7-19, 20)

NOTE: Go to Step 8a if you wish a full
activity report. Go to Step 8b
if you wish an abbreviated activity
report. After completing either
step 8a or 8b, go to Step 9.

s ] PRUJECT
§ ACTIVITY REPORT FORMAT OPTIONS 3

REPORT TITLE @FII.L ACTIVITY REPORY
PROJECT DESCRIPYION ®
REPORT NOTATION

HEADINGS FulliF). mn-mm)@g Date Columns EARLY LATE

REPORY INCLUDES
Early Start” Y Eeorly Finish? Y Late Start? Y Late Finisa®
Total Floest™ Y Free Float> Y Calendar #2 Y X Complete” Y
Activity Neme> Y Original Duratien? Y Remsining Duratian® Y
Description> Y MActivity Codes> Y Constraint Dates? b 4

DATA INCLUDES Full(F). Pertial(P), or Nene(N)
Predecossor Data Activity/Resource Data F
Successer Deta (3

8a. Detailed Activity Report - (1) Enter a [REPORT TITLE]. Type in
Enter Report Options a title appropriate tc¢ your report
Information (Match the i.e., "FULL ACTIVITY REPORT".
numbers at the right
with the screen above) (:) Press the TAB key twice. Notice

that the project description you
entered back in your project di-
rectory has been inserted by VISION.
enter a  LREPORT NOTATION] if you
wish to include additional informa-
tion in the heading of your report,
i.e., "REPORT #1".

(:) Press the TAB key once and enter
an "F" following the [HEADINGS]
field.

Leave the remainder of the fields

at their default values and pro-
ceed to Step 9.
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§ ACTIVITY REPORT FORMAT OPTIONS 3

PHUACT

REPORY TITLE
PROJECT DESCRIPTION
AEPORT MOTATION

@ ssmrgviaTeD AL

HEADINGS FylliF). Hunm"“& Date Columns

REFORT INCLUDES

Early Start> @' Early Finish? L
! Free Float? ]
Activity Name? Y Original Durstion? N
Activity Codes> ]

Total Float™

Description? Y

Late Start? N Late Firasn™ N
Celendar 872 N Z Complete> N
Remaining Duration? N
Constraint Dates? N

DATA INCLUDES FulliF). Partial(P), or None(N)

Predecessar Data N
Successor Data N

8b. Abbreviated Activity Report -
Enter Report Options
Information (Match the
numbers at the right with

the screen above.)

9. Press SUBMIT key -

Artivity/Resource Datas ]

@ enter a[REPORT TITLE]. An ex-
ample title might be "ABBREVIATED
ACTIVITY LISTING."

Press the TAB key twice. Notice
that VISION has inserted the pro-
Ject description from your project
Eirectory for yoy. Enter a

EPORT NOTATIO if you wish to
include additional information in
the heading of your report, i.e.,
"REPORT #1."

(:) Press the TAB key once and enter
an "F" following the [HEADINGS)
field.

(@) A8 to the [REPORT INCLUDES?]
section and enter "N" in all
fields except |Activity Name?]
and [ Description?

When the cursor advances to the
[DATA INCLUDES:] section enter "N"
in all three fields.

®

When VIS10N has processed and accepted
the Report Run Control File, the screen
will reappear and the file is ready to
be processed in the RUN Mode
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10. Run the Report File - Complete Steps 10, 11 and 12 pre-
viously presented in the Section
GENERATING A NETWORK. Run Control
° ' Files, regardless of their type, ar
always submitted in the same manne.
in the RUN Mode. Stepll should be
done if the user wishes to check t.
processing status of his report.

® 11. Check processing - Refer to page 4-23, Step 12.
status (optional)
If you wish to continue working with
VISION, do not Exit or LOGOUT. Pro-
ceed to the appropriate sub-section.

® 12, Exit VIS1ON and - Refer to page 4-18, Steps 24, 25 and
LOGOUT 26.
|
[
o
s )
N
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4.5 PROJECT TAILORING

Once the PM has established his individual proiject model on
the VISION system he can put the automated project management system in
motion by completing the following activities:

. Make the necessary changes to the LCMM so that
it is "tailored" to suit project requirements.

] Establish an individual project schedule.

These activities will establish project activities, schedules
and activity interrelationships. The end result will be a tailored pro-
ject that is easy to access, report on, review and manage. These activ-
ities are also equally applicable to projects already in progress.
Implementation of these activities however, presumes that the near-
term planning of the project has-been done as discuszed in Section 2
and an LCMM has been .established on VISION.

A1l projects will have individual differences, and as a conse-
quence, the sequence of actions described below represents a methodological
approach as opposed to a "cookbook" approach to tailoring your project.
In actual practice, activities may be modified, added or deleted in any
order so long as the logic of the final network is intact. As mentioned,
the network logic can be examined automatically by VISION when the'éro-
ject is scheduled. Generally, individual project differences will be the
result of the structure and content of information in the proiect model,
not the manner in which this information is inputted to VISION. As the
user becomes more familiar with the VISION system, he may discover his
own particular style, such as making all activity deletions first, then
modifications, and finally additions.

