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Foreword 
 

ADVISOR Enterprise is a Training Management System that drives training efficiency by (a) aligning current and 
future training activities to operational requirements to identify gaps, duplications and training with minimal 
value; (b) forecasting and comparing the costs of viable delivery options; (c) uncovering cost drivers; and (d) 
improving resource allocation.  ADVISOR is built around the ADDIE model with the added flexibility of starting the 
analysis at any level. ADVISOR is made up of the following modules that can be used separately or in any 
combination.  
 

 

Needs 
Assessment 

AssessΥ ¢ƻ ŦƛƴŘ ƻǳǘ άthe cause of the problem and potential solutionsέΦ  Provides a step by step approach 
for understanding a problem before selecting the solution ς in other words, before assuming that training 
is needed.  Needs Assessment provides an audit trail and serves as the foundation for decisions by zeroing 
in on the source of the problem, identifying solutions that can produce the desired level of productivity, 
and highlighting actions that will generate the greatest impact. [Scope and Needs Assessment]. 
 

Training  
Analysis 

AƴŀƭȅǎƛǎΥ ¢ƻ ŦƛƴŘ ƻǳǘ άwho needs to be trained, on what and whyέΦ  trovides a step by step approach for 
conducting Training Needs Analysis (TNA) or Training Systems Requirements Analysis (TSRA) to identify 
training needed by each job, position and employee to perform duties to the desired standard under the 
prescribed conditions. Four approaches may be used to conduct training analysis, namely Mission, 
System, Competency or Job.  [Mission Analysis, Competency Analysis, System Analysis, Job Task Analysis, 
Knowledge/Skill Gap Analysis and Training Requirements Analysis]. 
 

Training  
Design 

DŜǎƛƎƴΥ ¢ƻ ŦƛƴŘ ƻǳǘ άwhat is the most effective and economical way to deliver trainingέΦ  Provides a step 
by step approach for conducting Training Media Analysis (TMA) or Option Analysis to identify the most 
cost effective strategy for the delivery of training and generates Training Plans.  The analysis takes into 
account limitations, instructional design requirements, upfront and recurring costs over training program 
life as well as risks associated with the introduction of new technology. [Media Analysis, Cost Analysis and 
Training Plans]. 
 

Fidelity  
Analysis 

DŜǾŜƭƻǇΥ ¢ƻ ŦƛƴŘ ƻǳǘ ǘƘŜ άfidelity requirements of training devicesέΦ  Provides a step by step approach for 
assessing the functional requirements of trainers and simulators based on training needs and 
performance objectives.  It identifies visual, tactile, olfactory, affective and auditory sensory cues needed 
to practice tasks, within realistic environments, under preset conditions to attain the desired level of 
competency.  In addition, ADVISOR takes into account elements within the virtual world and how users 
interact with each. 
 

Resource 
Management 

IƳǇƭŜƳŜƴǘŀǘƛƻƴΥ ¢ƻ ŦƛƴŘ ƻǳǘ άhow much money and resources are neededέΦ /ompiles and analyzes 
missions/goals, competencies, systems, jobs, tasks, training requirements, courses, activities, costs, 
personnel and resources to generate concise, up to date and actionable reports.  The reports provide 
insight on planned training activities for any time period; training requirements for each job/employee; 
budget, personnel and resource requirements, training impact as well as how to drive training 
effectiveness and efficiency by leveraging technology, improving resource allocation and identifying gaps, 
duplications and unwarranted training.  [Forecast and Optimize Training Budgets, Personnel and 
Resources]. 
 

Project 
Management 

IƳǇƭŜƳŜƴǘŀǘƛƻƴΥ ¢ƻ ŦƛƴŘ ƻǳǘ άhow training should be implementedέΦ  Provides a step by step approach 
for planning a project and tracking progress in real time. This includes the setup of phases and tasks, 
dependencies and constraints, timelines as well as the assignment of personnel and resources needed to 
complete.  Moreover, ADVISOR tracks progress by comparing hours worked and money spent on each 
task to project plan, to anticipate delays, facilitate the implementation of corrective measures, and keep 
projects on-time and within budget. [Develop Project Plans and Track Progress]. 
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Performance 
Analysis 

EǾŀƭǳŀǘƛƻƴΥ ¢ƻ ŦƛƴŘ ƻǳǘ άhow training impacts performance and organizational goalsέΦ  trovides a step by 
step approach for improving performance by zeroing in on the source of the problem and identifying 
solutions that can produce the desired level of productivity.  Moreover, ADVISOR highlights actions that 
will generate the greatest impact by assessing the feasibility of implementing plausible solutions as well 
as forecasting the costs, benefits and Return on Investment (ROI) of each intervention.  [Performance 
Gap Analysis, Root Cause Analysis and Cost Benefit Analysis]. 
 

Training Life 
Cycle 

Management 

ManageΥ ¢ƻ άcontinually uncover venues to drive training effectiveness & efficiencyέΦ  aŀƛƴǘŀƛƴǎ ǘǊŀƛƴƛƴƎ 
effectiveness and efficiency over time by continually assessing the impact of changes to missions, jobs, 
tasks, systems, policies, technologies, throughput, and so forth on training content and activities; as well 
as budget, personnel and resource requirements. This is attained through a digital-twin model that 
continually aligns training activities to operational requirements to identify gaps, duplications and training 
with minimal value.  Results (personnel/resource requirements for any time period; cost drivers; 
bottlenecks and deficiencies) are quickly and concisely communicated through dashboards.  Actions that 
drive training effectiveness and efficiency are also highlighted.  
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Approach 
 
Why is ADVISOR Enterprise so effective?  Because it focuses on operational requirements ς i.e., identifies 
the knowledge, skills and competencies needed by each job, position and employee to attain 
organizational missions/goals, as well as the most efficient way to achieve.  In addition, facts support the 
decision making process, helping you create consensus to stay the course. 
 

