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SERVICES OFFERED BY EASTWOOD HARRIS PTY LTD 

Eastwood Harris specializes in setting up and running project controls systems 
with a focus on Oracle Primavera P6, Asta Powerproject and Microsoft Project 
software; we offer the following services: 

Project Planning and Scheduling Training Courses using Oracle Primavera P6 
and Microsoft Office Project  

 Eastwood Harris offers one-to-one training to get your new schedulers up 
and running quickly, without the delay of waiting for the next course and at 
the same time building up your own project schedule. 

 We also run in-house training courses on any of these software packages. 
This is a very cost-efficient method of training your personnel. 

 We are able to assist you in setting up a scheduling environment. This 
includes designing coding structures, writing procedures, training and 
other implementation processes. 

 Eastwood Harris can write specialized training material that will incorporate 
your organization’s methodology into the Eastwood Harris training manuals 
and develop student workshops tailored to your requirements. Project 
personnel will be able to use these books as reference books after the 
course. 

Selection and Implementation of Project Management Systems 

 Eastwood Harris will assist you by conducting an internal review of your 
requirements and match this requirement analysis against the functionality 
of packaged software.  

 We are then able to assist you in the implementation of these systems, 
including writing policies and procedures and training personnel, to ensure 
a smooth transition to your new system. 

Dispute Resolution 

 Eastwood Harris is able to analyze your subcontractor’s schedules in the 
event of claims and provide you with a clear picture of the schedule in 
relation to the claim. 

Schedule Conversion 

 Eastwood Harris is able to convert your schedules from one software 
package to another. The conversion of schedules is often time consuming, 
so let us do it for you. 

Please contact the author for more information on these services. 
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8 UPDATING ESSENTIALS 

8.1 Baselines and Updating a Project 
After a schedule has been reviewed and approved, it should 
be baselined before it is updated for the first time. Setting 
the Baseline copies the Early Start and Early Finish, the 
Original Duration and each resource’s Costs and Work into 
Baseline fields. 
A Microsoft Project Baseline is not a complete baseline 
because it does not record Constraints, Relationships, Float 
or the Critical Path. 
Once the Baseline is set you will be able to update your 
plan and compare the progress with the original plan and 
be able to see: 
If the planned progress has been achieved,  
If the project is ahead or behind schedule, and  
By how much in time and cost.  
A Baseline is set by selecting PROJECT, Schedule group, 
Set Baseline. 
There are a number of options and forms available to 
update project tasks after setting the Baseline.  
Irrespective of which forms are used, there are two main 
methods to update a project: 
 Auto Status the schedule by allowing the software to 

automatically update the tasks, as if the project 
progressed exactly according to schedule. Then, if 
required, adjust tasks to reflect actual events and 
revisions, or 

 Update each task one by one. 
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8.2 Which Baseline Should Be Used? 
After a project has progressed it may be necessary to set a 
new Baseline.  
This may occur when the scope of a project has changed 
and a new baseline is required to measure progress 
against, but at the same time you may also want to keep a 
copy of the original baseline.  
A new Baseline may be used to display the effect of scope 
changes on a plan by setting a Baseline, adding the scope 
change and comparing the revised schedule with the 
Baseline. 
The Baseline data may be reviewed in some Views such as 
the Task Details Form, in columns and on the Bar Chart. 
You will be able to display the Baseline 1 to 10 and Interim 
Plan dates and durations in columns and as bars on the 
Gantt Chart but not in the forms. Baseline 1 to 10 also do 
not have variance columns. 
Therefore, it is recommended that the current baseline be 
saved as the Baseline since the data is more accessible 
from the Baseline than Baseline 1 to 10. Previous 
baselines should be copied to Baselines 1 to 10 and 
preserved as a record. 
Another benefit of using Baseline is that it has Variance 
Start, Variance Finish and Variance Duration columns that 
are not available with other Baselines, but may be 
calculated using a Calculated Field. 
Note: The downside of using one of the Baselines 1 to 10 is 
that it is not possible to easily identify what the Baseline 
was set for as there is no inbuilt way of naming these 
baselines. One option is the record notes on the baselines 
in the Advanced Properties form, Comments: section. 