4':)1
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***TAILORING THE PROJECT***

As the LCMM network is examined and reviewed, the process
of near-term planning and tailoring the project will have begun. Re-
gardless of the Phase you are in or the number of phases you are using in
in your project model, modifications to the LCMM will undoubtedly be
needed and are integral to efficient project management. Once these
modifications are made on paper, the VISION system can be given the
appropriate data to construct the new project network, calculate new
schedule dates and reflect all activity changes. To enact these changes
on VIS1ON, the user should come to the terminal prepared with the
following actiivty information, as applies to his project:

(] The activity name (I-J node) for all activities
that are to be deleted.

° For activities or milestones that are to be
modified, moved or added:
1. Activity name

2. Calendar (most activities are on
calendar #1, government)

3. Code (which identifies the department,
function and keyword) See Appendix E.

Description

Duration (in working days) NOTE: Dummy
activity and milestone durations = 0

6. Constraints (such as "finish no later than")

° An activity name for each dummy activity required
to reestablish the network logic after changes.

Armed with this information, the LCMM or individual project model can
easily be tailored. The VISION system will even check the logic of the
new network and Tocate errors before producing plots or reports. For the
purpose of illustrating VISION processes, example activities from the
tailored network described in Section 2 will be used. Please note that
each project will be different and will require different changes; these

are only examples.
. 4-38
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ACTIVITY MODIFICATIONS ---

1. LOGIN and Access - This procedure was originally presented
VIS10N in Steps 1 through 7 of Section 4.2, page
4-7 to 4-9. If you are already working
in VIS1ON, go to Step 3.

2. Access your project - Complete Steps 8 and 9 of Section 4.2,
pages 4-10 and 2-11.

3. Press DATA key - This allows access to the DATA MODIFY
Mode of VISION, which allows changes
to a project to be made. You may
remember the screen below; it was
used previously to modify the pro-
ject directory on page 4-3.

4. Enter "Y" following - The cursor will appear on the line
following ACTIVITY DATA? You
ACTIVITY DATA simply need to enter a "Y" as shown

in the screen below.

T W AR h AR AR AR AR AR R R Ak PROJVECT
DATA MODIFY MODE OPTIONS

ARRATERARPRARTEERRT PR TAR AR T AT TR T hdded

CHECK DATA TO MODIFY

Activity Data?

Activity Resource Data?

Activity Cost Lata?

Resource Library Data?

Activity % Resource
Code Title Data?

Project Calendar Data (1,2,3)7
Project Directory Data™

User XY Data”

Summary Barchart Data?

5. Press SUBMIT key - This will cause the I-J Activity Data
Modify screen (on the following page)
to appear.

Information related to the examrles
used in this section was summarized
on page 2-14.
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ADDING ACTIVITIES

VIDION

3 1-J ACTIVITY DATA MOOIFY 1

ACTIVITY: Name
DESCRIPYION:

Calendar 8¢(1-D) -~ Code

DURATION: Original ____ D Remsining 8 Percent Complote ___

CONBTRAINTS: Early: Type
EF

Late: Type Dats
(X ] F

PREDECESOONS (Affects Start Flag: Nede Mome: Tetsl Fleat) SUCCEDSONS

Nest Activity (Use ACT, ACT RES: ACT COBY Functien Rey)

6. Press CONTROL key and

key together

- This will cause the title of the
screen to change to

[I-J ACTIVITY DATA NEN]

This screen is shown on the following
page. The remainder of the screen
will be unchanged. This screen allows
new activities to be entered irto
VISION. Modifications to a project
can be made in any order, however,

by adding all new activities first
the user avoids repetitious changing
of VISION modes. (VR 3.1-12)
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§ 1-J ACTIVITY DATA Wik 8

PROJECT WY

1L 0002y X028,
(4 EVALUATE OPERATIONAL SPECS
fnp

tAffects Stert Flag. Nede Nase. Tetal Flsat)

Nest Activity (Use ACT. ACT RES. ACT COBT Functien Rey)

Calendar 001-3) 3] Code (3)_ASD ESSP 1DO0

I} Percoent Compleote
Lese. Type __ Dase

—Dote
FLOAT

Le LF
SUCCEPBORS

3

L

1

3

4

¢

b

;

}Gl

i S
. .
@

7. Enter new activity
information. (Match the
numbers at the right

e and below with the
numbers in the screen
above. )

300020 300024
¢ ©)
1

¢ ASD_ESSP TBOO ___

EVALUATE OPERATIONAL SPECS

¢ ®
30D

o

Ld 8. Press SUBMIT key

4

LAJ{-,-Q_-A..; P U T P T I T

- Using the changes made to the example
project in Section 2, page 2-14 , refer
to the activity, "EVALUATE OPERATIONAL
SPECS". The data for this activity is
represented at the left. Your added
activities will be different. As you
enter each piece of information, the
cursor will automatically advance to the
next data field. (VR 3.14-14, 15, 16,

17 and 4.2-4)

(@ Enter the new activity I-J node.