Using our proprietary methodology, your efforts unfold in four phases, as follows: 
 

 
 

Discover

ωDefine Missions/Goals.

ωIdentify Tasks needed by each Job/Position/Employee to attain missions/goals.

ωIdentify Training requirements.

ωOutline current Training Courses/Activities. 

ωFind out where money and resources are allocated.

Strategize

ωMap Training Courses/Activities to Operational Requirements to identify gaps, 
duplications and unwarranted training. 

ωAssesss alternate venues for the delivery of training.

ωUncover resource allocation.

ωUncover cost drivers.

Prioritize

ωPrioritize Training Courses/Activities - from highest to lowest impact on 
missions/goals.

ωPrioritize recommended changes to current delivery options.

ωIdentify personnel/resources excess capabilities and bottlenecks.

ωIdentify strategies for mitigating high cost items.

Optimize

ωDevelop an implementation strategy starting with low risk, low cost, high 
impact options.

ωAlign personnel/resources with new strategy.

ωDevelop project plans and monitor progress.

ωAssess and validate results.  
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Project Management 
 

 

ADVISOR Project Management module provides a 
step by step approach for planning a project and 
tracking progress in real time.  This includes the 
setup of phases and tasks, dependencies and 
constraints, timelines as well as the assignment of 
personnel and resources needed to complete.  
Moreover, ADVISOR tracks progress by comparing 
hours worked and money spent on each task to 
project plan, to anticipate delays, facilitate the 
implementation of corrective measures, and keep 
projects on-time and within budget. 

 

 

 
 

 

 
 

  

BNH performed flawlessly through a series of 
five software customizations. I would 

wholeheartedly recommend BNH for any 
enterprise training solution. 

 
wƛŎƘŀǊŘ ά{ǘŜǾŜέ 5ŜƘŀǊǘ 

Principle Training & Development Specialist, 
Raytheon 
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ADVISOR Features  ADVISOR Benefits 

Phase and Task Analysis: Identify Phases and 
subdivide into Tasks ς i.e., actions needed to 
develop, deliver and support a training program.  

 

 
Facilitate Collaboration: Store all data in a 
centralized database accessible anytime and from 
anywhere by team members with only a Browser; 
and track changes made by each individual. 

Dependency Analysis: Define the order in which 
activities should be performed to ensure realistic 
Project Plan and anticipate the impact of delays 
on schedule. 

 
Speed Data Collection: Collect, compile and 
analyze data from Team Members in real-time.  
Exchange data with other systems through xml. 

Constraint Analysis: Identify constraints for 
starting or completing Tasks to once again ensure 
realistic Project Plan and anticipate the impact of 
delays on schedule. 

 
Facilitate Projects Planning: Automatically 
generate realistic Project Plans that conform to 
dependencies and constraints. 

Schedule Analysis: Define the start and end date 
of each Task taking into account dependencies 
and constraints.  

 Facilitate Communication: Notify team members 
and resource managers of project requirements 
and changes in a single click. 

Personnel and Resource Requirements: Identify 
personnel and resources needed to complete 
each Task. Validate capabilities and availability.  

 Minimize Delays: Automatically collect, compile 
and analyze data from team members; and flag 
potential delays to Tasks, Phases and Projects. 

Project Plan Creation: Generate Project Plan for 
any time period and communicate requirements 
to team members and resource managers.  

 Improve Resource Allocation: Find out who is 
doing what at any given time (i.e., projects/tasks 
assigned, time off, etc.) In other words, who is 
overworked and who is underutilized.  

Data Collection: Capture the number of hours 
worked, money spent and % of task completed 
and transmit to project manager. 

 Facility Resource Management:  Forecast 
personnel and resources needed to undertake 
ongoing and upcoming projects. In other words, 
identify excess capabilities and bottlenecks.  

Project Monitoring: Compile and compare hours 
worked and money spent to Project Plan. 
Forecast delays, cost overruns and potential 
impact.  

 
Speed Report Generation: Produce Project Plans, 
Projects Status and dozens of reports in a single 
click. 

 

 

BNH provided a comprehensive and 
timely report that met our requirements 

and expectations. 
 

Lt. Col Dave Mason 
Chief of Staff, Canadian Armed Forces  

The challenge was finding a way to lead 
students over the terrain of instructional 
development. The solution was ADVISOR. 

 
Bruce Clark 

Associate Dean, University of Calgary  
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Chapter 1: Getting Started 
 
 

1.1 Introduction 
 

Maintaining projects on time and within budget is one of the greatest challenges for any project manager.  
To minimize delays and cost overruns, realistic project plans are vital for keeping projects on track by 
identifying (a) what needs to be done, when, and by whom; (b) the time, money, personnel and resources 
needed for each task and phase; (c) critical paths/milestones; and (d) interdependencies among various 
tasks - i.e., how delays in one task can impact others.  Since the best-laid plans can go awry, a tracking 
system is also critical for monitoring progress. 
 
