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Simple Task Setup:
• Fixed Duration, 10 Days
• Must Start on July 14 
• No Task Calendar (uses default Project 

calendar)
• Not Effort Driven

Resource Load Notes:
• Flat Work Contour
• No Resource Calendar Exceptions
• 100% Utilization
• Assignment dates match the task 

dates

Resource Loading is Easy 
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Introduction to Calendars

Project Standard Calendar:
• 2 4-hr shifts during the day
• 1 hr break for lunch
• Weekends are non-working
• No other exceptions

9-80 Alternate Calendar:
• 9hr shift Mon-Thu, 8hr shift Fri
• Weekends and Fridays are 

non-working
• No other exceptions

Resource Calendar (Sally):
• Based on the 9-80 Alternate 

calendar
• Exception for NG training 

week of July 21-25

Base Calendars can be used as Project 
Defaults or Task Calendars

Resources have their own calendars which may 
be modified (or not) from a Base calendar
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The task calendar is the alternate 9-80, with 
a single 9 hr shift from 9a to 5p Mon-Thu and 
an 8 hr shift ending at 4p alternate Fridays.

Bob and Ned’s resource calendars are based 
on the standard, 2-shift calendar, which has a 
lunch break from 12p to1p Mon-Fri.

Adding a Task Calendar

The available working hours are the intersection of the task and resource calendar working times. Which 
in this case means lunch breaks (Resource Calendars) AND alternate Fridays off (Task Calendar).
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Resources with Different Base Calendars

Why are Sally’s hours different from Bob and 
Ned?
• Sally’s base calendar is the 9-80 

calendar, not the standard calendar.
• That means Sally doesn’t take lunch 

breaks Mon-Thu.
• Sally also has a personal exception the 

week of July 21-25 for her National Guard 
Training Exercise.
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Assignments that Do Not Align with Task Dates

What happens if Bob wins the Lottery?
• We set Bob’s assignment finish date to 

7/17. This reduces his hours.
• Now we assign Fred to the task to take 

over Bob’s work. Fred only has 75% 
availability.

• We want Fred to start on 7/21, so we 
change the Start to 7/21…

If you change an assignment start date, the assignment duration 
will stay the same. This will push the end of the task but will NOT 
change the assignment end dates for other assignments!

However, if you set the assignment finish date first, even if you 
don’t change it, then you can change the start without the finish 
moving! But note this changed the constraint type to FNET and 
changed the constraint date to 7/25/25…
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Setting the Hours Directly

Let’s make the task hours equal exactly 180 by adding Jill (50% availability) starting July 21:
• If the Assignment start and finish are the same as the Task, then changing hours will change the Assignment Units 

and Peak, and changing Units will change work and Peak, but no dates or durations will change.
• If the Assignment and Task dates are NOT the same, then changing the hours directly will change the Peak, but not 

the Assignment Units.
• If the hours are increased, then the assignment duration will change to match the task duration. If the 

assignment start date does NOT match the task start then this will extend the task, otherwise the assignment 
finish will change to match the task finish. Hours will match what you typed in, and peak will adjust to match 
the highest ratio of planned to available hours in a day. Changes to the Task duration will not impact dates or 
hours in other assignments.

• If hours are decreased, hours and peak will change, but assignment dates and duration will stay the same.
• Project distributes the hours across the assignment duration proportionally based on the available work time.
• Peak units is calculated, not set, and equals the highest daily work assigned (2.41 hours for Jill) divided by the 

highest daily work available (8 hours for this task).

Note: If you want the assignment dates to stay the same you can only decrease the work, not increase it!
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Changing the Assignment Units

Increasing or decreasing the Assignment Units changes the Work and the Peak, but leaves the assignment dates the 
same. So, can we set the work precisely by figuring out the Assignment Units?
• First, set the Assignment Units to 1 and look at the work. For Jill on this assignment, that is 39 hours.
• Then, divide by the target work, which is 11.75 hours. 11.75 ÷ 39 = 0.301282.
• Copy that in the Assignment Units field:

Project will not accept more than two 
decimals of precision. If you are like 
me, 11.7 is not the same thing as 
11.75!

There is a workaround: Set the 
Assignment Units higher than needed, 
then manually change the hours to the 
lower number you want.
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Changing Time Scale Values (Hard Core)

• You can also directly change the hours in the time grid. This changes the Time Scale Values associated with the 
assignment, and the assignment values will adjust to match what you type in.

• This is deep magic. I asked Chat GPT to try and figure it out, then give us a concise explanation:
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Using Work Contours (Showing Off)

Work contours “shape” the spread of hours across the assignment. They do this by applying a preset curve to the 
available work using the Peak field to determine the inflection points. Think of it as carving away from the available work 
using a template:

Peak

Available Work

Bell Work Contour

Work “carved away”
by applying
Bell

Note: Applying a work contour will always reduce the work!
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Over the last 40 years, millions of people have spent billions of 
hours recreating MS Project capability in Excel because they don’t 

know how to assign hours precisely. You can help stop the madness!
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Tune in next month to learn how to automate large scale MS Project 
resource loads (and rates!) from Excel using Visual Basic for 

Applications. Thanks for attending today!
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