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Introduction

Meet Merlin Project!

Welcome to Merlin Project! Like the wizard from the Arthurian legend, this software has
magic powers that will make your projects a lot easier. Developed by project managers
who work with this software every day, Merlin Project has gone through many practical
tests and is constantly being improved.

This document is intended for beginners who want to get an idea of project management
with Merlin Project. Therefore we start with a short tour through Merlin Project. The
functionalities are presented on the basis of a fictitious project, in which the individual
features of Merlin Project are described. Since Merlin Project users are active in different
industries, we have selected a sample project that everyone can relate to: the relocation of
a company. Similarities with real projects and people are purely coincidental and
unintentional. The story of our example project is enhanced by explanations of the Merlin
Project functions.

!
This is a fictitious project. We strongly advise against reusing the project
plan presented here. All examples are mainly used to describe the
functionality of Merlin Project.

In this tutorial we use the terminology of the Project Management Body of Knowledge,
Third Edition PMBOK¨  of the Project Management Institute (PMI). All terms are explained in
the glossary.

Conventions in This Introduction

The story of our example project is set italic . Menu commands and labels in the graphical
user interface of Merlin Project and key combinations are set verbatim in the text, for
example File !  NewÉ . All PMBOK terms are written bold .

In some cases, different or slightly different terms are used in the Merlin Project graphical
user interface. This is mainly due to the fact that some of the PMI terms are long and do
not fit into the standard user interface. This is why Merlin Project calls Net Plan  and not
Project Schedule Network Diagram . These cases will be pointed out separately.

Since ProjectWizards frequently releases new versions and updates of software, the
images in this documentation may differ from your screen display.
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Additional Help for Merlin Project

Merlin Project comes with a comprehensive help system. You can find various help options
in the menu Help !  Merlin Project Help :

Figure 1. The Help menu in Merlin Project

¥ Merlin Project Help  opens the help with explanations of all important functions.

¥ Demo Document opens a sample document.

¥ Tutorials  opens your web browser, which then loads the ProjectWizards support
page with various quick guides for Merlin Project.

¥ Release Notes opens your web browser with a version history and documentation
of the changes made to the software.

¥ Support opens your web browser, which then loads the general support page of
ProjectWizards.

¥ Create Support Profil É  if you encounter a problem in Merlin Project and want to
report it to ProjectWizards. Information about your computer and its environment
will be collected to help the support team isolate possible causes for the problem.
Of course, no personal information is collected or transferred to ProjectWizards. If
you have selected this option, a file is created on your desktop with a file name
based on the pattern Profile-x.tgz, where x stands for several digits. This file can
be sent to ProjectWizards  in case of a support request.

If you do not find the information you are looking for in these places, simply write an e-mail
to support@projectwizards.net . You will briefly receive an answer to your questions.

2 Additional Help for Merlin Project
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Legal Information

Please note that operating instructions, manuals and software are protected by copyright.
Copying, duplicating, translating or converting to any electronic medium or machine
readable form in whole or in part without prior written permission from ProjectWizards is
prohibited. All other rights to the software are defined in the included license agreement .
The rights to other trademarks and product names mentioned in this manual are the
property of their owners and are hereby acknowledged. The naming of products that are
not from ProjectWizards is for information purposes only and does not constitute an
advertisement. ProjectWizards does not guarantee the selection, performance or usability
of these products.
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A Short Tour of Merlin Project

!
You donÕt know Merlin Project yet? Then please follow this short tour. It
will help you to easily understand the basics of Merlin Project, the
structure of the main window and the most important concepts.

Installation

To make it easier for you to follow the examples in this book, we recommend to install
Merlin Project now at the latest:

¥ You can obtain the latest software version of Merlin Project from our website . By
clicking on "Start download for Mac" a zip file will be placed in your download
directory.

¥ In case the archive does not unzip automatically, please double-click the .zip file.

¥ A double click will start the program - if necessary you will be asked if you want to
move the program into your program directory.