Sample book with one chapter



 

 

 84 © Eastwood Harris 

8.3 Principles of Updating a Program 
Ideally, scheduling software has one current Data Date and 
the function of it is to: 
 Separate the completed parts of tasks from incomplete 

parts of tasks,  
 Calculate or record all costs and hours to date before 

the Data Date, and to forecast costs and hours to go 
after the Data Date, 

 Calculate the Finish Date of an in-progress task from 
the Data Date plus the Remaining Duration over the 
Task Calendar. 

Therefore, in a properly updated Microsoft Project program, 
the Status Date should be used as the Data Date and not 
the Microsoft Project Current Date field because the 
Current Date field changes to today’s date each time a file 
is opened: 
 Completed tasks would have Actual Start and Actual 

Finish Dates in the past. 
 In progress tasks would have the Actual Start and 

Actual Duration in the past, and the Early Finish and 
Remaining Duration in the Future.  

 Unstarted tasks should be in the future. 
Note: In Microsoft Project it is relatively simple to be in a 
situation where you have complete or in-progress tasks with 
start dates later than the Status Date, and/or incomplete 
or un-started tasks with a finish date earlier than the Status 
Date. This is an unrealistic situation, which is more difficult 
to achieve in other scheduling software packages. Care 
should be taken to avoid this situation and checks made 
after the schedule has been updated. 
Note: The Eastwood Harris template found at the 
www.eh.com.au website Software & Downloads page has 
a Tracking Table with an additional column showing what is 
required to do to ensure the tasks are correctly updated. 
This is created in Text 30 as a Calculated Field.
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8.4 In-progress Task Finish Date Calculation 
Many planning and scheduling packages calculate a task 
Finish Date from the Data Date plus the Remaining 
Duration over the Task or Resource Calendar, whichever is 
applicable. 
Unlike most planning and scheduling software packages, 
Microsoft Project ignores the Current Date and Status Date 
when calculating an in-progress task. It calculates a task 
Finish Date from the Actual Start Date plus the Duration 
and effectively ignores the Remaining Duration for normal 
progress calculation.  
There is an in-built proportional link between Duration, % 
Complete, Actual Duration and Remaining Duration. It is 
not possible to unlink these fields (as in other scheduling 
software) and therefore not possible to enter the 
Remaining Duration independently of the % Complete. 

 
Thus % Complete field is the % Duration of a task. 
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8.5 Understanding the % Completes  
Microsoft Project has three inbuilt % completes: 
 % Complete – This is the Duration % Complete. 
 In Detailed Tasks the Duration, Actual Duration, 

Remaining Duration and % Complete are linked 
and may not be unlinked,  

 The % Complete is calculated by dividing the Actual 
Duration by the Duration. 

 In Summary Tasks it is calculated by the sum of the 
Detailed Tasks Actual Durations and dividing by the 
sum of the Detailed Tasks Durations. 

 A Milestone assigned a 100% Complete will not 
always contribute to the Summary % Complete: 

 
 % Work – This represents the amount of work 

completed: 
 The Work, Actual Work, Remaining Work, Work 

and % Work are linked and may not be unlinked,  
 The % Work is calculated by dividing the Actual 

Work by the Work. 
 The % Work and % Complete are normally linked, 

thus a change in the % Complete will change the % 
Work. Thus the Actual Work is updated 
automatically.  
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 The % Work and % Complete are unlinked in the 
Updating task status updates resource status 
option in the File, Options, Schedule tab. When this 
is unchecked, then the Actual Work and Remaining 
Work may be edited separately from the Actual 
Durations and Remaining Durations. This should be 
unchecked if you wish to enter the actual work from 
timesheets etc. 