(@ Enter a calendar type of "1" unless
otherwise directed by MISD. A cal-
endar type of "1" indicates the
government calendar is to be applied
to this activity.

Enter the activity code for depart-
ment and function. (Refer to VISION
Code Title Library in AppendixE
for acceptable codes.)

Press the TAB key and enter an
activity description of up to 50
characters in length

(®) Press the TAB key and enter the
activity duration.

- VISION will enter your new activity
into the project and the screen will
clear to allow entry of the next
activity.
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9.

10.

11.

12.

........

..............

Enter all other new
activities

- Using the procedure in Steps 7 and 8,
enter all other new activities. (In the
example project, the activity "EVALUATE
SOFTWARE SPECS" and two Dummy activities
would also be added.

ADDING MILESTONES

Enter new milestones

MILSTN EVENTA

Press SUBMIT key

Enter all other
milestones

*NOTE*

COOE = DUMM

DESCRIPTION = __DUMMY

DURATION
Original: = _ @D
Remaining: = @D

- Milestones may be added in the same
manner as activities. However, the
data will be somewhat different. The
following Milestone is for example
purposes and was not part of the
earth mover project. (VR 4.2-2)

@ The I node for a milestone will
always be entered "MILSTN." The J
node should correspond to the event
number where the milestone will
appear.

Enter a calendar number of "1".

Enter both department and function
code as "MLSN" and press the TAB key.

Enter the milestone description and
press the TAB key.

© ® ©

Enter "0" days duration. Milestones
will always have zero duration.

- VISION will enter the new milestone
into your project model.

- Using ...e procedure in Steps 10 and
11, enter all other new milestones.

- To add Dummy activities, use the pro-
cedure described in Steps 7 and 8,
entering a new I-J node. Input the
activity information as shown at the
left and press the SUBMIT key.
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13.

14.

15.

e CitndP it S = -
PRI SRR PO SO SRS

P I Sl S Math i S I N Sl i el S Ik N LT LT e e e T e LT e

DELETING ACTIVITIES

Repeat Steps 3, 4 and § -

This process will recall the I-J
Activity Data Modify Screen that
appears below.

v13108

ACTIVITY Name Calendor #(1-3} Cetde
DESCRIPTION —
DURATION Original " Remaintng . Percont Complets
CONSTRAINTS Early Type Date Lase Type Uate

EF FLOAY 19 F
PREDECESSORS taffects Start Flag. Node Name. Total Flest) SUCCESSONS

Nert Activity (Use ACT. ACT REB. ACT CONT Fumction Mey) _ N e

.....................................
H H

.....................................

Enter activity I-J node -

The cursor will appear at the bottom
right corner of the screen in the
first blank position following:

NEXT ACTIVITY (Use ACT...key)

(D Enter the 6 digit I node, then the

300030 300040

Press ACT key -

6 digit J node of the activity you
wish to delete. (VR 3.4-13) In the
example from Section 2, the activity,
"PREPARE DEV. TEST PLANS",

was deleted. The I-J node for this
activity, as it would be entered, is
shown at the left and in the screen
above.

When in the DATA MODIFY Mode of VISION,
the ACT key performs the function of
calling to the screen information re-

lated to individual requested activities.

(VR 3.1-13)
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16.

17.

18.

VISHMN

ACTIVITY Name
OESCRIPTION

Nert Activity (Use ACT.

DURATION  Original _ _Remaining . Fercept Compiete(d) . _

CONSTRAINIS  Early Tyse Date ___ _— Lete Typeol Date

€S EF FLOAT L8 tr

PAEDECESSONS tAffocts Btart Flag, Nede Meme. Tetal Fleat)  SUCCESRONS
20

PROJEC! 1]

$ 1-0 ACTIVITY DAtA HODIPY H

. c'.loninv ®(3-30 1. Code  ASD VEST TBOM

ACT RES. ACT COST Function Mey) 1201  1W)0)

Remove the activity -
I-J node

Press SUBMIT key -

Delete all other -
activities

e i e imim A A e imi e e m = 4 A - e A_a_ A& .a_—a aaA. A e AR

After requesting the activity in Steps
14 and 15, the screen will display the
activity information in the same for-
mat as in the screen above. Notice
that all data fields are brighter,
indicating that these fields can be
modified. TAB the cursor to the first
digit of the I-node and, using the
space bar, blank out both the I and

J node at the top left of the screen.

VISION will attempt to modify the
activity. When blank I and J nodes
are encountered, VISION will delete
the activity from your project model.

Using the procedure in Steps 14 through
17, delete all activities which have
been determined to be unnecessary or
not relevant to your project.

In the example project, the activity,
"CONDUCT DEVELOPMENT TESTS" would also
be deleted.