¥ Done!

If you use Merlin Project frequently, you might want to keep the Merlin Project icon in the
macOS Dock. To do this, click once on the Merlin Project icon in the Applications folder,
hold down the mouse button and "drag" the icon into the Dock. Now Merlin Project is only
one click away.

LetÕs Start

Now letÕs take a closer look at Merlin Project. After launching Merlin Project, a window will
open with a number of useful options:

¥ Create an empty document: A blank sheet, almost as beautiful as a successfully
completed project.

¥ Open the demo document.

¥ Start a new document based on a template.

¥ Show the list of recent documents.

¥ Find and open an existing document using the Finder.

¥ And lots of room for folders with their own templates to start new documents
from.

4 A Short Tour of Merlin Project
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Figure 2. The document selection in Merlin Project

Since we assume that you want to look around a bit first, select the option Empty Document
and click on Create.

Main Window

The main window of Merlin Project is divided into three areas:
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Figure 3. The Main window

1. Toolbar: The toolbar contains icons for frequently used options in Merlin Project.
These options can be applied to selected project content and the main window
with a single mouse click.

2. Work area: This is where your work takes place: Work Breakdown (Gantt charts),
network, resource management, reports and attachments are displayed here.
Select the view in the upper left. The first time you open Merlin Project, the work
breakdown is displayed here.

3. Inspector: If you select a row in the work area, the Inspector displays all detailed
information.

!
If you need more space for an area, simply enlarge it by moving the
mouse cursor to the edge; the mouse cursor changes. Press and drag
the mouse at the same time to resize the area.

Each of these areas offers versatile functions. Most of them are described in detail in the
following chapters; in this section we will first explain the basics.

Toolbar

The contents in the toolbar can be organized via the menu View !  Customize toolbar É .
Move individual symbols, add more or remove symbols you do not need.

Main Area

In the main area, project information is primarily presented and edited graphically in a
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table. Six views are available and can be selected by clicking on the corresponding buttons
above the main table:

Figure 4. Selecting the view for the main area

¥ Work Breakdown: The activity view, in which the activities can be edited and
Gantt charts can be created and edited.

¥ Net Plan: The net plan view, in which the dependencies between the activities
can be defined.

¥ Resources: In the resource view, you can view and edit information about the
resources.

¥ Assignments: The assignment view gives you an overview of the use of
resources.

¥ Report: Here you can create various reports.

¥ Attachments: You can attach checklists, files, events, information, issues and
risks to individual activities. They are now always quickly available.

In the menu View !  Zoom you adjust the size of the views. In this way you can, for example,
display a complex project plan at a glance.

The Work Breakdown view itself consists of two parts:
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¥ the outline

¥ the Gantt chart

You can adjust the view of these two parts by moving the dividing line in the desired
direction.

Figure 5. Adjusting the activity view

The following information is shown as standard in the outline area:

¥ Number of the activity

¥ Traits of the activity (small symbols representing information such as deadline
restrictions)

¥ Title of the activity

¥ Given Work

¥ Given Earliest Start

¥ Resources

¥ Number of the Predecessors

The Gantt chart is another view option of the outline area. Call View !  View Options  to
open the options for the work breakdown view. Here you will find various visual setting
options of the Gantt chart.

!
Switch on the group boundaries here in order to store related activities
in the Gantt chart with an area and thus display them as a group. In this
way, you create a clearer overview for complex project plans.

Inspector

The inspector is context sensitive. This means that the inspector changes depending on
the row that is currently selected. If you click on an activity in the main area, the Inspector
becomes an activity Inspector; if you click on the time scale above the Gantt chart, the
Inspector becomes the Time Scale Inspector. The advantage of this approach is that you
do not have to place a separate window or palette on the screen for each unit. Instead, you
can use your screen mainly for the work area for which you need the most space. In some
cases, the Inspector offers several views that can be accessed via tabs in the Inspector
and that contain additional options.
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Details

This area is a special functionality of Merlin Project, because it makes the work of project
managers much easier. Instead of opening a different program for each attachment and
documenting or checking the details there, Merlin Project allows you to store such data in
Merlin Project itself.

