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Introduction 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

Overview 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Opening a Microsoft Project (MSP) project schedule that has been stored in 
a Clarity project repository, at first glance seems like a simple task. Inspect 
the opened project file with this first impression in place, and soon you will 
be surprised, very surprised. 
 
ñSurprised? What kind of surprises?ò Well, when a project manager initially 
opens a project from Clarity into MSP, he or she may see that: 
 

¶ The project finish date has slipped, or 

¶ The total hours of work for the project, a phase, activity, or task have 
increased or decreased, or 

¶ The task start date or finish date for one or more key tasks are earlier 
or later, or 

¶ Tasks now are project milestones 
 
These are a few of the many changes that may appear when a project 
manager opens his or her project schedule from Clarity. 
 
Xinifyôs Best Practices Using MSP with Clarity training and mentor-coaching 
enables the CIO or PMO Director to minimize the effects of these risks to 
project data by focusing the project manager on the key task at hand: Re-
aligning the project schedule with expectations without chasing answers to 
endless questions that typically ask some form of ñWhy did it do that?ò And, 
in following the suggested alignment process the project manager will begin 
to gain more and more insight into just that question: ñWhy did it do that?ò 
 
See the bottom of the last page of this tutorial for more information on how 
Xinify can support and assist you and your organizationôs project managers 
to use both Clarity and Microsoft Project more efficiently and effectively. 
 
 
 
This article is a brief guide and tutorial to working with a Microsoft Project 
schedule that has been stored in the Clarity project data repository. 
 
The article contains the essential steps needed to convert the project 
schedule, and align the resulting converted Microsoft Project schedule with 
the pre-conversion Open Workbench project schedule: (a) preparation and 
file conversion, (b) project data verification, and (c) aligning the post-
conversion project schedule data with the pre-conversion project schedule 
data. 
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The MicroSoft Project 
Scheduling Algorithm 

 
 
 
 
 

 
 

 
 
 
 
 
 
 
 
 
 

 
About Duration & Work 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The main equation in the Microsoft Project Scheduling Algorithm is: 
 

Work = Duration x Units 
 

Any updated value in this equation automatically changes another while the 
third value is fixed based on the preference of the user. 
 
 
 
 
 
 
 
 
When Microsoft Project resolves the above equation, you may see 
unexpected results. For example, you have a 5-day fixed-duration task and 
you assign a resource for a workload of 80 hours, the Units value increases 
to 200% (80 = 40 x 2). Therefore, you should verify the calculations 
resulting from your data. 

 
 

There are often misunderstandings about the meanings of the terms 
ñdurationò and ñworkò. A task has duration amount and work amount, which 
may not always be equivalent values. 
 

¶ Duration is the total of active working time required to complete a task. 

¶ Work is the total amount of work to be performed on a task, in the 
specified duration, by all assigned resources 

 
For instance, a task may take 8 hours to perform but it can happen anytime 
in a 40-hour week. 8 hours is the Work amount while 40 hours is the 
duration. 

 
MicroSoft Project Term Definition 

Duration The total number of business days required to complete a task. This is 
the number of business days from the start date to the finish date of a 
task. 

Work Work is the total amount of effort, measured in hours, scheduled to be 
expended in completing a task. 

Units Units represent the percentage of a resource assigned to a task. 

Elapsed Duration The amount of calendar time a task will take to finish 

Remaining Work Estimate to Complete. The additional hours required to complete the 
task. 

Task Type Work remains constant for Fixed Work tasks, regardless of changes in 
duration or the number of resources (assignment units) assigned to the 
task. 
 

Assignment units for Fixed Units tasks remain constant, regardless of 
the amount of work or duration on the task. 
 

Task duration remains constant for Fixed Duration tasks regardless of 
the number of resources (assignment units) assigned or the amount of 
work. 

Split Tasks When work on a task is interrupted, split tasks can be created to reflect 
the periods when work is and isnôt being performed. 

 
 

UNITS 

WORK 

DURATION 
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Understanding 
Task Types 

 
 

Fixed Units 
(Default) 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 
Fixed Work 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Fixed Duration 

 
 
 
 
 
 
 
 
 
 
 

There are three task types in Microsoft Project: Fixed Units, Fixed Duration 
and Fixed Work. 
 
