TENSIX

Microsoft Project to Primavera P6
Conversion Guidelines

We have developed a process for conversion that addresses a range of common compatibility issues that
occur when a schedule is loaded into Primavera P6 from Microsoft Project. Various features between
Primavera P6 and Microsoft Project are not entirely compatible and therefore certain steps must be taken
to correct for these differences.

There are also items that need to be correctly setup in the Microsoft Project file, particularly concerning
the way the indent structure of the schedule has been entered.

The following guidelines will help you in preparing your Microsoft Project schedule data for conversion.

Guidelines Introduction

Because there are fundamental differences between the Microsoft Project and Primavera P6 systems,
there are some points you need to be aware of before you submit your schedule for conversion.
Please take a few minutes to read through this article. It will help the conversion go smoothly and more
importantly, help you understand the data you see in Primavera P6 when the process is completed.

Preparing your Microsoft Project Schedule for Conversion
Items to avoid in your schedule:

1 — Avoid Blank Rows

Avoid blank rows or blank task names in your schedule. These cause errors during conversion. If you
have blank rows, please delete these before submitting the schedule file for conversion.

Task Name - Physical % - Units to - Units. - Physical % Duration - Start
Complete do Complete Complete
1 | Titan Il Orbiter Program [ o o 0% &31 days 1011/2015
2 =] Management L 1] 1] e 831 days 10/1/2015
3 Program Start 100% 0 0 100% 0 days 1012015
4 Program Management Start 100% 0 0 100% 0 days 1001/2015
Security 0% 0 0 0% 80 days 112018
[ Program Management 5% 0 0 5% 330.36 days 100172015
T Program Management Complete 0% o o 0% 0 days 12062018
B X
9 [= spaceship [ o o 0% 830.75 days 10/1/2015
10 =l Design 0% ] ] 0% 5 days 10/1/2015
11 =l Engineering Design 0% 0 0 0% 1 day 10/1/2015
12 Receive Final Concept Design 100% 0 0 100% 1 day 10172015

2 — Turn off the Project Summary Bar

Avoid using the ‘Project Summary Task’ in the schedule. This creates an unnecessary duplicate WBS
element at the top of the converted Primavera P6 schedule. Primavera uses the project as the equivalent
of the Project Summary bar at the top of the WBS structure: this makes the Project Summary Task
redundant.
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If in use, the Project Summary Task should be turned off before saving and sending the MPP file.
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3 — Avoid Links on Summary Tasks

Although you cannot create links between tasks and summaries, Microsoft Project will retain some links
between tasks and summaries when tasks are indented.

This scenario means that summary tasks are incorrectly driving the start dates of other tasks. During
conversion, summary tasks in Microsoft Project become WBS elements in P6. Primavera P6 doesn’t
support links to WBS elements, so such links must be removed before conversion can take place. If
summary task links are present in the Microsoft Project schedule, the start date for the linked activity will
be incorrect if the summary was the driving predecessor.

[lan 4,15 [Jan11,'15 [Jan 18,15 [Jan 25,15 [
[Fls[sM[TIw[T]F[s|s[M[TIw[T]F[s s [mM[T]W][T]

Linked summaries are not
rl y (’ supported in Primavera P&

4 — Avoid Blank WBS Fields

Microsoft Project generates WBS codes based upon task indentation hierarchy. However, in some
circumstances, it leaves blank fields. Blank WBS fields will generate errors during conversion. Please
verify that your WBS field is fully populated before submitting your schedule.

Task Name - WBS - Start - Finizh -
16 Avoid blank WBS fields | 1.2.21 10112015 91112016
7 | 122141 10M2015 1012015
18 Jig Assembly 12212 1082Ms nezme
19 Jig Assembly Exdtention 1182016 2152016
20 Wiring Harness Installation 2152018 72016
21 Power Supply T2Zme S/92016
22 Solar Deployment Azsembhy S/O2016 21152018
23 [l Guidance Controls 1.2.21.7 11/2i2015 9172016
24 Installation of Guidance Controls |1.221.7.1 11/22M5 112802016
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Understand Differences in Data Grouping and Sorting

A major difference between Microsoft Project and Primavera P6 is the way in which the tasks and
summaries are sorted and displayed. Please look carefully at the following examples to understand what
to expect when you receive your Primavera P6 schedule report.