Figure 6. The details window in Merlin Project

1. You show and hide the detail area with this symbol.

2. Here the detailed information is shown for the line selected in the main work area.

The Details area allows the management and overview of many different types of
information as an attachment in the same window:

¥ Checklists

¥ Events

¥ Files

¥ Information

¥ Issues

¥ Risks

But the detail section can do even more, as we will see later in this book.
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Project Initiation

Start

Tell me how your project begins, and IÕll tell you how it ends.
(Project Wisdom)

Projects do not begin with the start of the project management software. They usually
have a history which then leads to a project in a more or less formal process.

Our sample project begins in front of a vending machine for drinks, where Mr. Anton, the
CEO of GigaProject, addresses a new colleague: "You are Mr. Meier, the new project
manager, arenÕt you? "Yes, I am. What can I do for you?" Mr. Anton smiled. "I have a small
project for you, if you can even call it that. Yesterday I signed the lease contract for a
new building weÕre moving into." Meier knew that the current building was bursting at the
seams and that possible office spaces were being sought. He was surprised that a
decision had already been made. "That was quick. Now what does my project consist of?"
"ItÕs a very simple story, actually" said Mr. Anton. "WeÕve already rented the new building,
so you donÕt have to worry about a thing. All that needs to be done is move the furniture
and files from the old building into the new building. We did the same 25 years ago.
Nothing complicated. The move must also have been completed by the end of June, our
old lease could not be terminated any faster. Plenty of time by then."

ãThat really doesnÕt sound difficult." nodded Mr. Meier. "But I assume that 25 years ago
there was hardly any computers in this company. I would imagine that things are a little
more complicated today. You will certainly want to be able to read your e-mails on your
first day in the new building, and I donÕt want to disappoint you there. So let me first
gather all the information.Ò Mr. Anton seemed almost outraged: "Talk to Mr. Schulze, our
IT guy, he should take care of it. But he should not spend so much money again! Choose
a cheap removal company, the ones from last time only cost 10,000 dollars, so it should
not cost much more than that now. Otherwise, come by next week and weÕll go over
everything. ItÕs important that the colleagues donÕt stand around too long during the
move." With these words, Mr. Anton left the hall and went back to his office. Mr. Meier
noticed too late that Mr. Anton had taken the drink from the vending machine that Mr.
Meier had just paid for.

In an ideal project management world, projects are started in formal initiation processes. In
reality, however, they often start in the same way as in our example project, informally,
with little available information and under time pressure. Merlin Project offers project
managers a framework even for projects that initially appear chaotic: the project
templates.

Project Templates

Merlin Project is delivered with several project templates, including templates for software
development, the construction of a family home and many other projects. Unfortunately, a
relocation project is not yet included in Merlin Project, so we start with a new empty
document.
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Initial Settings

When editing the project file for the first time, it is advisable to make the following initial
settings directly, which affect the whole project. Therefore our software opens the project
settings in the Inspector first.
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Figure 7. Project settings with date and planning specifications
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Here you set the following:

¥ Direction of planning (backward or forward)

¥ Start or end date

¥ Default values for planning working times

¥ Objectives (project scope)

Give the project a meaningful name. By default, Merlin Project will name it New Project_.
Enter the name you wish in the first row. It will also be used when you save the project for
the first time.

! Change the file name in the Finder and assign a different name
independent of the project title.

Our example project is a classic case for backward planning, because there is a fixed end
date that must not be exceeded. The end date is June 30, because the company must
have moved out of the old building by then.

! The direction setting influences whether an activity without fixed dates
is planned according to the start or finish date.

In the next step you should check whether the default values for working times specified in
the settings apply to your project. If there are deviations, for example, shorter or longer
working times per day by default, you can define them here.

