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he shockwave of deregulation

that visited the utilities industry
in recent years promised new lines of
profit to utility suppliers, along with
increased services and lower costs to
consumers.

Left holding the plug to that
connection, however, are the people
whose job it is to bring those
products and services to delivery.
Today, they are faced with a whole
new array of challenges in an indus-
try that was already governed by
change.

In addition to the ongoing main-
tenance and upkeep of existing gen-
eration and delivery systems, they
have to design and deliver utility
services to new communities and
businesses while keeping pace with
the evolving needs of existing cus-
tomers and communities.

For power providers, such change
has placed increasing emphasis on
the management of manpower and
materials. (Most major utility com-
panies commonly maintain an ongo-
ing database of several hundred pro j-
ects annually. )

Just ask Robert (“Bob”) Slebodnik,
PE. As project coordinator in
Allegheny Power’s Engineering &
Construction Projects Group (E&C),
Greensburg, Pa., it s his job to oversee

the system that manages all of E&C’s
scheduled construction projects for
both new and existing sites.

“Traditionally, we address the con-
tinued maintenance and expansion of
the power grid’s lines and substations,”
he says. “Typical projects call for
adding a transformer or a line terminal
to a substation, or maintenance proj-
ects, such as replacing a transformer.
A major project could entail installing
a new high-voltage transmission line
over a few miles, or perhaps, building
a new substation.”

New opportunities, new challenges
With deregulation, Allegheny Power
is able to offer prospectivecustomers
professional services once a vailable
only to in-house projects — planning,
estimating, design, project manage-
ment, procurment, and construc
tion services, to name a few. These
projects differ especially in that their
arrival is totally unpredictable and
that they are open to competitive
bidding. Because the company’s
resoures are already fully allocated,
serious thought must go into both
designing a winning bid and to
adjusting existing workloads so as
to not overload the staff.

A century of service
Established more than 100 years ago,

Allegheny Power today provides
energy to 3.5 million people, most of
whom live in the small- to medium-
sized cities and towns scattered in a
31,000 square mile area that centers
in Pennsylvania, and blankets parts of
Manyland, Ohio, Virginia and West
Virginia. In addition, thousands of
commercial and industrial customers
are connected to the network. To
sene its customers, Allegheny Power
operates and maintains more than
950 substations connected by over
4,500 miles of high-voltage (138 kV
and above) transmission lines.

From the title of Sebodniks
department, Engineering & Con-
struction Projects, it is obvious that
this group works in a highly project-
oriented environment. Typical of
the industry, about 50 of Allegheny
Power’s 3,500 employees are in the
E&C group, sharing the annual
demands of approximately 300
ongoing p rojects. They might range
in duration from three months to
three years, and cost from $10,000
to $10,000,000 or more. Individual
project plans can have as few as five
or as many as 50 activities, each with
from 15 to 175 steps.

All in a day’s work

But rarely do things go exactly as
continued on page 10

Cha“ge constant

Shifting populations, unpredictable weather conditions,

zoning changes and vendor delays are all in a day’s work for

this busy project coordinator.

By Robert ]. Bannar




Allegheny Power's E&C Projects Group

Project Sources:

Planning Projet Pl PES Project Initialization
Generally > $100K; about 60% of workload

» Compiles a list of all planned system
work for the next year

« Issues project plans with scope, cost
& in-service date defined for that work General Management (GM) Team

NOTE: Planned work is directed to the GMs as a team.

Unplanned work requests are directed to the appropriate

GM based on functional skill required for the workrequest

Operations g@iﬁﬁ%%ﬂ?étn « Reviews requested work scope and skills needed

Generally < $100K; about 30% of workload « Reviews role/resource profiles for availability

« Compiles a list of all maintenance & 4|—> « Assigns project team leader and team based on skill
line work planned for the next year requirements and availability

« Issues work request via spreadsheet » Forwards project information to project coordinator
including brief scope & in-service date

« Also initiates work requests as new

required work emerges during the year
m E-mail or Phone

Marketing RFP & Contract

Budgets vary; about 10% of workload Prole“ Coordmat.or (PC} . )

« For the bid process, a quote request « Creates new projects in Primavera using templates
' « Enters project codes, milestones & resources

is initiated via form & phone call Notifi lead .. 4 i
- Initiates actual work request by * Notifies team leader project is ready to tailor

submitting a contract with statement Primavera
of work, budget & completion date

« Also initiates plans throughout the year
as required work emerges

Project Team (Bi weekly - required by Saturday. Midnight) Team Leader with Team (Monthly)*

* Re-evaluates schedule, budget & resource information

* Runs what-if project scenarios

« Updates project schedule

« Re-calculates the project schedule

« Develops a recovery plan

« Revises Project Breakdown Structure (PBS)
as needed

In Progress Reporter:

* Review all activities and assignments

« If primaryresource, update start & finish dates,
expected finished dates, and steps completed

« Enter remaining labor manhours

« Open timesheet for appropriate period

« Enter hours worked on each task for 2-week period
& submit timesheet If project guidelines cannot be met by a few iterations & this loop

) . cannot be exited, the project must be reviewed with management

* (If applicable, add overhead tasks to timesheet & & the customer to redefine the schedule, scope, or budget and the
review notes andreference documents) project must be re-baselined for a major scope change.