With viable project plans in hand and real time updates from the project team on hours worked and tasks 
completed, progress can be tracked, delays anticipated and corrective measures implemented to keep 
projects on-time and within budget.  
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1.2 How Can ADVISOR Help You?  
 
In addition to simplifying and speeding Training Needs Analysis (TNA) and Training Systems Requirements 
Analysis (TSRA), ADVISOR Enterprise drives training efficiency by aligning current and future training 
activities to operational requirements to identify gaps, duplications and training with minimal value; 
uncovering cost drivers; forecasting and comparing the costs of viable delivery options; improving 
resource allocation; identifying/mitigating bottlenecks; producing training plans that leverage existing 
training programs/resources and generating audit trail to support recommendations.   
 

Moreover, ADVISOR preserves training integrity, effectiveness, efficiency and relevance by quickly 
identifying training activities that could be impacted by a change to a mission, system, job, policy or 
publication; facilitates reusability and collaboration by storing all data in a centralized database that can 
be accessed anytime and from anywhere by all team members with only a browser; simplifies data 
collection from Subject Matter Experts through custom build Excel spreadsheets; speeds data analysis; 
simplifies data manipulation; tracks changes made by each team member; and generates dozens of 
reports in a single click.  ADVISOR is also web based, can be installed on a local Server or used off BNH 
Server (cloud option), consists of 8 modules that can be used separately or in combination to meet various 
needs, and can be customized in line with requirements. 
 

More specifically, follows are !5±L{hw άProject Managementέ ƳƻŘǳƭŜ features and benefits.  
 

ADVISOR Features  ADVISOR Benefits 

Phase and Task Analysis: Identify Phases and 
subdivide into Tasks ς i.e., actions needed to 
develop, deliver and support a training program.  

 

 
Facilitate Collaboration: Store all data in a 
centralized database accessible anytime and from 
anywhere by team members with only a Browser; 
and track changes made by each individual. 

Dependency Analysis: Define the order in which 
activities should be performed to ensure realistic 
Project Plan and anticipate the impact of delays 
on schedule. 

 
Speed Data Collection: Collect, compile and 
analyze data from Team Members in real-time.  
Exchange data with other systems through xml. 

Constraint Analysis: Identify constraints for 
starting or completing Tasks to once again ensure 
realistic Project Plan and anticipate the impact of 
delays on schedule. 

 
Facilitate Projects Planning: Automatically 
generate realistic Project Plans that conform to 
dependencies and constraints. 

Schedule Analysis: Define the start and end date 
of each Task taking into account dependencies 
and constraints.  

 Facilitate Communication: Notify team members 
and resource managers of project requirements 
and changes in a single click. 

Personnel and Resource Requirements: Identify 
personnel and resources needed to complete 
each Task. Validate capabilities and availability.  

 Minimize Delays: Automatically collect, compile 
and analyze data from team members; and flag 
potential delays to Tasks, Phases and Projects. 

Project Plan Creation: Generate Project Plan for 
any time period and communicate requirements 
to team members and resource managers.  

 Improve Resource Allocation: Find out who is 
doing what at any given time (i.e., projects/tasks 
assigned, time off, etc.) In other words, who is 
overworked and who is underutilized.  
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Data Collection: Capture the number of hours 
worked, money spent and % of task completed 
and transmit to project manager. 

 Facility Resource Management:  Forecast 
personnel and resources needed to undertake 
ongoing and upcoming projects. In other words, 
identify excess capabilities and bottlenecks.  

Project Monitoring: Compile and compare hours 
worked and money spent to Project Plan. 
Forecast delays, cost overruns and potential 
impact.  

 
Speed Report Generation: Produce Project Plans, 
Projects Status and dozens of reports in a single 
click. 

 

 

 

1.3 System Requirements 
 
Database/Server Minimum Requirements 
ü 2 CPU Processor with 4GB of RAM 
ü 5 GB of free Hard Disk Space 
ü Windows 2000, 2003, 2008, 2012 R2, 2016, 2019, 7, 8, 8.1, 10, NT, or Sun Solaris 9.0 or higher, or 

Linux Red Hat 6.0 or higher 
ü Web Server that supports Java Virtual Machine and can run Java Servlet.  Supported products include: 

Tomcat 4.0 or higher, IBM WebSphere 4.0 or higher, Resin, Oracle Application Server, Jserv and 
ƻǘƘŜǊǎΧ 

ü Oracle version 9i, 10g, 11g, 12c, 18c or 19c. 
 
Workstation/Desktop Minimum Requirements 
ü Pentium IV with 512 MB RAM 
ü 200 MB of free Hard Disk Space 
ü Windows 98, ME, XP, VISTA, 7, 8, 10,  NT, 2000, 2003, 2008, 2012 R2, 2016, 2019 or Oracle Solaris 9.0 

or higher or Linux Red Hat 6.0 or higher 
ü Internet Explorer 6.0 or higher, Microsoft Edge, Mozilla Firefox 3.0 or higher, Google Chrome, or Safari 
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1.4 Background Theory and Process 
 

Project Management is the discipline of organizing and managing people and resources in order to 
complete a project on time and within the specified cost. All projects are carried out under certain 
constraints ς traditionally, they are cost, time, and scope.  These three important factors (commonly called 
"the triple constraint") are often represented as a triangle with quality as the central theme. 
 