 
Fixed Units are the most commonly used task type. Use of the Fixed Units 
task type allows Microsoft Project to calculate ASAP Finish Date based on 
resource availability. 
 

When a Project Manager assigns a resource to a task, the PM specifies the 
assignment units in the Units field of the Assign Resources dialog box. You 
can display the units by inserting the Assignment Units column to the Task 
View. 
 

The Fixed Units task type dictates that the percentage of assignment units 
on a task remain constant regardless of changes to duration or work. This, 
for many Microsoft Project users, is the default task type because itôs the 
task type that fits most project tasks. If you increase task duration, Microsoft 
Project will not require that you to find another resource or force a 50% 
resource to work 100% in an assignment. 
 

Changes to a Fixed Unit task create these results: 
 

¶ If you revise the duration, work also changes, and units are fixed. 

¶ If you revise work, duration also changes, and units are fixed. 

¶ If you revise units, duration also changes, and work is fixed. 
 
 
The Fixed Work task type dictates that the amount of work on an 
assignment should remain constant regardless of changes to duration or 
units. When the Fixed Work task type is used, minimizing a taskôs duration 
is frequently the second priority, thus Assignment Units are adjusted to 
complete the task in the expected timeframe. 
 

When a resource is assigned to a task, the taskôs duration is translated into 
work measured in hours. The Task Usage or Resource Usage views are the 
recommended views in which to display Fixed Work hours. 
 

Changes to a Fixed Work task create these results: 
 

¶ If you revise the duration, units also change, and work is fixed. 

¶ If you revise units, duration also changes, and work is fixed. 

¶ If you revise work, duration also changes, and units are fixed. 
 
 
The Fixed Duration task type is used when the priority is to maintain a 
constant duration while varying work and assignment units. To complete 
work, assign resource as needed to satisfy Finish Date. 
 
Changes to a Fixed Duration task create these results: 
 

¶ If you revise units, work also changes, and duration is fixed. 

¶ If you revise work, units also change, and duration is fixed. 

¶ If you revise the duration, work also changes, and units are fixed. 
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Work Contour 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Mapping MicroSoft Project 
Work Contour to Clarity 

Loading Patterns 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

When you assign a resource to a task, Microsoft Project applies, by default, 
a flat contour. A flat contour implies that the work is uniformly distributed 
across the task. This flat contour can be seen at all levels of detail and can 
be managed (added or subtracted). 
 

It is important to remember, however, that Microsoft Project does not 
update the work contour so, for example, if 4 hours are removed from 
Tuesday, it does not mean 4 hours are automatically added somewhere 
else in the project. 
 

The Clarity Microsoft Project Interface maintains an assignment work 
contour. For example, ñflatò assignments remain flat after having been 
saved to (and re-opened from) Clarity. The possible work contour values in 
Microsoft Project are mapped to the loading patterns in Clarity. (See the 
mapping below.) Those contours not supported in Clarity (such as ñdouble 
peakò and ñturtleò) are all mapped to the ñContourò loading pattern. But even 
though they cannot be viewed in Clarity, they are maintained in the 
Microsoft Project file. 
 

Note: If there is a contour assignment with a gap (in working time) between 
the end of the actual work and the start of the remaining work, and either 
ñUpdating task status updates resource statusò is not checked, or óSplit in-
progress tasksô is checked, the work contour will be set to óFlatô. 
 

Tip: Use Flat work contour as much as possible to reduce the time you 
spend updating the plan. Use other contour types to manage your 
resources more precisely. 
 

Note: There is a notable performance advantage when assignments have a 
work contour that is not ñcontourò. In the ñcontourñ case, the distribution of 
remaining work must be set in Microsoft Project on a day-by-day basis. 
Note that actual work is always set in this way so projects with a high 
proportion of actual work will open more slowly than those projects with 
mostly remaining work. 
 
 
When opening from Clarity: 
 

Fixed (Clarity) becomes Contour (msp) 
Uniform (Clarity) becomes Flat (msp) 
Front (Clarity) becomes Front (msp) 
Back (Clarity) becomes Back (msp) 
Contour (Clarity) will map to whatever the Work Contour was in Microsoft 
Project when the project was saved (i.e. Turtle, Bell, etc.) 
 