You can also set default values for new activities here. The default setting specifies that a
new activity has a working time of 1 day? The duration is not defined. You can adjust this
for your project if you know, for example, that your activities usually have a duration of at
least 15 days, but the working time is very individual:
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Figure 8. Adjusting the default values for new activities

Defining the objectives at the beginning of a project is one of the most important steps,
because, freely according to Seneca, if a sailor does not know which shore to head for,
then no wind is the right one. You should agree the goals in writing with all parties involved
in the project, because on the one hand people are forgetful ("DidnÕt I say 7,000 dollars
budget?"), on the other hand writing down goals usually makes it easier to specify what
has to be achieved. Goals should be measurable, because the success of your project is
measured by the achievement of these goals. In our example project the following goals
were set by the management:

¥ Budget of 10,000 dollars must be adhered to

¥ The move must have taken place by June 30

¥ The productivity of the employees should suffer as little as possible from the
move

Select the top line with the project name in the main area. The Inspector for the project
opens. In the last tab Notes you can note down targets:
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Figure 9. Entering targets in the Notes tab

By entering the targets of your project here, you not only make sure that you are clear
about them; at the same time, they are only a click or two away, in case you are not sure
about the targets anymore.

!
The notes stored at this point are also listed in reports. Thus, if you
record the objectives under Notes, you have always placed the project
scope in a present position.

Collect and Document Information

As a general rule, the most successful man in life is the man who
has the best information. (Benjamin Disraeli)

Especially at the beginning of a project, the flood of information that affects the project
manager is overwhelming. Information needs to be recorded, evaluated and systematically
filed. Merlin Project offers an intelligent tool that supports information processing: The
attachment type Information.

One approach to collecting information at the beginning of a project is the analysis of
historical information, which means the documentation of previous projects. The
experience gained from similar projects can usually be used profitably for a new project. In
our example project we already mentioned that the company had moved some time ago,
so our project manager is now in a quest for information:
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It was the 4th of April, less then three months left until the move had to be completed.
Mr. Meier went to Ms. Weber, the assistant to the managing director, to ask her about the
move 25 years ago. Ms. Weber sent him to the basement ("Do I look so old that I would
have been here at that time?") where the documents of the former relocation were
stored. There Meier found some invoices, among others from a moving company, but
also from a beer and sausage supplier, who apparently had taken care of the physical
well-being at a housewarming party. As expected, there were no records about the
computers at that time, also no documentation of the whole project, which could have
helped Mr. Meier. However, the rental contract for the current building was in the folder,
and Mr. Meier saw on the second page that renovation was necessary when moving out.
Apparently, this project was a bit more complicated. At his desk, Mr. Meier began to
collect all the information he already had. The handover of the old building had to take
place by June 30th at the latest when the lease expired. Since renovation work had to be
done beforehand and this could not be done while the colleagues were still in the office,
the move had to take place before the renovation could begin. Furthermore, the objective
was that the interruption caused by the move should be as short as possible. This could
be ensured, for example, by dismantling the furniture in the old building after work,
transporting it and then reassembling it in the new building until the next morning.
Another goal was to keep the budget for this project relatively low. After a short time, Mr.
Meier put together some information.

Now letÕs look at how this information can be stored in a structured way in Merlin Project.
To add an item of information as an attachment to your Merlin Project plan, select Insert
!  Attachment !  Information  from the menu or click on the drop-down arrow next to the
'+' symbol in the toolbar.
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Figure 10. Insert attachment ãInformationÒ

You can give the information a meaningful title that makes it easier to find the it again. The
title can also be displayed in reports.

The most important step is documenting the information in the Information Inspector.
There are 4 tabs available in the Inspector for this purpose:

¥ Info

¥ Costs

¥ User-defined

¥ Notes

In the first tab Info the following information can be documented:

¥ Title

¥ Author

¥ Notification Date
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¥ Type

! By telephone

! In writing

! Personal

¥ Status: The status values differ depending on what you selected under Type; for
example, if you selected "Personal", you can choose between the following status
values

! In the office

! At customer

! Conference

! Trade show

¥ URL

In the second tab Costs, you can enter costs associated with the information.