 Physical % Complete – It is useful in the situation when 
the % complete of completed work is required to be 
displayed, based on completed deliverables and not 
durations or labor hours. 
 This is independent of durations and work. 
 It is not summarized against summary tasks. 
 It may be displayed by creating a bar as per below: 
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8.6 Current Date and Status Date 
Microsoft Project has two project data date fields that may 
be displayed as vertical lines on the schedule. These dates 
may be edited from the PROJECT, Properties, Project 
Information form: 
 Current Date – This date is set to the computer’s date 

each time a project file is opened. It is used for 
calculating Earned Value data when a Status Date has 
not been set. The time of the Current Date is set by 
default to the start time of a day, see the picture below. 

 Status Date – This field is blank by default with a value 
of NA. The Status Date will not change when the project 
is saved and reopened at a later date. It overrides the 
Current Date for calculating Earned Value data and is 
set by default to the finish time of a day, see the picture 
below. 

 
Note: It is recommend that the Status Date is set and 
displayed as a vertical line on a progressed schedule and 
the Current Date not displayed, because the Current Date 
represents the date today and does not normally represent 
any scheduling significance. It is unfortunate that the 
default Microsoft Project Views do not display the Status 
Date in the Gantt chart. 
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8.7 Auto Updating Using Update Project 
The Microsoft Project facility titled Update Progress is used 
for updating a project as if it had progressed according to 
plan. This function sets Actual Start and Actual Finish 
dates, % Complete and Remaining Durations in proportion 
to a user-assigned date, and also sets the Status Date. 
Select PROJECT, Update Project located in the Status 
group to open the Update Project form: 

 
There are two options under Update work as complete 
through: which apply to in-progress tasks only. 
 Set 0% – 100 % complete and this is the recommended 

option which sets the progress in line with the Status 
Date, or 

 Set 0% or 100 % complete only. This option leaves the 
% Complete at zero until the task is 100% complete. 
This option supports the progress measurement 
philosophy of not awarding progress until the task is 
complete, but tasks often look behind schedule and the 
Actual and Remaining Durations are calculated 
incorrectly. 
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8.8 Moving Incomplete Work into the Future 
by Splitting 

There is a feature which will schedule the Incomplete Work 
of an In-Progress task to start on a specific date in the 
future: 
 If you want to apply this operation to some tasks, then 

these tasks should be selected first. 
 Select the FILE, Options, Schedule tab and ensure the 

Split in-progress tasks option is checked otherwise this 
function will not operate. 

 Select PROJECT, Update Project located in the Status 
group to open the Update Project form: 

  
 Click on the Reschedule uncompleted work to start 

after: radio button. 
 Specify the date after which incomplete work should 

commence in the drop-down box to the right and click 
on the  button. 

Note: This function does not set the Status Date and may 
be different to the Status Date. It is therefore effectively 
another Data Date. 
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8.9 Where is the Tracking Toolbar? 
Microsoft Project 2010, 2013, 2016 and 2019 do not have 
a dedicated Tracking toolbar as in earlier version and some 
tracking commands can be found in the TASK, Schedule 
group and PROJECT, Status tab. 
To create a complete Tracking toolbar; go to FILE, Options, 
Customize Ribbon, click on , click on  and 
name both the tab and the group Tracking. Now select and 
add the commands listed on the left side of the pane to the 
newly created Tracking toolbar.  
Alternatively you may add the missing buttons to the 
existing toolbars.  
You may find the following commands very useful and 
should be added to your Quick Access Toolbar: 

  Mark on Track updates the selected task as if it has 
proceeded exactly as it was scheduled. An in-progress 
or completed task could be dragged to where it actually 
happened and then the button clicked to progress the 
task. 