Use Correct Indent Structures

While Microsoft Project uses indenting to define summary tasks and describe the Work Breakdown
Structure (WBS), Primavera P6 uses WBS elements to control and display indentation. Therefore,
Primavera P6 will faithfully display tasks to the order of the WBS, which may not necessarily be in the
order of task IDs as they appear in Microsoft Project.

For example, Microsoft Project lets you order tasks at different levels of indentation below a single
summary bar. However, P6 will move the higher-level tasks to the appropriate WBS element, thus placing
them in a different order on the schedule. To understand why this happens, take a look at these
examples:

In this example, Microsoft Project is displaying tasks 58, 59 & 60 below the Stress Tests summary.
However, because they are out-dented, they are in fact at a higher level of the WBS than 55, 56 & 57. So,
they actually belong to the Launch Preparation summary WBS (52).

b ki o Microsoft Project

52 [=] Launch Preparation

53 Launch Preparation Start

54 [=] stress Tests

55 Drop

56 G-Force

57 Vibration

58 Final Inspections <4—— Although displayed below Stress Tests, these
59 Clean and Seal for Payload < tasks are out-dented and therefore belong to the
&0 Launch Preparation Complete — Launch Preparation summary.

61 = Launch

When this file is converted, Primavera P6 will correctly load these tasks directly under the Launch
Preparation WBS element, moving them above the Stress Tests element as shown in the following
figure; regardless of their task IDs.

I - Task Name - Activity ID o Activity Name

52 =l Launch Preparation = Launch Preparation

53 Launch Preparation Start [x] Launch Preparation Start
54 El stress Tests 58 Final Inspections
55 Drop L 53 Clean and Seal for Payload
56 G-Force B0 Launch Preparation Complete
57 Vibration = Stress Tests
58 Final Inspections 55 Drop
59 Clean and Seal for Payload 56 G-Force
60 Launch Preparation Complete 57 Wibration
Microsoft Project Primavera P6

The above figure demonstrates that Primavera P6 will order the tasks to the WBS structure based entirely
upon their level of indentation in Microsoft Project. Primavera P6 has placed the tasks that belong to
Launch Preparation below that WBS element; precisely as the Microsoft Project indentation described,
but not how it was originally displayed.

Copyright© Ten Six Consulting, LLC. All rights reserved.



TENSIX

For larger projects, with deeper levels of indentation, this can have a profound effect on the overall layout
of the schedule. So, you should inspect your Microsoft Project schedule to make sure that the order of the
tasks and their indentation, are true to the WBS structure, not in conflict with it as we saw in the previous
figure. The following example demonstrates correct indentation options.

Aligning your Indent Structures

If you wish for Primavera P6 to display your tasks exactly as they are in Microsoft Project, you will need to
make sure that indentation of tasks is correct below each of the summary tasks.

For example, if tasks 58, 59 & 60 (figure below) are part of the Stress Tests WBS element; then they
should be indented to the same level as tasks 55, 56 & 57.

v LupuuL o o

1] - Task Name - Activity ID - Activity Name

52 [= Launch Preparation B e Feradian

53 Launch Preparation Start 53 Launch Preparation Start

54 [l stress Tests Bl Stress Tests

55 Drop 55 Drop

56 G-Force 56 G-Force

57 Vibration 57 Yibration

t8 Final Inspections. > [} Final Inspections

59 Clean and Seal for Payload ’ 53 Clean and Seal for Payload

60 Launch Preparation Complete ’ EO Launch Preparation Complete
Microsoft Project Primavera P6

If the tasks are truly part of the Launch Preparation WBS element, you should move them under that
element in Microsoft Project. This will eliminate the display differences and arguably would be a more
correct representation of the schedule in Microsoft Project as well as in Primavera P6.

~ Layout: Standard Gantt
I Task Name
e e Activity ID - Activity Name

52 = Launch Preparation _
53 Launch Preparation Start B Levieh e -
s Final | e A3 Launch Preparation Start
5 inal Inspections

P [} Final Inspections
55 Clean and Seal for Payload 59 Clean and Seal for Pagioad
56 Launch Preparation Complete &0 Launch Preparation Complete
57 [ Stress Tests S Stress Tests
58 Drop 55 Drop
58 G-Force 56 G-Force
60 Vibration g7 ‘ibration

Microsoft Project Primavera P6

To be certain of a task’s position in the hierarchy in Microsoft Project, the WBS field can be opened.
These code values show the true hierarchy created by indentation and make it easy to spot tasks that are
higher in the structure, but lower down in the sort order. P6 will group tasks exactly by these codes, not
by the Microsoft Project sort in order.

