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Moving from Primavera P3 to P6 EPPM


I believe that most P3 users have or will be upgrading to P6. For those of you not fully converted, here are a few hints and tips.

What information is not converted when importing a project from P3 into Project Manager version 6xx?

Only one resource can be assigned to a milestone type activity in Project Manager. If multiple resources are assigned to a milestone activity in P3, only the first resource will be assigned as a primary resource to the activity in Project Manager. All other resources become expenses. 

Past period actuals 

Webster timesheet information is not converted (including user to resource mappings and Webster TIME project for personal time). 

Two resource limits - normal and max. Project Manager only has one limit (only the max is imported). 
Leveling settings 

The following Autocost rules: 
Calculate variance as Budget - EAC or EAC - budget 
Perform these calculations during each schedule computation 
Apply these rules when moving from one Cell or Resource to another

General information 
Scheduling option for Contiguous vs Interruptible 

Interproject relationships 

Suspend and Resume dates 

Zero Total Float constraint 

Access rights (Read/Write, Read Only, Restricted) 

Fragnets 

P3 users are not converted to Project Manager users 

Activity ID codes 

Aliases 

Global change specifications 

Report specifications 

Layout specifications including header and footer settings 
Filters 

Infomaker reports 

Targets must be converted separately and relinked in Project Manager


Convert Existing Primavera P3 Projects into P6.xx


Prerequisites
Working knowledge of P6 Project Manager and Primavera P3

P3 Conversion Utility installed.  

If you are uncertain as to whether the conversion utility has been installed, check to see if the following file exists on your C drive: 

Select the P6 Client installation link.  (Do not select P6 Installation Update link.)

Run the program from its current location.  Click OK.

Click Yes.  

A warning may appear stating that P6  has already been loaded on the machine.  Click OK.

Click Next until you reach the Components screen.  At the components screen, deselect all components and select only the option to install the Primavera Project Planner (P3) Conversion Tools as shown:
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Click Next until the installation completes.

It is recommended, but not required, to use a PRMCONVR.INI to control how your Master/subprojects are converted.  

Installing the PrmConvr.INI file allows sub-projects to be imported as WBS elements in a single project and preserves inter-project relationships.  It also formats Activity Ids, WBS elements, Activity Codes, and Calendars, reducing the cleanup effort that is required before migrating to production.  

Other modifications to the PrmConvr.ini file may be made by referring to Advanced Conversion options on page 252 in the P6 Administrators guide.  Note:  The modified PRMCONVR.INI file IS not installed with the P3 conversion tools by default.  To install the .INI file:

Save the PrmConvert.ini file to the Windows or WINNT folder on your C drive.  The file name must be PrmConvr.ini or it will not work..


Data Cleansing P3 Prior to Migration
P6 is more strict than P3 in the way it manages activities and their related data.  This document describes several activity ‘scenarios’ which P3 allows to exist in a plan but which P6 does not.  It also describes the corrective action to be taken in each case.
This document is known colloquially as the “gotcha list”!  By correcting each of the conditions where they exist, the P3 plan will migrate more easily into P6.  Many of the checks simply enforce good plan housekeeping.
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Resource Assignments
Resource assignments with Quantity to Complete = 0 but no Actual Finish date for the activity.  (The resource is ‘in progress’).
· Set Quantity to Complete > zero or
· Set an Actual Finish date

Resource assignments with Budgeted Quantity = 0 
· Set Budgeted Quantity to > zero or
· Remove resource assignment

Resource assignments with Actual Quantity > 0 AND no Actual Start date for the activity.  (Has the activity started or not?).
· Remove the Actual Quantity or
· Set an Actual Start date

Resource assignments with Budgeted Quantity not = to Quantity at Completion and activity has no Start Date.
· Adjust Budgeted Quantity or Quantity at Completion so that they are the same or 
· Set an Actual Start Date

Zero Duration Activity
Is it really a milestone?  An activity with zero duration will calculate the finish date in P6 as 1 day before the start date.
· Consider converting the activity into a Milestone or
· Adjust the duration

Resource Lag
Check that Activity Duration is:
· Equal to Resource Duration or
· Equal to Resource Duration + Resource Lag

Activities with leading resource lag will migrate to P6 if (Resource Lag + Resource Duration = Activity Duration).

The scenario illustrated below, which has a trailing resource lag of 3d, will not migrate.
TRAILING RESOURCE
LAG
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In P6, the following MUST be true:
Resource Lag + resource duration = activity remaining duration.



Hammock Activities
The correct way of creating Hammocks in P3 is shown in the diagram below:

DRIVER ACTIVITY
SS
FF





· In the Hammock activity, a “SS” predecessor is defined to the driver activity.
· In the Hammock activity, a “FF” successor is defined to the driver activity.
· The Successor relationship has no lag.
· The Predecessor relationship has no lag.

Prior to migration we suggest:
· Firstly, consider each hammock activity and decide if, really, it should be more appropriately defined as a normal activity.
· Verify that every hammock has the correct “SS” and “FF” relationships defined.
· Verify that there is no lag defined for any hammock successor relationship.
· Verify that there is no lag defined for any hammock predecessor relationship.