  Reschedule Work will split a task that is behind 
schedule and place the incomplete portion after the 
Status Date. For this function to work the check the 
Split in Progress task box in the FILE, Options, 
Schedule tab, Split in-progress tasks must be checked. 
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The following commands you may also find useful: 

  Progress Line will add a progress line that shows if 
tasks are ahead or behind schedule. Right click on the 
Gantt Chart to open the menu and select Progress 
Lines to open the Progress Lines form where the lines 
are formatted. A Baseline should be set to provide a 
comparison to the original plan. Multiple Progress lines 
may be recorded. 

  Percent Complete buttons set the 
percent complete as indicated by the button and may 
be used in conjunction with the Reschedule Work 
button.  
Note: The use of the 25%, 50% and 75% buttons will 
usually result in an incorrectly updated schedule with 
complete work in the future or incomplete work in the 
past, and should be used with caution. 

  Update Tasks opens the Update Tasks form where 
you may update individual tasks. 

  Update Project opens the Update Project form 
where you may update a complete project to a new 
Status Date as if it went according to plan. 

  Displays the Project Statistics form. 
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8.10 Why Do Calculation Options – Move end of 
completed parts Not Work? 

These new functions, introduced in Microsoft Project 2002, 
were intended to assist schedulers to place the new tasks 
as they are added to the schedule in a logical position with 
respect to the Status Date. This function is difficult to use 
and some practice is required to make it work properly and 
you should consider NOT using it.  
Here are some tips if you are unable to get it to work: 
 These options are activated from the FILE, Options, 

Schedule tab, under the Scheduling options for this 
project: ‘Project Name’: 

 If the Status Date has not been set then the Current 
Date is used, and this is often an irrelevant date, so 
ensure you set the Status Date.  

 For all these options to operate all four of the following 
parameters must be met: 
 The Split in-progress tasks option in the File, 

Options, Schedule tab must be checked, and 
 The required option on the Schedule tab must be 

checked before the task is added or edited, and  
 The Updating task status updates resource status 

option on the Calculation options for this project: 
section must be checked, and 

 The Task MUST NOT BE assigned Task Duration 
Type of Fixed Duration.  

 These options may NOT be turned on and off to 
recalculate all tasks. The options only work on new 
tasks when they are added to a schedule or when a task 
is updated by changing the % Complete.  

 This function will ignore constraints, even when the 
Schedule Option Tasks will always honor their 
constraint dates has been set. 
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 This function may not be applied to existing schedules, 
but only to new tasks if the options are set before the 
tasks are added, or when a task % Complete is updated.  

This function has some restrictions: 
 Existing schedules may not be opened and the function 

applied.  
 When the Move start of remaining parts before status 

date forward to status date is used, it will change any 
Actual Start date that you have entered prior to 
entering a % Complete. Changing an Actual Date is not a 
desirable event. 

Notes:  
 This option should be used with caution and users 

should ensure they fully understand how this function 
operates by updating a simple practice schedule 
multiple times.  

 It is recommend that this function should not be used 
and tasks updated manually, as it is very difficult to 
perfect the use of these functions and it is simple to 
make undesirable changes to Actual Data. 
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8.11 Comparing Progress with Baseline 
There will normally be changes to the schedule dates and 
more often than not these are delays. The full extent of the 
changes may not be apparent without a Baseline bar to 
compare with the updated schedule.  
To display the Baseline Bar in the Bar Chart either use: 
 The FORMAT, Bar Styles function, or  
 Manually create a Baseline Bar, or  
 Create a View with the Baseline bar displayed. 
 You may use the Gantt Chart Wizard, but this should 

only be used with projects created with schedules 
created with Microsoft Project 2007 and earlier due to 
the incompatibility of the formatting options between 
2007 and earlier versions and 2010 and later versions; 
resulting in some bars being hidden.  

 You will need to add the add Gantt Chart Wizard button 
to the Quick Access Toolbar to use it. 