The Scope constraint refers to what must be done to produce the 
project's end result. The Cost constraint refers to the budget 
available for the project.  The Time constraint refers to the amount 
of time available to complete a project. These three constraints are 
often competing.  In other words, increased scope typically means 
increased time and increased cost; a tight time constraint could 
mean increased costs and reduced scope; and a tight budget could 
mean increased time and reduced scope. Changes to any of one of 
these three constraints that do not allow for adjustment of the 
other two constraints will inevitably have an impact on Quality. 
 
Step 1. Define the Scope 
  
The Scope defines the project requirements ς i.e., the end results or deliverables.  A major component of 
the Scope is the quality of the final product.  For large projects, quality can have a significant impact on 
Time and/or Cost. The Scope of a training project is defined by the instructional goals; course length; 
ǘǊŀƛƴŜŜǎΩ ǘƘǊƻǳƎƘǇǳǘΤ ǉǳŀƭƛǘȅ ŀƴŘ ŦǊŜǉǳŜƴŎȅ ƻŦ ƎǊŀphics, audio and video; display, control, hardware, 
system, motion, audio and visual fidelity; delivery media, etc.   
 
Step 2. Estimate the Cost 
 

Forecast the effort and money needed for the training program.  Based on course length, throughput, 
instructor to trainee ratio, attrition rate, development ratios, delivery media, rates paid for developers, 
managers, administrators, instructors, support and maintenance staff, and so forth, the effort and money 
needed to design, develop, administer, manage, deliver, maintain and support a training program is 
forecasted.   
 
Step 3. Divide Project into Phases and Tasks 
 

Based on the results of the course analysis (Step 2), the preliminary Phases and Tasks for the project 
including time and money needed by each are automatically generated.  The user may add or modify 
Tasks then reallocate time and money accordingly.  ADVISOR maintains consistency and preserves data 
integrity, by harmonizing the time and costs within each phase with the estimates generated under the 
course analysis.  In other words, should the forecasted time and/or money requirements for the training 
program in Step 2 change, the time and funds allocated for the project plan in Step 3 can be adjusted 
accordingly.  
 
Step 4. Define Dependencies and Constraints 
 

The relationships among Tasks (for example, Task C can only start after Tasks A and B have been 
completed) as well as other conditions that should be adhered to (for example, Task C must finish on a 
specific date) are defined in this step.   
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Step 5. Schedule Tasks 
 

The Start and End Date of each Task is defined in this step.  To maintain consistency and preserve data 
integrity, all dates are validated in accordance with the dependencies and constraints defined above.  It 
should be noted that the dependencies between the tasks can affect the length of the overall project.  
 
Step 6. Assign Personnel and Resources 
 

To facilitate this process, the skills, attributes and availability of personnel and resources for each Client 
are made available to the Project Manager.  Once personnel and resources are assigned to the project, 
email notifications may be sent to each individual indicating time needed on each Task as well as 
requesting confirmation.  Once again, the availability of resources ς resource constraint ς can affect the 
length of the overall project. 
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Step 7. Generate Project Plan 
 

With timelines and personnel in place, a daily or monthly project plan outlining tasks and personnel 
assigned for each Task can be generated for any time period.  The project completion date is of course 
dependent on Tasks needed to produce the deliverables, the effort needed to complete each Task and 
the dependencies among the Tasks.  
 
Step 8. Update Progress 
 

Each individual can update their progress on each of the assigned Tasks by indicating hours worked, funds 
spent, % of work completed as well as anticipated completion date.  The information is automatically 
relayed to the Project Manager and the progress of the project is updated accordingly.  
 
Step 9. Track Progress 
 

The status of the project including time planned, time worked, % completed as well as time ahead or 
behind schedule is presented for each individual and Task.  A daily or monthly progress plan can be 
generated for any time period. 
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1.5 Getting Started 
 
To log on to ADVISOR Enterprise, go to http://www.bnhexpertsoft.com, ŎƭƛŎƪ ƻƴ άLog inέΣ ƛƴǇǳǘ ȅƻǳǊ 
Username and Password, and click [Login].  A Popup Window with step by step instructions is presented 
to familiarize you with ADVISOR.  You may change your username, password and preferences by clicking 

on the Preferences node under the Personalize tab, editing the required items and clicking [Save].  For 

example, you may hide or display the Popup Window under the [Options] tab under the Preferences 
node by placing or removing the checkmark next to the ADVISOR Tour field and clicking [Save].  Context 
sensitive online help is also available for each field by clicking on [Help].  
  
 
 

 
 
To make the most out of ADVISOR Enterprise, Chapters 2 through 10 should be thoroughly reviewed to 
Ǝŀƛƴ ŎƭŜŀǊ ǳƴŘŜǊǎǘŀƴŘƛƴƎ ƻŦ ǘƘŜ ǎȅǎǘŜƳΩǎ ŎŀǇŀōƛƭƛǘƛŜǎ ŀƴŘ Ƙƻǿ ǘƻ ŎƻƴŦƛƎǳǊŜ !5±L{hw ǘƻ ōŜǎǘ ƳŜŜǘ ȅƻǳǊ 
needs.  For example: 
 

ü What are the desired outcomes? In other words, results needed and how should they be presented. 
ü How ǘƻ ǎŜǘǳǇκŎƻƴŦƛƎǳǊŜ /ƭƛŜƴǘǎ ƛƴ ƭƛƴŜ ǿƛǘƘ ǇǊƻƧŜŎǘΩǎ ƴŜŜŘǎΤ ƛΦŜΦΣ data to be collected, analysis to be 

conducted and delivery options to be considered? 
ü How to setup User Accounts and assign privileges? 
ü How quality and consistency should be controlled? 
 