.
........................................

MODIFYING ACTIVITIES

19. Access the activity -~ The same procedure presented in Steps
to be modified 14 and 15 is used to access an activity

to be modified. Simply repeat these
two steps. Two example modifications
from Section 2 will be presented here.
In the first example activity, "UPDATE
MANAGEMENT PLAN" the description and
duration have been changed. The second
example activity, "SOLICIT DEVELOPMENT
OF DESIGNS", has had the description
altered. (VR 4.2-6, 7).

Misiow s PROJECT
3 3-0 acTIvVITY DATA MODIFY i

ACTIVITY  Name NODIN__ Celender @(1~31 | Cede M QO T80}

DESCRIPTION P —

DURATION" ori ) D femsining 0 Porcont Complete _ ¢

CONBIRAINTS:  Early: Type 30-: Type _::n
&

Date
FLOATY
PREDECESSORS (APPects Btars Flag. Nede Neme. Vatal Flsst) WUCCEDRONS

Mest Activity (Use ACT. ACT RES. ACT COBT Fumction Reg) 00010 300020

20. Referring to the numbers EXAMPLE 1:

:;etggtyigzt’ modi fy TAB the cursor to the first character
Y of the Activity Description field.
Enter the new Activity description.

PREPARE AND PUBLISH MANAGEMENT PLAN

(@7AB to the DURATION: Original field,
_1pD press the space bar once and type a
"10". (ten).

(S)TAB to the Remaining field, press

19D the space bar once and enter a "10"
-2 (ten)
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21. Press SUBMIT key -

. .
S T PP POCAPNL ) WA SR PRI SRt SR HS vt BRn 0 SRRSO p

................

After submitting, the screen will re-

appear with the modifications and should
look T1ike the screen below. If not, re-
peat Steps 19 and 20 to make corrections.

ACTIVITY: Neme 200200 Jnnin

DEBCRIPYION:
DURAT ION:
CONSIRAINTS:

PREDECESSORS

Origine) 0P IW

Nest Activity (Use ACT. ACT RES. ACT COBT Functien Reg) 300010 300020

H PROJECY
+  1-J ACTIVITY DATA NODIFY !

Calendar 8(1-3) | cCede PM DOC T80)

AL —_—
_10Q Percont Complete _ 0
—— 'L.:h: Tos~ __Date

Early: Type __ Date
€F F

FLOAY

(Affecte Start Flag. Nede Nome. Totel Fleat) MCCENORS

o

22. Modify all other -

activities

E

300010 300020

SOLICIT DESIGNS OF DEVELOPED SYSTEMS

23. Review Activity -

Changes (optional)

Using the procedure in Steps 19 through
21, access all activities requiring new
I-J nodes and make the necessary changes.

XAMPLE 2:

In this example activity modification,
the description,"SOLICIT DEVELOPMENT
OF DESIGNS", has been changed.

(:) The activity should be accessed using
the I-J node that appears in the screen
above and pressing the ACT key.

(:) TAB to the G}SCRIPTIO&] field, and
enter "SOLICIT DESIGNS QF DEVELOPED
SYSTEMS". Then press the SUBMIT key.

At this point, you have completed the
tailoring of your project. You may wish
to review the changes made to your pro-
ject before a schedule is computed. To

do this, simply press the DISP key.(VR
3.5-1, 2, 3, 4 and 4.3-1) When the Dis-
play Mode Options screen appears, type a
"Y" and press SUBMIT. (VR 3.5-3) The I-J
node of the first activity to be reviewed
should then be entered at the bottom of
the I-J Activity Data Display screen and
the ACT key pressed. VISION will then
display the activity. Repeat this process
for all changes you have made. If you
find errors, repeat the appropriate

steps in this subsection to correct them.
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*IMPORTANT* Before a network plot or activity report

‘ will reflect your modifications, a new
b project shcedule must be calculated as
presented in Section 4.3.

If you wish to proceed directly with
the calculation of a schedule, proceed
g to page 4-20, Step 3 of Section 4.3.

e

L
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4.6 PROJECT STATUSING

Project statusing provides a methodology and tool for indi-
cating project progress, making project changes or a combination of the
two. Primarily, it is the periodic and regular maintenance of an on-
going project data base. Keeping a project updated serves two basic
purposes: '

0 It provides the capability, for the PM
to generate accurate and current information
on the status of a project.

° It reflects project changes or modifications
as they are made, eliminating the "that's the
old version" problem.

Only the PM can determine when and how often a project
should be statused. For management and time conservation purposes, he
may wish to update only when seveial changes have accumulated. How-
ever, for reporting purposes, updating will be more critical. In
general, it is suggested that changes be inputted as they occur, i.e.,
activity additions deletions and modifications. Progress statusing
will be determined in part by reporting requirements and the manage-
ment of needs of the PM. '

The process of statusing a project involves inputting, into
the VISION system, project modifications and activity progress. Activity
modifications were presented in Section 4.5. As always when working with
VISION, all input information should be prepared before going to work
on the terminal. All changes can be made through the Data Modify Mode,
and again, it is suggested that each activity change be reviewed through
use of the Data Display Modezj When all changes have been verified for
accuracy, a scheduling run should be processed before an attempt is
made to produce any reports or plots.