The third tab offers you numerous additional information via tags and fields, which will not
be discussed in detail here.

You can save notes in the fourth tab and thus make them easy to find.

Figure 11. Inspector: Information

In our example project, Mr. Meier documents the conversation with the managing director
at the vending machine, the information that after moving out, there is still renovation work
to be done, but also thoughts and ideas, such as the nightly move. Information should also
be documented because this simplifies the creation of a Lesson Learned document.

Project Charter: External Files and Merlin Project
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WhatÕs not written on paper has never been said. (source
unknown)

It is a good habit to conclude the initiation phase of a project with a Project Charter, a
document that describes the framework conditions of a project.

For example, a Project Charter should include the following information:

¥ What is the project about?

¥ Why is the project being carried out and what is the purpose of the project?

¥ What are the goals of the project?

¥ What are the assumptions and constraints under which the project is carried out?

¥ What numerical criteria should be used to measure the success of the project?

¥ What are the results of the project?

¥ What authority does the project manager have?

Some project managers have the project charter signed by the client, because the goals
and assumptions of a project may be forgotten. The Project Charter should be passed on
to the project staff so that they can gain an insight into the framework conditions of the
project as well as the project manager.

The Project Charter will not be the only external document you will be dealing with in a
project. Contracts, historical data from previous projects, presentations and much more
will be distributed within the project team and beyond. Often you will also have multiple
versions of a file when you work on a document with other people. Merlin Project offers
you a very comfortable way to manage these documents.

The Project Charter is now used as an example of a file that you add as an attachment to
Merlin Project. To do this, drag a file from the Finder onto a task in Merlin Project and
release the mouse button. In the dialog box that now appears, you can choose between
the following options:

¥ Link the file to the selected activity

¥ Copy the file into your Merlin Project document
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Figure 12. Add file as attachment

If the file is a project file or an importable format , you have the option to create a
subproject.

!
You should link files if you work with large files or if you have already
created a folder structure outside Merlin Project that others can access
(e.g. via a document management system).

In the file inspector you can add additional information to files. Again there are 4 tabs
available:

20 Project Charter: External Files and Merlin Project
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Figure 13. File Inspector
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We take a closer look at the first tab Info. It offers the following contents:

¥ Author

¥ Status of the document; Merlin Project offers the following status values:

! New

! Draft

! In Revision

! Technical Review

! Legal Review

! Review by Customer

! Declined

! Approved

You donÕt have to use all values in your project, of course, but the list can serve as a
reminder of who should have seen a document.

¥ Version history

¥ Comment (refers to the respective version)

The Revision history field deserves a closer look. For example, your Project Charter may
not be accepted in the first version, so you will be asked to make changes. Simply drag
and drop any modified version of the document into the Versions window instead of
inserting it as a new, independent element in Merlin Project. This gives you an overview of
the attachments in general and at the same time the versions of each attachment. You can
also add comments to each version.

! Please note that other information such as the status of a document
does not refer to one version, but to the document in general.
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Project Planning

Resources

Mr. Meier considered who would be part of his project team. In this project every
employee of the company was a stakeholder, because every employee was affected. It
was impossible to reconcile all opinions, so Meier thought it was a good idea to involve
the works council, Mr. Becker, as a representative for these stakeholders. Mr. Schulze
had already mentioned Mr. Anton, and of course Mr. Anton was also a stakeholder.

!

So that you do not have to scroll to the glossary at the end of the
document: A stakeholder is a person or an organisation that is touched
in some way by a project, be it through participation in the project,
through passive witnessing (next to your house is a large construction
site for 6 months) or through the results (a 12-lane highway is being built
on the construction site). Stakeholders can act actively or passively,
consciously or unconsciously for or against the interests of a project,
and therefore it is important to involve them.