 
When saving to Clarity: 
 
Back (msp) becomes Back (Clarity) 
Front (msp) becomes Front (Clarity) 
Flat (msp) becomes Uniform (Clarity) 
Contour (msp) becomes Fixed (Clarity) 
Any other Work Contour becomes Contour (Clarity) 
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Summary Tasks 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

Distinction Between Standard 
and Summary Tasks 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Blank Task Names 
 
 
 

Recurring Tasks 
 
 

Summary tasks facilitate a hierarchy and summarize related tasks in a task 
list. This is a convenient way to organize your project down to small pieces, 
making them easier to manage and view a collection of all sublevels at a 
glance. 
 

Summary tasks represent a total of the projectôs phases and have no 
impact on the schedule. 
 

However, in Microsoft Project these tasks can have a more active role than 
they do in Clarity; they can have dependencies and even assignments. 
Assignments made in this way never affect the taskôs duration, start or finish 
dates. Any actuals captured within Clarity Timesheets that fall outside the 
summary taskôs start and finish dates will not be allowed by Microsoft 
Project and hence will not be exported successfully from Clarity. 
 

Tip: DO NOT assign dependencies to summary tasks or resources to 
summary tasks. 

 
 

TASKS SUMMARY TASKS COMMENTS 
 

Tasks have a variable 
duration and work, entered 
by the user or calculated 
from its assignments. 
Users can control these 
values. 
 

 

Duration and work are 
ñrolled-upò or aggregated 
from the task-level. 

 

Do not link start and finish 
dates to phase, activity or 
the project. 

 

Tasks have dependencies. 
If the duration changes, this 
may have an impact on 
successorsô start dates. 
 

 

Summary tasks DO NOT 
have dependencies. 

 

Create your dependencies 
between tasks. 

 

Tasks have assignments. 
The user can enter tracking 
information against tasks. If 
actuals are entered before 
the taskôs start date or after 
the finish date, the duration 
is adjusted accordingly. 

 

Summary tasks do not have 
assignments. A Microsoft 
Project 
business rule prevents the 
user from entering actuals 
before the start date or after 
the finish date in Microsoft 
Project. 
 
DO NOT enter actual hours 
for work in Microsoft Project; 
use the Clarity Timesheet. 

 

In a Clarity Timesheet, you 
can enter actuals before the 
summary taskôs start of after 
its finish. 
 
When you export this 
schedule from Clarity to 
Microsoft Project, you may 
see a warning message(s) 
indicating 
that some values have not 
been exported, potentially 
losing project information. 
 

 
Blank task names are not allowed. They will acquire their Clarity Internal ID 
as the task name, upon the save to Clarity. 
 
 
Recurring Tasks are not supported by the Clarity Microsoft Project 
Interface, and should not be used. If they are used, they would be 
converted to ordinary tasks, once saved to and exported from Clarity. 
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Milestones 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

Working with Constraints 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

All milestones have NO duration. 
 

Tip: Create a milestone by setting the duration to zero and not by checking 
the ñMark Task As Milestoneò checkbox only. 
 

When you set the duration of the milestone task to zero, Microsoft Project 
will automatically check the box ñMark task as milestoneò. If you check the 
box to set the milestone and allow a duration on the milestone, then you will 
see difference in the way Microsoft Project and Clarity handles it. 
 

For example, a user creates a milestone task with a 3-day duration, and 
checks the ñMark task as milestoneò checkbox. In this example, the 
milestone task starts on 2/16/05 and ends on 2/18/05. 
 

Microsoft Project will stick ñthe diamondò on 02/16/05 and will consider the 
milestone date to be 2/16/05. Clarity will mark the task as a milestone and 
consider the milestone date to be 2/18 (Clarity will only 'remember' the end 
date as the milestone). 
 
 
There are two types of constraints: soft and hard. 
 

¶ ñSoftò constraints: Start No Earlier Than, Finish No Later Than, Start No    
Later Than, etc. 