7]
~ See page 4-46, Step 23.




Section 4.5 presented all the necessary steps to input
project modifications and will be referenced in the following sequence
of activities. The examples used here to present the statusing pro-
cess are summarized on pages 2-25 and 2-26.
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PROJECT UPDATING ---

1. Login and access VISION

[AV]
.

Access your project

w

Enter all project
.modifications

4. Determine how activity
progress is to be
entered

5. Access the activity
to be statused

- Complete Steps 1 through 7 of
Section 4.2, page 4-7 to 4-9.

- Complete Steps 8 and9 of Section 4.2,
pages 4-10 and 4-11.

- Using Section 4.5, refer to each
portion as appropriate, to enter
all activity deletions, additions
and modifications.

- Three basic ways to report prog-
ress are as follows:

e Enter the remaining duration
of an activity and VISION will
calculate the precent complete.

e Enter the percent complete of
an activity and VISION will
calculate the remaining duration.

e Enter both the remaining di'ra-
tion and percent complete.
(VR 4.18-1, 2)

- Refer to Steps 14 and 15 on page
4-43 in Section 4.5
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6. Enter activity progress - Two example activities will be presented.
(Match the numbers at
the right with the EXAMPLE 1:

screen below) The first activity to be statused is

"PREPARE AND PUBLISH MANAGEMENT PLAN".

9 Q) T8 to the [Remaining] field, and
--= enter 0 (zero) days remaining to
1 complete the activity (since this
activity is complete).

@ In the E’ercent Comp]etg]fie]d, enter
100 in the number "100".

2 NOTE: It is not necessary to enter
data for both 1 and 2 . If
either are input, the other
will be calculated by VISION.

@) Following [CONSTRAINTS: EARLY: Type]

ACS 17N0V82 enter "ACS", meaning actual start date.
Then enter the date the activity
3 started.

NOTE: If activity has not been com-
pleted, go to Step 7.

(@ Following the [CONSTRAINTS: LATE: Type] ,

enter "ACF", meaning actual finish date.
ACF 26_NOV82 Then type the date the activity was
4 finished. For finished activities be

sure to enter "0" (zero) remaining
duration or "100" for percent complete.

The statused activity should appear as in the
screen below:

MR : H PROJECT  NAN
§ -0 ACTIVITY DATA MODIFY }

ACTIVITY Name 200200 ngatn Calendsr #{1-3) .~ Coee o8 DC IBOU
DESCAIPTINN VREPARE AND PUBLLSIE mmugl [V

DURATIUN Original Romaining —_up Percgnt leott(?) 1
CONGIRAINTS  Early TepelDACS Dote  OIJANAD Lote TypelALl Dete 25MDYE2

€F FLOAT L8 wF

PREDECESS0RS (Affecte Stert Flag. Node Newe, Totsl Float) BUCCEBBORS
Newst Activity tUse ACT. ACT REB. ACT COBY Functien Rey?) MM LI
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7. Press SUBMIT key - After submitting the screen will
reappear for review.
8. Access and status all Using the procedures in Steps 5 through
other activities 7, access all activities to be statused

and enter the appropriate information.

EXAMPLE 2:

This activity, "SOLICIT DESIGN OF
DEVELOPED SYSTEMS" has been started and

is 50% complete. After accessing the
activity, enter the information as follows:

=20 @ TAB to the |Percent Comp1eté] field,
(:) and enter the number"50" .
ACS Date 30NOVS2 @ Enter "ACS" in the [CONSTRAINTS:
EARLY: Type| field and the date
(E) the activify started.
9. Calculate a - Complete Steps 3 through 10 of
Schedule Section 4.3, pages 4-20 to 4-22.

After completing project statusing and scheduling run, a
scheduling report will be produced which will report on the network
iogic. If errors are found, i.e., a loop in the network or an activity
with no predecessor, the user should correct the error, re-enter the
Data Modify mode, make the correction(s) and re-calculate the schedule.
There are no limitations on the number of changes that can be made
or times a project can be statused.

As you can see, project statusing is basically a subset of
the processes described in Section 4.5. Project statusting is included
as a separate subsection because tailoring will normally be required
less frequently, while statusing may occur on a weekly basis.
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L
The PM now has all the information necessarv to use
VISION system for the day-to-day management of his project. The
following paragraphs will describe procedures for creating executive
® level reports which are normally required on a quarterly basis and/or
at each project milestone.
o
@
o
e
)
-
-
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DEFINITIONS

Activity

Activity
Code

Activity
Description

Activity
Name

Activity
Report

Constraint

Critical
Path

Dummy

Event

APPENDIX A
DEFINITIONS

An unique and discreet action or effort that con-
sumes resources and is integral to the process of

AOPES acquisition. Beginning and ending points
are indicated by events or milestones.