Task Name - WBS - Start - Finish
52 [=] Launch Preparation 1.24 4130012018 10/15/2018
53 Launch Preparation Start 1241 43002018 43002018
54 [l stress Tests 1.24.2 4130012018 812002018
55 Drop 12421 43002018 52852018
56 G-Force 12422 SI28/2018 6/25/2018
57 Vibration 12423 6/25/2018 APPIMA
= Final nspections e 8202018 These tasks belong to Launch Preparation
59 Clean and Seal for Payload 1244 .‘_w-waeq-s- which has a WBS value of 1.2.4 and is
60 Launch Preparation Complete 1245 - 10/M15/2018 therefore the parent.
61 = Launch 1.2.5 101152018 ————
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Understand Milestone Differences

Unlike Microsoft Project, Primavera P6 has two milestone types; Start Milestones and Finish Milestones.
When logic allows, Start Milestones will automatically schedule at the beginning of the calendar working
day, and Finish Milestones will schedule to the end of the calendar working day.

When the Microsoft Project schedule is converted to Primavera P6, all Microsoft Project milestones are
loaded as Start Milestones.

This means that the dates for some of these P6 Start Milestones may be a day later than the date in
Microsoft Project because P6 places them at the start of the following day, instead of the end of the
previous day. Thus, part of the conversion service is to manually identify all milestones that should be
Finish Milestones and changing them accordingly to achieve correct dates. The following example shows
how milestone types affect the P6 schedule.

~ Layout: Activity Entry | Filter: All Activities

Activity 1D Activity Mame Activity Type | Jan 04 Jan 11

i [ sat [5un [Mon [Tue [wed[ Thr | Fri | Sat |Sun [Mon [Tue [wed][Thr | Fri | Sat [Sun
g v

B Project: Milestor
= wBS: Design |

05-Jan-15 12-Jan-15 v d
A1000 Start Design | Start Milestone 05-Jan-15 | ¢
A1010 | Develop Design Task Dependent 05Jan15 | 03Jan-15 be— o
A1020 Complete Design | Start Mileztone 12Jan-15 -l
= wWBS: Designl 05Jan-15 | 0%Jan-15 T —

A1030 Start Design Il Start Mileztone 05-Jan-15

g
41040 Dievelop Design Task Dependent 05Jan15 | 0%Jan-15 ’%
A1080 Complete Dezsign |l Finizh Milestone 09-Jan-15 e

Above:

Item 1 — Start milestones — all milestones from Microsoft Project arrive in P6 as Start Milestones. This
can cause them to schedule to the start of the next working day, rather than on the date scheduled in
Microsoft Project. As you can see with the Complete Design | start milestone above, it has moved
incorrectly to the following Monday.

Item 2 — Manually corrected milestone type — the Complete Design | Milestone has been manually
changed to a Finish Milestone to correct the conversion default. This has placed the milestone on the
intended date.

Action Required: Unambiguous milestone task names
Please verify that all your milestone task names clearly identify a starting or finishing even. This will help

to understand what the milestone represents and to manually adjust its type correctly.

Summary

MSP-P6ConversionNeither Microsoft Project nor Primavera P6 are incorrect in their approaches to
displaying a WBS. In the end, it's just what you are used to using and how the basic philosophies of the
tools differ in that respect. Now that we have outlined these differences, it should be easier to understand
how the tools differ in their approach to sorting and grouping data.

Microsoft Project is putting more emphasis on the order that tasks were created and the order of task IDs,
while Primavera P6 is putting more emphasis on the WBS’s ownership of those tasks. Which is better or
more correct is simply a matter of opinion.

Copyright© Ten Six Consulting, LLC. All rights reserved.



	Guidelines Introduction  Because there are fundamental differences between the Microsoft Project and Primavera P6 systems, there are some points you need to be aware of before you submit your schedule for conversion.
	Preparing your Microsoft Project Schedule for Conversion
	Items to avoid in your schedule:
	1 – Avoid Blank Rows
	2 – Turn off the Project Summary Bar
	3 – Avoid Links on Summary Tasks
	4 – Avoid Blank WBS Fields

	Understand Differences in Data Grouping and Sorting
	Use Correct Indent Structures
	Aligning your Indent Structures

	Understand Milestone Differences
	Action Required: Unambiguous milestone task names

	Summary