¶ ñHardò constraints: Must Start On, Must Finish On. 
 

Applying a constraint to a Finish date is equivalent to setting a deadline that 
the task cannot exceed. However, applying a constraint does not help keep 
your project dates on track. When the project is late, Microsoft Project shifts 
the tasks to the right. All the tasks move except the last milestone, which 
remains as originally scheduled as a result of the constraint. 
 

Therefore, when you first apply this type of constraint to a task, Microsoft 
Project displays the Planning Wizard to warn you of the possibility that this 
situation could occur. 
 

NOTE: When you allow a milestone to shift, you can view the delays, and 
can then apply the proper solution to get the project back on schedule. 
 

¶ Try to apply constraints to the Start dates, such as Start No Earlier Than, 
or apply no constraint (As Soon As Possible). 

¶ Try to avoid hard constraints when possible. The tasks that must start or 
finish at a specified date are rare; most of the time, you can use the Start 
No Earlier Than constraint instead. 

¶ Plan what you want to occur, rather than what you think will actually 
happen. 

¶ Real Constraints in Microsoft Project override implicit constraints in 
Clarity. For example, a task has a ñStart No Earlier Thanò constraint for 
Monday and you change its start date in Clarity to Tuesday will result in 
Microsoft Project displaying the Monday constraint and schedule. 

¶ Tasks are rescheduled due to changing Project Start; a task is not 
constrained by the Project Start. 

 

NOTE: The Project Start is changed in Clarity. When opened in Microsoft 
Project, the task will have no constraints and appear at the Project Start. 
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Elapsed Lags 
 
 
 
 
 
 

Non-Daily Lags 
 
 

Task Schedules Outside of 
Assignment Schedules 

 
 

Dependency-Driven 
Recalculations 

 
 
 
 
 
 

Minute-Precise Schedules 
 
 
 

View Options 

'Elapsed' lags are interpreted as calendar-day lags. Example: A lag of "3ed" 
(3 elapsed days) from the finish of a task whose current scheduled finish is 
today (Friday) will push the successor to next Monday. But if you import and 
then export the Microsoft Project schedule from Clarity this dependency will 
be converted to "3d" (3 calendar days). This will cause the successor to be 
rescheduled to next Wednesday. For this reason, do not use elapsed lags. 
 
These are converted to day units, though % lags are retained. For example: 
2 weeks is converted to 10 days and 15 hours is converted to 2 days. 
 
If the task start is earlier than the start of all the assignments on the task 
and task is not set to ñFixed Durationò, then the taskôs start date will be reset 
on save to Clarity. 
 
Dependencies do not cause a recalculation in Clarity, but they do once they 
are exported to Microsoft Project. Example: The finish date of the 
predecessor task is changed in the Clarity interface. If you look in Clarity at 
the successor task's start date, you will see it has not changed (and may be 
before the predecessor's date). But if you open the project into Microsoft 
Project, you will see the updated date because the recalculation in Microsoft 
Project is trigger in Microsoft Project upon exporting. 
 
Clarity supports and synchronizes to minute-precise scheduling, but you 
cannot see the precision in Clarity. Edits in Clarity will cause them to ósnapô 
to full day. 
 
Time units displayed are reset upon export from Clarity, to y/m/w/d/h/m with 
no space. 
 
 

 
 
 
 
 
 

 
For the Clarity customer who has invested but has yet to realize fully the power of Clarity, the MSP with Clarity 
Mentor/Coaching Program is the training and knowledge transfer solution that ensures Program and Project 
Managers are doing the right things and doing those things right. Unlike training course-only knowledge transfer 
solutions, the MSP with Clarity Mentor/Coaching Program combines classroom training led by experienced 
professional project managers followed by a series of one-on-one mentor/coaching sessions facilitated by an 
experienced mentor coach in which PM principles along with MSP and Clarity techniques and tips are applied to real-
world, enterprise projects. 
 
For Support or Assistance - Contact:   Rich Guard 

Proje ct Manager and Senior Solutions  Consultant  
Xinify Technologies, Inc. 

700 N. Colorado Blvd.  

Denver, CO 80206 -4084  
      (303) 300 -3562  

 