In VISION project models, the activity information
which identifies the department, function and key-
word associated with each activity. See Appendix E.

(1) In VISION, a 50 cnaracter or less state-
ment of action to be taken.

(2) In the Task Two report, a brief explanation
or compilation of information pertaining to an
activity.

In VISION, two six-digit numbers that uniuqely
identify an activity within the VISION network

and indicate the location of the activity in the
project network. Also referred to as the I-J node.
See Figure A-1.

A VIS1ON produced, listing of project activities
and related activity information.

A life cycle management or VISION imposed finish
or start date or, delay time on any particular
activity or the project as a whole.

The sequential connection of those activities
with the longest durations that determines the
minimum project duration. Total and free float
along this path is equal to zero. See Figure A-l.

An activity which involves no work effort, but
imposes a logic constraint on a project. See
Figure A-1.

A point in time that specifies the start and/or
completion of a work effort/activity and consumes
no resources. See Figure A-1.
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I1-J Node

Individual

Project Model

Life Cycle
Management
Model

Life Cycle

Management
System

Milestone

Mode

Network

PERT
Network

Predecessor

Number
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DEFINITIONS (Continued)

In PERT and VISION networking is usually two
numbers referring to the events located at the
start and finish of an activity, respectively.
In VISION the I-J node of an activity is also
called the activity name. See Figure A-1.

A LCMM that has been tailored to reflect the
uniqueness and specifics of the individual pro-
ject in such a way as to meet all life cycle
requirements.

The PERT networking of events, milestones and
activities, which serves as a quide to ADP system
acquisition.

A MERADCOM specific ADPS acquisition system
composed of a life cycle management model,
and the PIMS. See diagram and explanation on
page 1-2.

An event, further highlighted for management pur-
poses, to identify the start or completion of an
activity or series of activities of particular
importance or interest. See Figure A-1.

In VISION, defined as a subset of VISION operating
features, presented through a unique grouping of
screens.

The graphic organization of activities, events
and milestones into a logical arrangement.

A method of network representation in which the
activity is depicted by a line between two nodes.
The nodes represent start or finish points of
activities.
The activity is thus identified by the two numbers
associated with the starting node and the ending
node. See Figure A-1.

Also referred to as I node. The number of the

event that defines the beginning of a particular
activity. See Figure A-1l.

A-3
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The nodes normally have numeric codes.
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DEFINITIONS (Continued)

Successor - Also referred to as J node. The number of the
Number event that defines the finish of a particular
activity. See Figure A-1.

Tailored - Same as project model.
Model
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APPENDIX C
THE LIFE CYCLE MANAGEMENT MODEL (LCMM)

C.1 GENERAL

The purpose of this appendix is to provide the PM with
information concerning the LCMM developed by the Management Information
Systems Directorate (MISD).

Army-wide guidance concerning acquisition life cycle manage-
ment, in the form of regulations, supplements, and technical bulletins
is voluminous, and at times contradictory, vague, or confusing. This
has been the result of a new approach to the management of ADPE acquisi-
tion system programs. MERADCOM has addressed this difficult problem
by consolidating existing guidance into a MERADCOM LCMM. This model
is tailored to specific ADP acquisitions. Further, the use of this
model has been facilitated by programming it into the VISION system
which provides a wide range of automation capabilities.

It must be clearly understood that the LCMM and the auto-
mation of the model does not relieve the PM of any decision making
responsibilities. The events, activities, and milestones which depict

_or portray life cycle management provide a framework to aid decision

making. This framework of a standard or classical life cycle manage-

ment model may be used for any project and greatly reduces the work-

load associated with developing a project acquisition strategy. The frame-
work provides all known requirements and the interrrelationships among
these requirements. It is a given that many of these requirements

may not be applicable to any specific project. However, proper use

of the framework will ensure that the planner doesn't overlook essen-

tial requirements or the often subtle interrelationships that could

result in scheduling slips, test deficiencies, redesign, cost overruns

or inadequate logistic support. In essence, the framework guides the
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planner by showing what decisions must be made and in general when
they need to be made, e.g., does a listed requirement pertain or not
pertain to the specific project, or is it a requirement two years
away which need not be addressed at this time.

c.2 APPLICATION AND STRUCTURE OF THE LCMM

The ADP Systems acquisition model, while covering the entire
acquisition process, is divided into five phases corresponding to the
phases of the 1ife cycle process. (See Figure 2-2, page 2-5.) The
ability to append phases to meet the specific needs of each project,
and thus form a single unique model is a distinct advantage. By
analyzing project requirements, the PM can coordinate with MISD to
obtain a project model that, to some degree, is already tailored.