8.12 Progress Lines 
Some users like to display Progress Lines, which are 
usually shown as zigzag lines on the Gantt Chart, showing 
how far ahead or behind the project tasks are.  
Select FORMAT, Gridlines, and select Progress Lines from 
the dropdown to open the Progress line form where the 
progress lines may be formatted: 
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8.13  Simple Procedure for Updating a 
Schedule – Using Auto Status 

The following process should be considered for people who 
require one simple method of updating a schedule. This 
may not suit all situations especially when a project is way 
off plan: 
 Set the Baseline by selecting PROJECT, Schedule, Set 

Baseline. 
 Display the Baseline bars by selecting FORMAT, Bar 

Styles function and select the newly created baseline. 
 Display the Status Date gridline, select FORMAT, 

Format, Gridlines, select Status Date. 
 Select PROJECT, Status, Update Project to open the 

Update Project form and select Set 0% – 100 
% Complete, set the date in the form to the new Status 
Date, 

 The project will be updated as if it has progressed 
exactly as planned and the Status Date should now be 
displayed in the bar chart. 

 Displaying the Tracking Table may assist here. Note: 
The Eastwood Harris template found at the 
www.eh.com.au website Software & Downloads page 
has a Tracking Table with an additional column 
showing what is required to do to ensure the tasks are 
correctly updated. 
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 Now adjust the task dates by dragging the bars or 
entering the dates in the appropriate column; the order 
that the actions take place is important: 
 Complete tasks should have the Actual Start and 

then the Actual Finish dates adjusted, in this order, 
to match the dates that the task actually started and 
actually finished. If you adjust the Finish date first 
then the Start date, you will then have to readjust 
the Finish date again. 

 Completed Milestones will be changed to a Task 
when an Actual Finish date is entered, so ensure you 
only enter an Actual Start and 100% if a Milestone is 
complete, DO NOT ENTER AN ACTUAL FINISH, 

 In-Progress tasks should have the Actual Start 
entered first, then the task bar dragged or Duration 
adjusted so the finish date is where it is expected to 
finish, and finally the % Complete and/or Actual 
Duration adjusted so the progress is at the Status 
Date. The  Mark on Track is useful here as 
updates the selected task as if it has proceeded 
exactly as it was scheduled. 

 Unstarted tasks should have their logic and 
durations revised. 

 Add any scope changes to the schedule. 
 Save the project with a new filename and save for 

future reference. 
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8.14  Procedure for Detailed Updating 
This procedure is suited to people who wish to update a 
schedule properly and make sure the Actual dates and 
Remaining Durations of each Task are correct. It has small 
but important differences to the previous process: 
 Ensure that everyone on the project team is aware of 

the reporting cycle, the updating procedure and review 
process. 

 Collect accurate and complete status information. 
 Set the Baseline by selecting PROJECT, Schedule, Set 

Baseline. 
 Display the Baseline bars by selecting FORMAT, 

Format, Baseline and select the newly created 
baseline. 

 Select the Gantt Chart view and you may find the 
Tracking Table useful to apply. 

 Display the Variance columns as required; the Finish 
Variance is always a popular column to display. 

 Display the Status Date gridline, select FORMAT, 
Format, Gridlines, and select Status Date. 

 Now enter the task status for each task one at a time by 
entering the information in the appropriate column.  

 The order in which the actions take place is important: 
 Complete tasks should have the Actual Start and 

then the Actual Finish dates adjusted, in this order, 
to the date that the task actually started and actually 
finished. If you adjust the Finish date first, then the 
Start date, you will have to readjust the Finish date 
again. 
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 Completed Milestones will be changed to a Task if 
an Actual Finish date is entered, so only enter an 
Actual Start and 100% when a Milestone is 
complete, DO NOT ENTER AN ACTUAL FINISH, 

 In-Progress tasks should have the Actual Start 
entered first, then the task bar dragged or Duration 
adjusted so the Finish Date is where it is estimated 
to finish and finally the % Complete and/or Actual 
Duration adjusted so the progress is at the Status 
Date. This may be adjusted with the  Mark on 
Track button as this function updates the selected 
task as if it has proceeded exactly as it was 
scheduled. 