In P6, Hammocks are called “Level Of Effort” (LOE) activities and are defined differently in terms of the relationships to other activities.  They cannot be corrected in P3 before migration to P6 as they still have to function properly as hammocks.

We recommend that all Hammocks are identified in P3 and ‘tagged’ using an Activity Code so that,

following migration to P6, they can be easily filtered and checked.

Start Milestones
This check relates to start milestones which are out of sequence.

· Check for Start Milestones which have no Actual Start date
· A start milestone which has no Actual Start date should not have any successor which has an Actual Start date.
· A Start Milestone should have an Actual Start date if it has any successor activity with an Actual Start date.

Finish Milestones
This check relates to finish milestones which are out of sequence.

· Check for Finish Milestones which have no Actual Finish date.
· A Finish Milestone with no Actual Finish date should not have any successor which has an Actual Finish date.
· A Finish Milestone should have an Actual Finish date if it has any successor activity with an Actual Finish date.

Activity Status
Introduction
In P3 and P6, the status of an activity can only be one of the following at any time:
· Not Started
· In Progress (started)
· Complete

Generally, in P3, you should ensure that the status of all activities is consistent with the following activity status attributes:
· Percent Complete
· Actual Start date
· Actual Finish date

A reminder of the basics:
· If an activity is in progress (% complete > zero), make sure it has an Actual Start date.
· If an activity is complete, make sure it has an Actual Start date AND an Actual Finish date.
· If an activity is not started, it should not have an Actual Start date or an Actual Finish date and the percent complete must be zero.

Corrective Action
Check that the activity Actual Start date is set to a valid calendar work day.
· P6 uses the next available work day

Check that the activity Actual Finish date is set to a valid calendar work day.
· P6 uses the next available work day

Activities with Percent Complete > zero and no Actual Start date.
· Set Actual Start date or
· Set Percent Complete to zero

‘Remaining’ & ‘Original’ Duration
The values used in these fields should be consistent with the activity’s status.  Valid scenarios are summarised in the table below, using an Original Duration of 5 days.

	ACTIVITY
STATUS
	ORIGINAL
DURATION
	REMAINING
DURATION
	ACTUAL
START
	ACTUAL
FINISH

	Not Started
	5
	5
	NO
	NO

	In Progress
	5
	Any + value
	YES
	NO

	Complete
	5
	Zero
	YES
	YES



Activities which have Remaining Duration = 0 but no Actual Finish (activity is in progress)
· Set Remaining Duration > zero or
· Set an Actual Finish date.
Activities which have Remaining Duration not = Original Duration but no Actual Start.
· Set Remaining Duration = Original Duration or
· Set an Actual Start date.

Activity Description – Use of Double Quotation Mark
The double quote (“) in an Activity description does not migrate to P6.  Replace with single quotes.

Activity ‘Suspend & Resume’
This is illustrated in the diagram below:SUSPEND
RESUME
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Suspend and Resume cannot currently be replicated in P6 but you should identify all activities in your plans where suspend and resume is being used.  Corrective action options are:

 Create new activities to replace single activity as follows:
· Activity-1 with duration of 5 and resource assigned
· Activity-2 with duration of 2 and resource assigned
· FS relationship FROM Activity-1 TO Activity-2 with lag of 6






This is illustrated below:
5
2
FINISH – START WITH LAG OF 6







Leave activities unchanged in P3 and reengineer following migration to P6.  Resource usage will be spread over the full activity duration based on remaining duration and remaining units.


Unassigned Activity Codes
Identify and delete any Activity Codes in your P3 programme which are not assigned to any activity.  This will streamline the validation of Global Activity Codes held in the P6 system before plans are migrated.
Resources & Milestones
Resources assigned to Milestones in P3 will not migrate to P6.  Resources cannot be assigned to milestones in P6.

Custom Data Items
P6 and P3 refer to these items differently as shown in the table

	P3
	P6

	CUSTOM DATA ITEM
	USER DEFINABLE FIELD

	CDI
	UDF



Not all CDI fields used in P3 will migrate to P6.  Decide which P3 CDIs to import into P6.  The following tables summarise what will migrate to P6 from P3.

Activity CDIs
	P3 CUSTOM DATA TYPE
	WHAT WILL CONVERT TO P6

	Start Date
	First 2 in P3s dictionary – user_start_date

	Finish Date
	First 2 in P3s dictionary – user_end_date

	Character
	All eight will convert – user_text

	Numeric
	First 4 in P3s dictionary – user_number

	Precision
	First 4 in P3s dictionary – user_integer




Resource CDIs
	P3 CUSTOM DATA TYPE
	WHAT WILL CONVERT TO P6

	Start Date
	First 1 in P3s dictionary – user_start_date

	Finish Date
	First 1 in P3s dictionary – user_end_date

	Character
	First 2 in P3s dictionary – user_text

	Numeric
	First 2 in P3s dictionary – user_number

	Precision
	First 2 in P3s dictionary – user_integer
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