Without resources, a project cannot be carried out, be it human resources that provide
their labour or material resources such as stones for building a house. Merlin Project
distinguishes four types of resources:

¥ Person

¥ Material

¥ Company

¥ Equipment

The default resource, which always applies if an activity has not been assigned yet to a
resource, always belongs to the type Person.

Figure 14. Resource Types

Ideally, some or even all resources required for the project are already in your macOS
address book or in Microsoft Outlook. You can display the contents of the address books
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directly in the Merlin Project Library via Merlin Project !  Settings !  Library .

Figure 15. Settings for the library: Show Address Book

Now you can simply drag and drop resources from the library into the resources view of
the main table or into the resources window. Data such as phone number and email
address, if available in the address books, is automatically transferred.
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Figure 16. Address book in the library

If the required resource is not yet available in one of the address books, it can be added to
the project either by using the key combination "  and N in the resource view or by adding
it to the project in the menu.
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By default, a new resource is of type 'Person' and the resource name field is waiting for
your input. Initials are automatically created from the name. Resources of type Person can
be assigned to roles. Merlin Project already comes with the following roles:

¥ Customer

¥ Stakeholder

¥ Project Lead

¥ Project Manager

¥ Task Manager

¥ Developer

¥ Technician

¥ Marketing

¥ Sales

¥ Support

¥ Team Member

¥ Temporary

¥ Consultant

According to the definition of the PMBOK, the project team includes, in addition to the
project management team, all those who contribute to the project through work. Apart
from the members of the project team, stakeholders do not have to contribute to the
project. Nevertheless, they are seen as a resource in Merlin Project. Stakeholder
management tries to incorporate the expectations of stakeholders into the project. The
term try  is used intentionally because stakeholders can intentionally or unintentionally
withhold information. In addition, some stakeholders outside the project team will request
reports on the progress of the project.

In the Resource Inspector you can add additional information to a resource. For example,
the cost of a resource is important information for budget planning and control. The costs
of a resource are divided into:
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Figure 17. Adjusting the information for a resource

¥ Standard Rate: The normal hourly wage (planned and actual costs)

¥ Overtime Rate: Hourly rate for overtime (planned and actual costs)

¥ Base Costs: Operating costs if an additional amount per assignment (e.g. for
travel costs) or per project has been agreed with a resource.

Furthermore, the availability can be defined. It is generally assumed that a resource is
working 100% on a project and is therefore 100% utilized.

In the Calendar tab, you enter special working times for a resource that differ from the
times that apply across projects. For example, the availability of part-time employees or
vacation times can be mapped in the project plan:
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Figure 18. Adjusting the working hours for a resource

In the figure, the working time per day was set to 4 hours in the tab 'Regular week' using
the slider under 'Work intervals'. In addition, two days of vacation were entered into the
resource calendar via the + in the bottom left corner of the inspector in the tab Exceptions .
During the period of these exceptions, no more tasks can be assigned to the resource.

The Work Breakdown Structure (WBS): What needs to be done?

A project cannot be done in a single activity (otherwise it would probably not be a project).
To be able to manage a project, it is divided into smaller work packages, which in turn are
divided into tasks. This is done in a so-called Work Breakdown Structure (WBS) . In our
Project Management Glossary  you can find more information about the WBS.

A WBS is the basis for planning a project. According to the PMI, a WBS is a graphical
representation of the hierarchy of project work packages. Many project managers have
had good experience with the method of mindmapping, which can be used to create a
WBS. With Merlin Project you can create mind maps, then edit them in the ongoing project
planning and use them as a basis for creating the project plan.

Starting from a starting point (name of the project), the project is divided into its
components, which are drawn in branches. These components are divided into smaller
parts and branches are drawn to the branches of the mind map until you reach the
individual activities.

Especially the creation of a mind map in cooperation with the project team opens up the
creative potential of the team and facilitates the flow of information, because all
information is available to everyone in a 'tangible' way.

28 The Work Breakdown Structure (WBS): What needs to be done?
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