LESSONS LEARNED:

From MS Project 2003 Standalone to MS Project Server 2007

	#
	Lesson

	1
	PM Methodology: Make sure your company has a solid project management methodology and a project team experienced in this methodology prior to migrating to project server.  This will help with a smoother transition.  Trying to create and implement both a methodology and a new tool concurrently is risky.    



	2
	Apply PM Methodology & Project Server: “Practice what you preach”.  Use your company’s PM methodology to manage your server implementation.  
Once project server is installed and configured, manage your project schedule and resources using project server – it’s good practice!  

 

	3
	Training Approach: Consider using a “train the trainer” approach if your company is bringing in an outside consultant to help with the implementation.  The consultant can train your PMO consulting staff, who can then go on to train the project managers and others who will be using project server.  

Consider recording the training, so those who cannot attend in person can walk through the training at a later time.   



	4
	Project Team: Assign the right people with the right skill sets to the project.  Have a combination of PMO, IT Workstation, DBA, and Network Server personnel.

Try to assign the same individuals to the project that will be supporting the application after go-live.  This alleviates knowledge transfer issues.

 

	5
	Project Manager: Assign an experienced project manager to lead the effort, which will help to keep both internal and external resources on track and accountable.   



	6
	Schedule: Update the project schedule regularly (every week or every two weeks) and publish the updated schedule to the team to keep everyone on the same page.  



	7
	Collaboration with Sponsor and Owner: The project manager needs to maintain excellent collaboration with the project sponsor and owner.  If difficult conversations with the implementation vendor/consultant are necessary, escalate issues in a timely manner to the project sponsor and owner for help in resolving.  



	8
	Leverage MS Interfaces: Leverage existing MS interfaces that can be used to save time.  For example, if your organization uses Active Directory, use the A/D synchronization process in project server.  It works well for keeping User and Resource records up-to-date. 



	9
	Pilot Approach: Once project server is implemented, pilot one or two projects in server for 2-3 months before rolling out to all projects.  Select projects with PMs that are tolerant and understand that there may be some bumps in the road.  This will help to work through any training issues and prepares the PMO support team to handle common questions and issues.  



	10
	Phased Implementation: After the pilot phase, recommend import of existing projects into server one at a time at 2-4 week intervals.  This approach gives the PMO time to deal with any questions and issues that arise on the newly-imported project, without being overwhelmed.  



	11
	Requirements Definition: If working with an implementation vendor, request a set of sample requirements (ex. via a Requirements Traceability Matrix) to help start requirements definition for your company. 



	12
	System Configuration: If an implementation vendor is used, Project Server system configuration needs to be a collaborative effort between your company and the vendor.  Your company will own the software, and must understand the configuration and be able to support it after the vendor’s job is finished. 



	13
	Service Packs & Cumulative Updates: Go to Microsoft’s website or contact Microsoft to confirm what the latest SP and CU are.  Make sure you have the latest installed on both the server and the clients. 

 

	14
	Research Issues: Don’t assume that an issue your company is having with server is due to your inexperience.  Google problems to get information and learn how to fix them, or call Microsoft if you have a support agreement or can pay for their assistance.  It is possible to find a lot of information and answers to questions by using online forums/chats/message boards.

 

	15
	Implementation Vendor SLA: Understand your implementation vendor’s support agreement and the definition of when it starts after implementation is completed.  Keep the vendor engaged in a way that works for your company.



	16
	Vendor Due Diligence: Conduct due diligence to check implementation vendor references and experience with this type of work.  Consider including language in the vendor contract that your company reserves the right to approve the individual consultant who will be assigned to your engagement, so that you can ensure the individual has the necessary level of experience specific to this type of implementation. 
Also consider setting up the contract so the vendor can deliver one small piece, then if satisfactory performance, bring them back for additional work. 


	17
	Training Materials: Obtain both hard and soft copies of training materials from the implementation vendor.  This gives your company maximum flexibility to update training materials to fit your business needs. 



	18
	I.T. Coordinator: Assign a point person in I.T. to coordinate the project’s technical activities. 



	19
	Dedicated vs. Virtual Server: A virtual server environment can work with project server.  Be sure to assess your technical environment early on and work with a vendor if necessary to determine what your technical system requirements are, based on the number and size of projects you will be running on server, and number of users. 



	20
	Reporting Tools: Reporting tools (such as InfoMaker) that can access the SQL project server databases can be used to set up custom audit reports that your company can use to ensure data integrity and correct use of the system.  Don't be afraid to look for other ways to manage a product even when others might say you don't want to go there or it can't be done.



	21
	Co-Location: If possible, co-locate the project server implementation project team.  This improves and speeds up communication.



	22
	Test Environment: Recommend creating a test environment on a separate server from production project server.  Document your company’s process around when and how the test environment is refreshed and make sure that all who need to know have access to this document. 


	23
	Import Procedure: Document the procedure your company will use for importing new projects into server, and use it consistently when projects are imported.  



	24
	SRS Reports: Recommend purchasing SRS Reports for Project Server 2007 from New Generation Consultants, Des Plains, IL.  These are excellent reports, and are accessed from PWA.  



	25
	Program to Update User Records: New Generation Consultants, Des Plains, IL, can develop a program that runs after a nightly Active Directory synchronization that will update user and resource record information such as location, RBS, and Security Group based on your company’s business rules.  It results in avoiding manual entry when new users are added to server, and increases accuracy. 
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