 

  

http://www.bnhexpertsoft.com/
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1.6 How is ADVISOR Organized? 
 
ADVISOR has five main components organized within 3 windows (top, left and right ς the sizes of the 
windows can be adjusted by dragging the border). Once you become familiar with these components, the 
system operation and navigation will become fairly simple.  
 
a) Basic Functions (top window) ς Actions available to user are presented at the top of the screen.  You 

can Add, Save, Copy, Delete, Merge, Diverge, add comments/assumptions to a screen (Notes), Print a 
screen, Return to previous level (Up), Restore previous values, request Help or Logout.  Information 
is only saved when you click [Save]. 

 
b) Path (top window) ς Tracks your progress as you navigate through ADVISOR.  
 
c) Tree (left window) ς Lists options (nodes) available to user.  To expand an option (node), click on the 

[¤] icon.  To view the contents of an option (node), click on corresponding node. 
 
d) Tabs (top of right window) ς Data for some nodes are divided into several tabs.  Click on tab to view 

its contents. 
 
e) Main Window (right window) ς Content of each screen is presented in this window. 
 

 

c 

e 

a 

d 

b 
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1.7 Basic ADVISOR Functions 
 
Add: To add a Project, Mission, Job, Task, Objective, Course or any other element: 
Step 1: Click on corresponding folder (Projects, for example). 
Step 2: Click [Add].   
Step 3: Input the desired info.   
Step 4: Click [Save].   
 
 
 

 
 
 
 
Edit: To edit a Project, Mission, Job, Task, Objective, Course or any other element: 
Step 1: Click on corresponding element (Project A, for example). 
Step 2: Modify the desired info.   
Step 3: Click [Save].   
 
 
  

1 
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Delete: To delete a Project, Mission, Job, Task, Objective, Course or any other element: 
Step 1: Place checkmarks next to the desired records (Project Management Office, for example). 
Step 2: Click [Delete].   
 
 
 

 
 
 
 
Track Changes: To find out when an element was created, modified or deleted and by whom, click on the 

View History  icon to display relevant data. 
 

 
 
 
  

1 
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Edit Multiple Records: To edit multiple Projects, Missions, Jobs, Tasks, Objectives, Courses or any other 
elements: 
Step 1: Click on the corresponding folder.  
Step 2: Click on the Edit All  icon.   
 

 
 
 
The Projects, Missions, Jobs, Tasks, Objectives, Courses, and so forth are presented in an Excel like tabular 
format.  You may sort the data on any column (Title, for example), or lock (prevent the column from 
scrolling), by clicking on the arrow to the right of the column title, and selecting desired option. To edit a 
field, click on the field, input or select option.  Once the desired fields/records are edited, click the [Save] 
button to save all changes.  
 

 
 

1 

2 
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Modify Hierarchy: To change the hierarchy or the order of Tasks or Objectives:  
Step 1: Click on the corresponding folder.  
Step 2: Click on the Edit Tree  icon.   
 

 
 
 

Tasks or Objectives are presented in a tree like structure. To change the hierarchy or order, simply drag 
and drop the tasks or objectives to the desired locations.  All links to Missions, Jobs, Objectives, Courses, 
etc.; as well as attributes including Knowledge, Skills, Attitudes, References and so forth are preserved. 
CƻǊ ŜȄŀƳǇƭŜΣ άtŜǊŦƻǊƳ Ǌƛǎƪ ŀƴŀƭȅǎƛǎέ ǎǳō ǘŀǎƪ Ƴŀȅ ōŜ ŘǊŀƎƎŜŘ ǳƴŘŜǊ ǘƘŜ ¢ŀǎƪǎ ŦƻƭŘŜǊ ǘƻ ōŜŎƻƳŜ ŀ ¢ŀǎƪΦ  
Moreover, all its links and attributes will remain intact. You may also view and edit the attributes of any 
Task or Objective by right clicking on the Task and selecting the Edit option.  Once record is edited, click 
on [Save] button above the record to save; and the [Save Tasks] button to save hierarchy changes.  
 
 
 

 

1 
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Search and Copy:  You can search and copy Missions, Systems, Jobs, Tasks, Performance Objectives, 
Courses and so forth, as follows: 
Step 1: Click on the desired folder ς Mission Analysis, System Analysis, Job Analysis, Tasks Analysis, 

Performance Objectives or Course Analysis. 
Step 2: Click on the [Search] tab.   
Step 3: Select the desired search criterion and click [Save] ς more options may be provided ς to display 

available elements.  
 

 

 

 
 
Step 4: Select the desired item to copy data from and click [Save].  
 

 
 
Step 5: Place checkmarks next to the desired elements (Tasks, for example) and click [Save] to copy the 

elements (Tasks) including attributes and sub elements (Sub Tasks).   
 
 

 

1 

2 
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Import Data: Dozens of Excel Spreadsheets are provided http://www.bnhexpertsoft.com/data-collection-
forms-project-management-version-12/ to simplify and speed offline data collection from Subject Matter 
Experts (SMEs). The attributes and options within each form (Job Tasks, for example) are identical to the 
corresponding (Job Tasks) fields within ADVISOR. Once completed, the data can be uploaded to ADVISOR 
Enterprise with a few mouse clicks, as follows: 
 

Step 1:  Click on the folder where data should be imported.  Please note that each spreadsheet is designed 
to import data under a specific folder within ADVISOR Enterprise.  For example, the Mission Tasks 
spreadsheet is designed to import Tasks under Missions, while the Job Tasks spreadsheet is 
designed to import Tasks under Jobs. 