Note: If problems arise with impact to scope, budget,

or schedule, notify the TL for resolution ASAP

—~t—

1
1
1
1 Primavera
1

Team Leader (Monthly)* ¥ Meets Project
« Apply actual labor hours to project (Note: Although Guidelines?
PC does this biweekly, TL can do so when desired)
« Re-calculate project schedule
« Analyze past period perfo rmance for schedule,
budget, &resouree variances Team Leader
« Analyze forecasted schedule, resoure, & cost - Creates project period baseline
*Typically monthly; may be different for external customers * Publishes monthlyreport
« Posts data to project Website (future)

P . + E t- « If needed, request revision to the Asset
7'0] ec xecutrion Management Project Budget System

8 www.primavera.com




Project Management Flowchart

Team Leader (TL)

Preliminary Project Review As required start date nears, Team Lead‘er o . )
(ASAP to setup initial role/resource profiles) team shifts into the detailedestimating Detailed Project Tailoring (to setup final baseline to follow)
« Adjust default resoure manhours & planning phase « If TL is the only resource needed: they modify tasks,

« Time-phase the schedule to suit > durations, logic, etc.
« Calculate the project schedule

« Create preliminary baseline

Primavera

Project Team l (In team meeting as required)
If other team members exist - TL creates reports to reviews schedule

. & estimate with the team
BRI « Team reviews scope; anticipates problems
- Cost & Man-hour Estimate R N
« Team provides feedback on tasks & duration
« Team reviews cost & man-hour estimates

Team Leader

« Updates budget in Primavera

» Updates manhours in Primavera -
« Calculates the schedule in Primavera

Meets Project

Primavera

Guidelines?

. ) Team Leader
P}"O]ect Plannzng « Creates initial project baseline

Project Coordinator Primavera GM Team Team Leader
« |dentifies res o u ree conflicts « Evaluateresource conflicts « Incorporates changes in Primavera
* Runs what-if scenarios to * Make decisions onresouree ———————— « Calculates the schedule
provide options ——————————» allocation « Revises the budget in PBS
« Presents resoure conflicts « Assess projects for goal attainment
& options to GM team to « Communicate changes to ¢

level workload team leaders
Team Leader, Team,

Meets Project GM Team, PC (Asrequired)

» Meet to resolve any conflicts

Team Leader
Resource Management « Communicates changes

& Program Overview 2 g Guidelines?

Team Leader with Team

« Conducts on-site closeout meeting with team,
contractor, customer & others involved

Work Order » Write closeout report with symmary, variance analysis
& lessons learned w/ team input

« Distributes to GM, customer, project team, PC, etc.

Complete?

No ' Project Coordinator
PTO] ect » Updates templates based on lessons leamed
Closeout « Updates system based on feedback




solutions
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planned, and during the execution
of a project, something may come up
that changes its scope, schedule or
cost. A construction crew might hit
rock or poor soil, for example, or an
outside supplier may fail to deliver
materials on time. Sometimes there
may be unforeseeable obstacles, such
as the unseasonably frozen ground
of an early winter or late spring. Then
there are those unexpected zoning
approval challenges.

“External influences, such as rights-
of-way or property purchased in fee,
can interrupt your progres at any
time,” Slebodnik says. “Often, you
have to relocate, negotiate tougher or
shift things around. Another source
of delay is simple politics. Public
hearings required for approval could
seriously affect schedules. And you
don’t really know what youre up
against until you get there.”

When such delays occur, the proj-
ect plan and schedule has to be
redrawn, and it has to be done in
a manner that will allow the pieces of
that project to continue to fit into
the company’s overall project puzzle.
And this is where project manage-
ment power is most valuable.

Welcoming change

Slebodnik is no stranger to challenge
or change. With Allegheny Power for
more than a quarter of its existence,
he joined the company in 1975 after
graduating from the University of
Pittsburgh. Since then, he has piloted
roughly 235 projects to completion —
everything from site selections, to
equipment additions and replace
ments, to installing new stations. “My
biggest project as a team leader,”
he recalls “was the construction of
Baker Substation in West Virginia.
It involved installing a 138 kV line
about 14 miles long to a substation

that dropped to 12 kV distribution
for local customers. These pmjects
typically take about two to three years
to complete, but we successfully com-
pleted it in less than one.”