 Tasks that are behind schedule may be split with the 

 Reschedule Work icon on the Tracking toolbar. 
Make sure that the FILE, Options, Schedule tab, 
Split in-progress tasks box is checked: 

 
 Unstarted tasks should have their logic and 

durations revised. 
 Add any scope changes to the schedule. 
 Save the project with a new filename. 
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8.15 Preparing to Update with Resources 
Updating Microsoft Project schedules with resources: 
 Uses a number of features that are very interactive and 

difficult to comprehend, 
 Requires experience in the software,  
 Needs significant time to complete the process, and 
 As a result, it is often difficult to achieve the desired 

outcome.  
It is suggested that before you work on a live project, that 
you: 
 Create a simple schedule with a couple of tasks and 

assign two or three resources against each task, 
 Set the Options to reflect the way you want to enter the 

information and how you want Microsoft Project to 
calculate, and  

 Go through the updating process with dummy data and 
then check that the results are as you expected.  
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You will need to consider how the measure of progress at 
the summary task level will be displayed:  
 The % Complete is the % Duration Complete and the 

Summary Task % Complete is based on the proportion 
of all the Details Tasks Actual Durations divided by the 
sum of all the Details Tasks Durations. The summary % 
Complete may often be very misleading. The picture 
below shows the project is 20% through the duration, 
but the % Complete shows 60%: 

 
 The % Work field is calculated from the proportion of 

the Actual Work to Work and is summarized at 
summary task correctly: 

 
 The % Work and % Complete fields may be unlinked 

with the FILE, Option, Calculation options for this 
project: tab Updating task status updates resource 
status: option. If unlinked, the % Work may be different 
from % Complete. See the picture above. This allows 
the editing of Resource Work without the % Complete 
being changed with some options. 
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Other points to consider are: 
 Do you wish Microsoft Project to calculate the resource 

Actual Costs with the option FILE, Option, Calculation 
options for this project:, Actual costs are always 
calculated by Microsoft Project checked?  

 Do you wish your incomplete tasks to be split and 
scheduled to start after a date using PROJECT, Status 
group, Update Project button , and check 
Reschedule uncompleted tasks to start after: radio 
button in conjunction with the Split task option? 

 Microsoft Project 2013, 2016 and 2019 calculates 
differently to earlier versions when the option Actual 
costs are always calculated by Project are unchecked 
when the activity is at 100%. 

 In earlier versions the Actual Cost was unchanged, but 
could be manually changed from that point on. 

 In Microsoft Project 2013, 2016 and 2019 the software 
changes the Actual Costs to zero when unchecked, 
which would normally be less desirable, and the Actual 
Costs must then be manually entered. 
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8.16 Updating Resources 
There are a number of places that resources may be 
updated: 
 The Task Details form, Task Information form, Task 

form, Resource form, Resource Name form may be 
used to enter the quantities and costs to date and 
quantities to complete. Using this method it is simple to 
end up with actual work and costs in the future or 
remaining work and cost in the past, which is illogical 
and should be avoided. 

 The Task Usage View and Resource Usage View may 
be used to enter the data per day or week depending on 
the timescale. This method takes more effort but will 
ensure Actuals are in the past and Remaining Work and 
Costs are in the future.  

A couple of other points: 
 Fixed Costs updates automatically in proportion to the 

% Complete. Cost Resources do not have a Quantity, 
allows a little more flexibility than Fixed Costs. 

 When Actual costs are always calculated by Project is 
unchecked Actual Costs are NOT calculated when task 
progress is assigned and you will need to enter your own 
Actual Costs. This option also applies to Fixed Costs 
which may result in the Fixed Cost and Total Cost 
having a different value, whereas with resources the 
Cost always equals the Actual Cost plus Remaining 
Costs. 

 Cost to Complete are ALWAYS calculated by Microsoft 
Project from the Resource Rates. 

 If you assign Overtime to a resource, make sure you 
have an Overtime rate; otherwise, as you assign 
Overtime the Forecast Cost will reduce. 
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