 

Step 2:  Click on the [Import] tab.   
  

Step 3:  Click [Choose File] and select the desired spreadsheet. 
  

Step 4:  Row on which data import should start, should be specified in the Start From Row field.  The top 
4 rows in ADVISOR Excel spreadsheets are reserved for headings and instructions.  Collected data 
typically starts on the 5th row. 

 

Step 5:  Indicate where the data for each field resides within the Excel spreadsheet.  For example, if Task 
Title is stored in column 1, then input 1; and so forth.  Data in Excel spreadsheets is sequentially 
mapped to corresponding fields in ADVISOR.  You are not required to import all attributes.  For 
example, if the Status and Task Classification attributes are not required, do not input column 
numbers for these fields.  ADVISOR will not import data for attributes that have not been assigned 
a column number. 

 

Step 6: Click [Save] to import.   
 

 
 

 
 

Note:  Reference Code is also used for detecting duplicate records.  For example, if Job Task is imported, 
ADVISOR will 1st verify whether the Job already has a Task with the same Reference Code.  If it does, the 
ŦƻƭƭƻǿƛƴƎ ƳŜǎǎŀƎŜ ǿƛƭƭ ŀǇǇŜŀǊ ά5ǳǇƭƛŎŀǘŜ wŜŎƻǊŘǎ ŀlready exisǘΦ hǾŜǊǿǊƛǘŜ ŀǘǘǊƛōǳǘŜǎΚέ  LŦ hƪ ƛǎ ǎŜƭŜŎǘŜŘΣ 
the attributes of the Job Task in ADVISOR will be updated.  If Cancel is selected, the import will be aborted.  

1 

2 

4 

5 

6 

3 

http://www.bnhexpertsoft.com/data-collection-forms-project-management-version-12/
http://www.bnhexpertsoft.com/data-collection-forms-project-management-version-12/
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Setup and Assign Meta Tags:  To minimize duplication each time a Mission, System or Project Task is 
added, it is stored in a centralized repository.  The Tasks can, in-turn, be assigned to any Mission or System 
by clicking on the [Select] tab, placing checkmarks next to desired Tasks and clicking [Save].   
 
 

 
 
Similarly, Knowledge, Skills and Attitudes (KSAs) are stored in a centralized repository and can be assigned 
to any Task or Objective.  
 
To quickly zero in on desired Tasks or KSAs within a repository, Meta Tags can be created under the Project 
Knowledge/Skills Attribute folder and assigned to any Task or KSA by clicking on [Meta Tag] tab, selecting 
the desired Meta Tags and clicking [Save]. 
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Specify Items per Page:  By default, 10 items (such as Projects, Tasks, Objectives, Knowledge/Skills, and 
so forth) are displayed on each page.  Once the number of items exceeds 10, the remaining items are 
displayed on subsequent pages.  The number of pages available for each item is indicated on the top right 
as shown below.  To display the items within each page, click on the corresponding page number.  
 

 
 
 
 
You can modify the number of items to be displayed on each page under [Options] tab for the Preferences 
node under the Personalize tab by specifying the number of items to be displayed on each page and 
clicking [Save].  
 

 
 

 
 
 
  

2 
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Limit Access to Data/Analysis: By default, when a new Project, Job, Task, and so forth is created, its Status 
is set to Public to permit other Users to find, copy and reuse the Project, Job or Task using the Search 
function and in-turn minimize the effort needed to conduct the analysis.  This does not imply that other 
Users can review and edit your Project, Job or Task.  It simply implies that they can reuse.  To maintain 
anonymity, you can set the Project, Job or Task Status to Private, and in-turn exclude them from the 
Search function. 
 

 
 
 
 
Collaborate with Team:  Each analysis including Project, Course and so forth is assigned to a specific User 
(Manager) ς typically the individual that created the Project or Course.  By default, only the Manager can 
view the Project or Course and make changes.  To allow other Users to review and make changes, the 
Project or Course can be shared with them by clicking on the [Sharing] tab, placing checkmarks next their 
name and clicking [Save].  If the Project or Course Manager reports to another User, the Project or Course 
will be automatically shared with them.  In this case, the checkmark next to the Supervisor name is 
presented in read only mode.   
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Add Notes:  Users may add a Note to any screen by clicking on [Notes], typing the note in the new window 
and clicking [Save].  Notes from other Users are presented in read only mode in the bottom of the window.  
Users can only edit or delete their own Notes. 
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1.8 Learning ADVISOR 
 
To use ADVISOR, you should know how to perform basic computer, Windows and Browser operations.  
For example, how to start and quit applications, selecting commands and dialog box options.  To facilitate 
the learning process, ADVISOR comes with its own set of online tools.  These include: 
 
ü Online Tour: ŀ ǎƭƛŘŜ ǎƘƻǿ ǘƘŀǘ ƘƛƎƘƭƛƎƘǘǎ !5±L{hwΩǎ Ƴŀƛƴ ŦŜŀǘǳǊŜǎΦ  It is presented after User logs on 

ADVISOR.  You can hide and redisplay by unchecking or rechecking the ADVISOR Tour field under the 
Options tab, under the Preferences node under the Personalize tab and clicking [Save]. 
 

ü Video Clips to gain a better understanding of ADVISOR's main functions and features.   To view, please 
visit the following: http://www.bnhexpertsoft.com/how-to-video-overview/ .  
 

