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1 Introduction

1.1 Purpose

This document is a more detailed description than in the Primavera Guideline how to link between different Projects to show their dependencies.

How to do Links between the following Project types are described in this document:

· Component / predevelopment => Platform => Product

· Product Part project => Product Part project
· Component / predevelopment => Product

· Deliveries from subcontractors outside BenQ
1.2 Scope

This document is valid for BenQ Mobile. Needed changes in the document will be discussed and decided in the Primavera Supporter Group. Feedback and hints are welcome. Please use Primavera support (primavera_support@benq.com) for contact.

2 How to link in Primavera 

2.1 General Information 

To show dependencies between separate projects and to have information about delivery dates it is necessary to create links between the separate project plans.

2.2 General linking rules
Linking between projects is necessary to have the transparency in the projects and to get early warnings about delays. If too many links is inserted it will make the projects too complex and the overview can get lost. Therefore only really important deliveries should be linked.

The overall intention is to keep the Project structure as simple as possible to avoid loops, negative influence and to keep overview.

All activity types can be linked, but it is recommended only to link between Task dependant and milestone activities.

2.2.1 Bottom up linking
The general rule is that we only do bottom up linking between projects of different type. This means that the linking is done like shown in the figure below and is normally from Component/Predevelopment to Platform and from Platform to Product. 
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Direct links between component/predevelopment projects and product projects should only be created if

· the component/predevelopment is product specific
· the product is a late follower product and there is no platform project any more
2.2.2 Top Down linking
Top Down linking is linking in the opposite direction (e.g. Project to Platform or Platform to Comp./PreDev.). These links have to be handled much more carefully, because it is possible to create loops.
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2.2.3 Where to be located 

It is recommended to collect all milestones used for linking between projects in a specific WBS, where it is easy to update and get an overview of the relationships. These WBS’s must be placed in the detailed area of the project. 
2.2.4 Responsibility for establishing and updating.
The Project manager is responsible for establishing and updating the links to and from the project. No links can be created before the project managers of both involved projects have agreed to the linking between their projects. Links can only be created by the higher level, e.g. platform can create links from component/ predevelopment to platform and product can create links from component/predevelopment or platform.

During the update of the project the constraint dates of all milestones used for linking should be checked to secure that the delivering dates still are feasible. If a date is not feasible (e.g. due to lags from other part projects that are not updated at this moment) the interface partner have to be contacted. 

Keep in mind that when a reschedule of the sender project is done, it is also necessary to schedule the receiver project. When the projects are linked bottom up and top down, more schedule cycles are needed.

2.3 Overview

In the table below is it shown which linking methods are recommended to be used between the different types of projects.
	                  TO FROM
	PLT Master plan Project
	Product Part Project
	Platform Main Project
	Platform Part Project
	Comp./
PreDev

	PLT Master plan Project
	-
	-
	-
	-
	-

	Product Part Project
	D
	D
	-
	M
	M

	Platform Main Project
	-
	-
	-
	-
	-

	Platform Part Project
	-
	L
	D
	D
	M

	Comp./
PreDev
	-
	L
	-
	L
	D

	External delivery
	-
	E
	-
	E
	E


· D
: Direct link (for detailed description see 3.1)

· L
: Link with Milestone (for detailed description see 3.2)

· M
: Mirror Milestone (for detailed description see 3.3)

· E
: External link (for detailed description see 3.4)

·  - 
: Link should not be created

All activities linked to other projects must have the activity code “Connector” assigned. When this code is assigned it is possible to show the orange triangle on the activities to visualize that this activity is linked to another project. It is also possible to create a filter to sort out all activities which are linked in to - or out of the project.

3 Linking Methods

In the following section four methods how links can be created are described.

3.1 Direct linking 

Link between the activities are made directly (se figure).  


[image: image3]
3.2 Link with milestones

Two milestones are added between the activities that should be linked.  A “Start on or before” constraint date (e.g. agreed delivery date) can be set on the milestone in the receiving project. In the delivering project a Mandatory constraint can be set to break network logic and to minimize the influence of minor changes in the delivering project.  It is important that the Project manager of the delivering project is contacting the Project manger of the receiving project if it is necessary to update the date on the Mandatory constraint.


[image: image4]
3.3 Mirror milestone

The deliverables in the project plan of the receiver part is shown as an Input milestone. This Input milestone has predecessors but no successors. The date of the Input milestone is floating and driven by the predecessor(s). The “successor” is fixed with a Start On constraint and must be updated manually. This linking possibility breaks the network logic and ensures that no loops are created. Do not link the Mirror milestone with its successors; otherwise a loop can be created!


[image: image5]
3.4 External Link

An external delivery is a delivery from e.g. an external partner or another Product project. It is normally not possible to link to a project plan from an external partner and therefore the “link” is handled by putting in a delivery milestone in the project which can be “fixed” by setting a mandatory constraint on it with the agreed delivery date. 
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Option: Set a start on or before constraint to show agreed delivery date
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Input MS floating; shows delivery date











Start date (delivery date shown by the input MS plus 1 day) must be fixed with a Start on Constraint 





Platform


Detailed activities





Detailed activities





External project


Delivery milestone





Delivery Milestone





Option: A Mandatory constraint can be set.





Option: Set a Mandatory constraint to break network logic.
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