It is important to note, however, that PM's must exercise professional
judgement in this decision as well as all tailoring decisions. The extent
to which an individual project model conforms to the LCMM depends on

the specifics of the particular program. Where appropriate, use the
standard, where details are known use specifics, fine-tune and continue

to status accordingly.

The model develops, in sequential order, the activities and
milestones involved with those ADP Systems acquisitions designated
for life cycle management. From the point of identifying a mission
need to delivery of the system, there are approximately 100 activities
and milestones. These have been developed into a network which iden-
tifies all interrelationships among the activities and milestones.

A visual presentation of a network, as shown by a VIS10ON-generated
network plot, is at TAB 1 of Section 2.

NOTE: The example at TAB 1 is only a portion of Phase III of the LCMM.
In essence, the LCMM forms a roadmap guide to the acquisition process,
and with professional judgement is a valuable aid in the planning,

scheduling and control of an ADP System acquisition project.
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APPENDIX D
WORKING WITH VISION

This appendix is supplied to minimize time and effort and
increase success on the VISION system. The VISION Project Information
Management System is a software program that is user friendly and does
not require a knowledge of sophisticated computer languages. Informa-
tion input and output options are presented through formatted screens
which identify these options, highlight data entry fields, and use the
standard English language. However, the VISI1ON system, like any other
software package, operates within limited parameters, will occasionally
demonstrate "quirks" or "bugs," and is not totally protected from user
error. To employ the VISION system effectively and avoid these pitfalls
the user should become familiar with the VISION User's Guide and be
aware of the following points:

] Data should be prepared prior to working on the
terminal. This will minimize errors by enabling
the user to concentrate on working with the system.

() Data fields are highlighted, and usually underlined.
As the user enters data, the system will auto-
matically advance to each successive data field.
This essentially prompts the user for the correct
information.

0 VISION provides written prompts and error messagés.
When an error is made the system will generally
point out the error by placing the cursor in the
data field where the error occurred and by providing
and error message in the upper right portion of the
screen.

The VISION system is organized by mode. To schedule, the
Schedule Mode is used, to display data, the Data Mode is used, etc.
In most cases, first time users will be somewhat confused by the
screens and sequence of their appearance in the various modes. An
understanding of the screens available in each mode will reduce
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this confusion. Pages 3-11 through 3-18 graphically present all VISION
modes and screens, and further information is available in the VISION
User's Guide. Remember, a screen is not immediately available if it
belongs to a different mode than the one in which you are currently
working.

When errors occur, the error message that appears on the
screen can be cross-referenced in Appendix A of the VISION User's
Guide for further explanation. Most errors occur when data is either
inappropriate for the data field, when more data is required or when
the user attempts to command a VISION function that is not available.
For convenience to users of the VISION system, this appendix will
present some of the frequently encountered problems and some sugges-
tions to solve those problems. Not all problems can be anticipated,
but these suggestions should make the user's time on the VISION system
more productive. The organization of information follows the same
basic sequence the user will follow when establishing and working with
a project.

LOGIN PROCEDURE

) Be sure all information is entered, separated by
cormas, with no blank spaces. If you make an error,
re-enter all information.

@ The RETURN key is used to submit information prior
to the accessing of VISION. Do not use the SUBMIT
key.

TAILORING THE PROJECT

o When accessing any particular activity for display or
modification, the ACT key is used. The SUBMIT key
is used to command VISION to process the changes.

() If you submit new or modified activities and realize

there is an error or incomplete data, simply reaccess
the activity, make the corrections, and resubmit.

D-2
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® 0 If you mistakenly delete an activity, locate the
information for that activity on the detailed
activity report and reinsert it into the project.

\ ° Occasionally you will press the SUBMIT key and nothing L
appears to happen. DO NOT RESUBMIT. The time it takes
[ the system to respond and process is variable. Be

patient, if processing is not completed in the amount
of time consistent with previous processing, notify
MISD.

0 When you misenter data and submit it, generally VISION
o will give you the opportunity to review the data and
change it even after it has been submitted.

° If you misenter data, but have not submitted it,
simply press the backspace key to clear the incorrect
data then re-enter the data. If the error occurred

() in a previous data field, use the B-TAB key until
you reach the proper field, then re-enter the data.

. If you press the wrong mode key, no special correct-
tions are required, simply press the correct mode
key and VISION will access it for you.

° Should your project become "locked" (which means it
is inaccessable), use the following procedure:
1) Type "UNLOCK, your project name, VISION."
2) Press the RETURN key.

° Should the keyboard lock, do the following:

1) Turn the terminal off, then back on.
2) Type "FULL."
) 2) Press the RETURN key.

PROJECT SCHEDULING

- () When entering run specifications on the first schedul-
ing mode screen, DO NOT CHANGE THE START DATE of
your project in the Schedule Date field. This will
cause errors in the VISION calculation of schedule
dates.

D-3
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Be sure to put a "Y" after the Additional Scheduling
Run Information. This will ensure that you will get
a schedule report.