This was made possible through a

number of creative efforts. The pro j-
ect was put on a “fast track” to reduce
power outages to the very rural area.
Additional resoures were added,
such as deploying four real estate
representatives — there is usually just
one — to buy the line right of way.
Innovative techniques to shorten
the construction time were also
employed. For example, a helicopter
was used to set wood line poles on
the rugged mountainous terrain,
cutting installation time from weeks
to days. And the project was
managed with Primavera planning
and scheduling software, the indus-
try standard for complex constru c-
tion, maintenance and turnaround
pojects.

The results? “The line and substa-
tion were energized a day before the
project’s absolute late due date, and
at 1.2 percent under budget,” says
Slebodnik, smiling.

Enter Primavera

Working through the ranks of engi-
neer and team leader, to his present
responsibilities as project coordinator,
Slebodnik has seen the company
migrate through several project
management tools, beginning with a
schedule-only Project Management
Informaton System (PMIS) installed
in the mid-70s. And he watched as

the company and his department
outgrew each new tool.

Then the E&C Group was intro-
duced to a new product from
Primavera Systems which offers sev-
eral significant improvements over

individual projects are adding up to
big improvements at the

| overall enterprise level.

the existing project management soft-
ware. Primavera has a database-type
structure for coding, sorting, search-
ing and rolling up information acoss
all projects.

Primavaa is a comprehensive,
multi-p roject planning and control
solution that unites project man-
agers, team members and other
stakeholders within the project com-
munication and feedback loop. It is
designed to help companies improve
project execution and predictability,
and enable them to respond quickly
to change. It also helps neutralize the
risk of taking on new projects by eval-
uating projects individually, in rela-
tionship to other projects, and in
accordince with overall strategic
initiatives.

“This is just what we were looking
for,” Slebodnik says, “a true enterprise
application that we can use not only
from the project management or team
leader perspective, but where manage-
ment can get in there and see things
the way it wants to. Its all the same
data, but the team wants to look at
one project, and management wants
to look at all the projects.”

So, in the spring of 2001, E&C
put Primavera to the test, and with
rather remarkable results. By
September, 2001, after only a few of
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the 50 active “pilot projects” had gone
through the full cycle of Initalizing,
Planning, Executing, Controlling, and
Closeout, the remaining 250 active and
planned projects were already being
entered into the system.

As s to be expected, project activities
are not shorter or less costly, nor do
they require fewer resources. After all, it
still takes the same amount of time to
turn a screw. However, Allegheny
Power is gaining valuable savings in
p roject setup, execution and reporting
time — and, most importantly, in deal-
ing with change. The net effect is that
small improvements throughout indi-
vidual projects are adding up to big
improvements at the overall enterprise

levd. Remarkably, the E&C group’s
projected savings, estimated across the
full complement of annual projects, are
p rojected to reach $270,000 and 3,000
manhours.

Templates do the trick

One of the keys to this success,
Slebodnik points out, is the use of tem-
plates. Using the Primavera software,
the E&C group was able to design
twenty basic project templates — as
opposed to just four with the previous
software. This created a starting point
from which teams can quickly build
and modify a schedule that is already
about 80 percent on target at the outset,
rather than create a new project plan

from scratch. And the Activity Wizard,

a tool built into Primavera, simplifies tai-
loring that last 20 percent, he says.

“The templates give you a good start-
ing point because you can cut, copy and
paste from other templates to build a
project. The main activities, the logic,
the relationships, the leads and lags, and
the duration of the activities are already
there, as are the generally required
resources and manhours — just about
eve rything but the dollars in the budg-
et,” which Slebodnik says can swing
widely based on the scope, who’s sup-
plying the material and so on.

Another enhancement available
with Primavera is the ability to create
an effective closeout strategy.
Previously, the lack of formal closeout
reports broke the feedback loop
through which lessons learned — suc-
cesses and failures — could be incorpo-
rated into the system so that mistakes
could be resolved rather than repeated.

“We've instituted a closeout report
on major projects,” Slebodnik explains.
“When all the project work is done, we
step back and take one big look and
evaluate the entire project. We look at
the variances and determine what may
have caused them. Then we document
the lessons learned and integrate them
into the templates so mistakes are not
repeated.”

Project management power
But perhaps the biggest advantage of
implementing Primavera is that people
throughout Allegheny Power — from
the project management team to
corporate management — have quick
access to the information they need to
plan and execute future projects and
budgets in an ever-changing world.
Now that’s project management
power. o

Robernt J. Bannar is a freelance writer
based in the Phila., Pa. area, specializ-
ing in business-to-business topics. He can
be reached at rbannar510@aol.com.






