Project Management Practices: Assigning the
Right Resources to Tasks

As the project manager, you consider several factors when deciding whom to assign to
which tasks. One of the most important factors is the resource's skill set, competencies,
and proficiencies. His or her ability to carry out the assigned task is essential to the suc-
cess of the task. You can set up your resources in Microsoft Project so that you can find
and assign resources based on their skill sets.

Another important factor is the resource’s availability. If the perfect resource is 100 per-

cent committed to another project during the same timeframe as your project, you can't

use this resource. Microsoft Project can help you find resources that are available to work
on your project,

There are other factors as well:

Experience Have the resources you're considering for the assignment done similar or
related work before? How well did they do it? Perhaps you can use this assign-
ment as an opportunity to pair a more experienced team member with a less-expe-
rienced one. This pairing can set up a mentoring situation in which both team
members can benefit, and in which your team is strengthened in the long run.

Enthusiasm Are the resources you're considering personally interested in the assign-
ment? In many cases, a resource with less experience but more enthusiasm can
be more effective than a seasoned but bored resource.

Team dynamics Do certain tasks require several resources to work together? If so, are
the resources you're considering likely to work well together? Do they have a his-
tory of conflicts with each other? Do certain team members have good synergy
with one another?

Speed |Is alacrity important to your project, all other things being equal? Some
resources work faster than others. This speed can be a function of experience. Or
it can be a function of working style or level of quality. Determine how important
speed is to your project, and assign tasks accordingly.



yeling Resources

Resource leveling is part of the broader topic of resource management.
This is an area that has always created problems for organizations. Some
of the situations that organizations have to deal with are these:

= Committing people to more than they can reasonably handle in the
given time frame, reasoning that they will find a way to get it done

m Changing project priorities and not considering the impact on exist-
ing resource schedules

m The absence of a resource management function that can measure
and monitor the capacity of the resource pool and the extent to
which it is already committed to projects

= Employee turnover that is not reflected in the resource schedule

Resource leveling strategies
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Alternative Methods of Scheduling Activities

Rather than treating the activity list as fixed and within that constraint
leveling resources, you could resolve the leveling problem by consider-
ing further decomposition of one or more activities. One of the six char-
acteristics of a complete WBS mentioned in Chapter 7, “Identify Project
Activities,” was activity independence. Activity independence means
that once work has begun on an activity, work can continue without in-
terruption until the activity is complete. Usually, you do not schedule
the work to be continuous for a number of reasons, such as resource
availability, but you could if you wanted. Other than for resource avail-
ability issues, the decision to do that may simply be a preference of the
project manager.

Further Decomposition of Activities

Resource availability, or rather the lack of it, can require some creative
activity scheduling on the part of the project manager. For example, sup-
pose that an activity requires one person for three davs within a five-day
window. There are two days of slack in the schedule for that activity. In
other words, the ES-LF window of the activitv is five davs and the ac-
uvity duration is three days. The project manager would prefer to have
the activity scheduled for its early start date. but the unavailability of the

resource for three consecutive davs beginning on the ES date will re-
quire scheduling the activity work to a longer peniod of time. One solu-
tion would be to have the resource work for three nonconsecutive days

as early as possible in the five-day window. Continuing with the exam-
ple, let’s say that the resource is available for the first two days in the
five-day window and for the last day in the five-day window. To sim-
plify the scheduling of the resource the project manager could decom-
pose the five-day activity into two activities—one two-day activity and
one one-day activity. The two-day activity would then have an FS de-
pendency on the one-day activity. The scheduled start and finish dates
of the two activities would be set so that they fit the availability of the
resource. There are other solutions to this scheduling problem, but we
do not discuss them here. The one we have presented is the best ap-
proach to situations similar to the example.
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