If you should realize you have made an error or wish
to change one of the scheduling screens, press the
SCH key, enter the RUN CONTROL NAME of the scheduling
run and, using the SUBMIT and NEXT keys, enter the
new information. A Scheduling Run Control File can
be changed an unlimited number of times. It cannot

be changed, however, after it has been submitted until
processing is complete.

GENERATING PROJECT NETWORKS AND ACTIVITY REPORTS

STATUSING

GENERAL

It is particularly important when generating a plot
to leave the default values set unless you are ab-
solutely sure about how you want to set up a special
plot. If you should mistakenly change any values,
the original default values can be found on page 4- .

Generally you will find it more convenient to set up
one permanent Run Control File for each of your most
common runs in the Schedule, Plot and Run Mode.

Be sure to specify the printer you wish your report

or plc. to be printed on. If you do not, the system
will automatically print your output at the computer
center.

Do not indicate an activity in the network to have
started unless all predecessor activiiies are com-
plete.

Inputted dates should be accurate, otherwise the
calculated schedule may be misleading.

If an activity is 100 percent complete, be sure to
enter an Actual Finish Date (ACF) to avoid schedule
errors.

If you become lost or you have inadvertently requested
a screen you do not want, you can usually re-establish
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your location or start over by pressing the Next
key.

Remember, the expertise in the VISION system resides

at MISD. This directorate can provide support and
answer most questions.
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APPENDIX E

VISION CODE TITLE LIBRARY

The purpose of this appendix is to present the VISION Code
Title Library and provide an explanation of its use in the coding of

o

project activities.

The VIS10N Project Ii.urmation Management System is equipped
with the ability to code each indiy.dual activity or milestone. The

[ )
coding of activities and milestones serves two basic purposes.
o Provides additional information on activities
and milestones.
D
e Provides the user with the capability of re-
questing reports and other VIS1ON outputs on
the basis of code.
!
D Figure E-1, which is at the end of this Appendix, summarizes

all of the codes currently available in the master 1ife cycle manage-
ment models. Notice that the coding system has already been established.
The coding system consists of 16 spaces which have been subdivided into

» three individual code fields. The fields are named DEPT, FUNC, and KWRD
respectively. The fields provide information on an activity or milestone as
follows:

e DEPT - Indicates the department/agency responsible
for the activity or milestone.

t
e FUNC - Identifies the purpose, function or
general area to which the activity or mile-
stone belongs.
:« e KWRD - Provides a reference to Army documentation
g relevant to the activity.
Notice also in Figure E-1 that each code field (i.e., DEPT,
FUNC, and KWRD) occupies & particular number of spaces in the overall
[ .
: E-1
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® 16 space code field. DEPT codes, for example, are reserved for spaces
1 through 4. FUNC codes will occupy spaces 6 through 9, and KWRD codes
will occupy spaces 11 through 14. This format is maintained through-
. out all operations and modes of VISION. The 16-character code field
"‘ is graphically displayed below.
® b]ink blink b‘}agk
— - - Y _ ___Y __ _ _ ¥y
DEPT code FUNC code KWRD code
s ]
When working with a master 1ife cycle management model on
° VIS1ON, the user will find that activities and milestones have al-
ready been coded. For example, one of the early activities in Phase III
is "Evaluate System." The code for this activity would be as follows:
k PM__ _ _ENVAL _TB14 _ _
By refering the codes to the VISION Code Title Library, the following
. information is provided.
jeo
o The responsible Agency is the Project I
Manager. i
;;~ e It is anevaluation activity.

e Technical Bulletin 18-114 provides relevant
guidance and information.

E-2
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S To work with the VISION coding system, the user should be
aware that the VISION Code Title Library may be accessed for review
through the Display Mode (VR 3.5-2, 3.5-16, 17). To add new codes

) to a project, the user should access the Activity & Resource Code Title

ii. Data Modify screen through the DATA mode (VR 3.4-2, 3.4-33, 34, 35).
When working with individual activities or milestones, the particu-
lar :ode will appear in the I-J Activity Data Modify or Display screen
as siown below.

seve
H 1-J ACTIVITY DATA DISPLAY 5
ACTIVITY: Name 100101 100201 Calendsr 0(1-3) | Code |[PM EVAL TB14
DESCRIPTION:
DURAT 1ON: Original 3D Remaining 3D  pPercent Complete 0 Activity Code
CONSTRAINTS: Early: Type Date Late: Type Date
. ] & FLOAT Ls L
PREDECESEORS (Affects Btart Flag: Neds Name, Tetal Floast) SUCCESSORS
Nest Activity (Use ACT, ACT REB. ACT COBT Function Key)
N

NOTE: A1l LCMM activities will have been coded

and these codes will be copied when PM

o generates a project model. It is recommended that

' these codes not be changed. When tailoring the

project model, it may become necessary, however,
for the PM to code new activities/milestones,

‘4 or some cases alter codes when an activity is
modified. For an example of this type of coding
change, see Section 4.5, Project Tailoring.

‘9
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