ü Step-by-Step Guides for configuring ADVISOR, as well as conducting mission analysis, system analysis, 
competency analysis, job task analysis, media analysis, cost analysis, fidelity analysis, performance 
analysis, etc.  To view and download, please visit the following: http://www.bnhexpertsoft.com/user-
guides-version-12/,   
 

ü Answers to Frequently Asked Questions are available online at: http://www.bnhexpertsoft.com/faq-
1-install/.  
 

ü Context Sensitive Online Help can be displayed for each screen by clicking on [Help]. Context sensitive 

video clips are also embedded throughout ADVISOR and can be viewed by clicking on the video 
icon.  
 

ü Basic Excel Data Collection Forms for various ADVISOR data elements along with data import 
instructions are available online at: http://www.bnhexpertsoft.com/data-collection-forms-project-
management-version-12/.   
 

ü Detailed Excel Data Collection Forms for Project Tasks, System/Competency Tasks and Job Tasks 
along with data import instructions are available online at: http://www.bnhexpertsoft.com/detailed-
data-collection-forms-version-12/.  
 

ü Sample Reports from each module are available online at: http://www.bnhexpertsoft.com/reports/.  
 

ü Technical Support:  Available 8:00 am to 6:00 pm EST by calling 1 (514) 745-4010.  You may also fax 
your questions to 1 (514) 745-4011 or E-mail to support@bnhexpertsoft.com. 

 
  

http://www.bnhexpertsoft.com/how-to-video-overview/
http://www.bnhexpertsoft.com/user-guides-version-12/
http://www.bnhexpertsoft.com/user-guides-version-12/
http://www.bnhexpertsoft.com/faq-1-install/
http://www.bnhexpertsoft.com/faq-1-install/
http://www.bnhexpertsoft.com/data-collection-forms-project-management-version-12/
http://www.bnhexpertsoft.com/data-collection-forms-project-management-version-12/
http://www.bnhexpertsoft.com/detailed-data-collection-forms-version-12/
http://www.bnhexpertsoft.com/detailed-data-collection-forms-version-12/
http://www.bnhexpertsoft.com/reports/
mailto:support@bnhexpertsoft.com
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Chapter 2: Define Project Scope and Costs 
 
 

2.1 Introduction 
 
Keeping projects on time and within budget is one of the greatest challenges for any project manager.  To 
minimize delays and cost overruns, realistic project plans are needed to identify: (a) what needs to be 
done, when, and by whom; (b) the time, money, personnel and resources needed for each task and phase; 
(c) critical paths/milestones; and (d) interdependencies among various tasks - i.e., how delays in one task 
can impact others; and so forth.  Since the best-laid plans can go awry, a tracking system is also critical for 
monitoring progress. 
 
ADVISOR Enterprise is a web based Training Management System with comprehensive project and 
resource management tools.  It forecasts time, money and resources needed to design, develop, 
administer, manage, deliver, maintain and support training programs; autƻƳŀǘƛŎŀƭƭȅ ƎŜƴŜǊŀǘŜǎ ǇǊƻƧŜŎǘΩǎ 
Phases and Tasks including time and money needed by each; facilitates the set-up of dependencies and 
constraints; speeds the development of project plan; manages the assignment of personnel and 
resources; as well as tracks progress in real time.    
 
With viable project plans in hand and real time updates from the project team on hours worked and tasks 
completed, progress can be tracked, delays anticipated and corrective measures implemented to keep 
projects on-time and within budget.  For info on basic functionality and how to configure ADVISOR in line 
with needs, please refer to the ADVISOR Configuration Guide.  Remember that context sensitive help for 
each screen is also available by clicking on [Help]. 
 
 

2.2 Define Scope and Estimate Costs 
 
Scope defines project requirements ς i.e., the end results or deliverables.  A major component of the 
Scope is the quality of the final product.  For large projects, quality can have a significant impact on Time 
and/or CostsΦ ¢ƘŜ {ŎƻǇŜ ƻŦ ŀ ǘǊŀƛƴƛƴƎ ǇǊƻƧŜŎǘ ƛǎ ŘŜŦƛƴŜŘ ōȅ ǘƘŜ ƛƴǎǘǊǳŎǘƛƻƴŀƭ ƎƻŀƭǎΤ ŎƻǳǊǎŜ ƭŜƴƎǘƘΤ ǘǊŀƛƴŜŜǎΩ 
throughput; quality and frequency of graphics, audio and video; display, control, hardware, system, 
motion, audio and visual fidelity; delivery media, etc.   
 
Based on course length, throughput, instructor to trainee ratio, attrition rate, development ratios, delivery 
media, rates paid for developers, managers, administrators, instructors, support and maintenance staff, 
and so forth; the effort and money needed to design, develop, administer, manage, deliver, maintain and 
support a training program is forecasted.  Two approaches may be used to forecast training costs and 
resources. Details are provided in the Training Design User Guide, Preliminary Analysis Step by Step Guide 
and Media Analysis Step by Step Guide. 
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Chapter 3: Divide Project into Phases and Tasks 
 
 

3.1 Introduction 
 
Based on project scope, time and cost estimates, each Project can be divided into Phases and Tasks that 
correspond to actions needed to setup, develop, deliver, support and maintain a training program.  
Budgetary costs and hours needed for each Phase can be retrieved from Course Analysis, if one has been 
conducted, and updated as needed.   
 

Moreover, to maintain consistency and preserve data integrity, time and costs within each Phase can be 
harmonized with corresponding estimates generated under Course Analysis.  In other words, should the 
time and/or cost requirements for the training program change, the time and funds allocated for the 
project plan can be updated accordingly.  
 
 

3.2 Setup a New Project 
 
To setup a project plan and monitor progress, i.e. to keep project on time and within budget: 
 

Step 1:  Click on the [Implement] tab. 
Step 2:  Click on the Projects folder. 
Step 3:  Click [Add].   
Step 4: Input the Project Title, Start Date, the status of the project, etc.  Data required by ADVISOR is 

identified by a red asterisk (* ).  Of course, the more data you provide, the better the results.   
Step 5:  Once all inputs are entered, click [Save] to create the project.   
 
 
 

 
 
 
Notes:   

 

ü Once a project plan is defined, the entire schedule can be shifted (i.e., the Start and End Date of each 
Task) to the left or the right by the same number of days, by changing the Start Date, selecting yes for 
Change Tasks Date and clicking [Save].  The Start and End Date of each Task will be shifted by the 
following number of days:  New Start Date ς Current Start Date. 
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ü Team members can only allocate time and costs to Projects with Underway status.  Pending projects 
are not visible to team members (i.e., individuals assigned to various Tasks).  Completed or Cancelled 
projects will appear to team members under the Completed Project folder in read only mode. 
 

ü You may also share the analysis with colleagues (i.e., Users assigned to the same Client) by clicking on 
the [Sharing] tab, placing checkmarks next to their names and clicking [Save]. 
 

ü Once the project plan is completed or milestone reached, you can Archive the Project.  This will create 
a duplicate copy of the project that can only be viewed in read only mode to preserve integrity.  

Changes to the current project will not impact archived data.  To archive a project, click on the 
(project) node, then click on the [Archive] tab, input the Version Title and click [Save].  The date on 
which the archive was created is automatically saved. 
 

ü You may view an archived version in read only mode, delete as well as recover (i.e., overwrite existing 
version) by clicking on the corresponding tabs.  Of course, if a Project is deleted, all archived versions 
of the Project will be automatically deleted as well. 

 
 

3.3 Link Project to Course Analysis 
 
If a Course Analysis has been conducted (under the Course Analysis folder), you can link  the Course 
to the Project to generate Phases needed to setup, develop, deliver, support and maintain the course ς 
including the number of hours needed to complete each Phase and costs.  To link a Course to a Project: 
 

Step 1:  Click on the (project title) node.   
Step 2:  Select Course Title under the Import Course field.  
Step 3:  Click [Save] to establish the link. 
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If the Project is linked to a Course, the Import Course Analysis node will appear.  To import Course 
Analysis data: 
 

Step 4:  Click on Import Course Analysis node. 
Step 5:  Select data to be imported under the Delivery Option field. 
Step 6: Click [Save] to setup Phases and allocate times and costs based on selected Delivery Option. 
 
 

 
 
 
 
The Import Course Analysis function will automatically generate Phases that correspond to actions needed 
to setup, develop, deliver, support and maintain the course ς including the number of hours needed to 
complete each phase and budgetary costs. 
 

 
 
 
 

Notes:  
 

ü Import will not impact Phases and Tasks that have been created under the Project.  New Phases and 
Tasks will be added.   
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3.4 Divide Project into Phases 
 
Create a new Phase 
 
To add new phases for a Project:  
 
Step 1:  Click on the Phases folder. 
Step 2:  Click [Add].  
Step 3:  Input the Phase Title, # of hours needed to complete the Phase, cost and sequence. 
Step 4:  Click [Save] to create.  
 

 
 

 
 
 
Edit Phases Created from Course Analysis 
 
If the Project is linked to a Course (Section 3.3), then Phases corresponding to actions needed to setup, 
develop, deliver, support and maintain the course ς including # of hours needed to complete as well as 
out of pocket expenses are automatically generated.  The Work [hours] and Cost for each Phase is 
presented in read only mode.  To change the Work [hours] or Cost: 
 

Step 1:  Click on the on Import Course Analysis node. 
Step 2:  Turn the cascade option off  . 
Step 3:  Click [Save]. 
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Step 4:  Click on the (phase) node you want to edit ( Development node, for example). 
Step 5:  Update the Work [hours] and Cost. 
Step 6:  Click [Save]. 
 
 

 
 
 
Note: 

 

ü If the Work [hours] or Cost for a Phase are modified under Project Management, you can restore the 

original estimates from Course Analysis by clicking on the Import Course Analysis node, turning 
the cascade function back on  and clicking [Save].  
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3.5 Setup Tasks for Each Phase 
 
Each Phase can be further divided into Tasks; and each Task can be assigned a % of the Phase Work (hours) 
and Costs.  To create a new Task: 
 

Step 1: Click on ¤ next to the (phase) node ( Project Planning node, for example) to expand. 

Step 2: Click on the Tasks folder. 
Step 3:  Click [Add].  
Step 4:  Input the Task Title, % of total work allocated to Task, % of total cost allocated to Task, whether 

or not it is a milestone and its sequence. 
Step 5:  Click [Save] to create.  
 
 
 

 
 
 
Implications:   
 

ü To preserve data integrity, users cannot directly specify the Work [hours] and Costs for each Task.  
These values are computed based on the Work [hours] and Costs of the Phase and % allocated to each 
Task, as follows:  

 

× Work [hours] for Task = Work [hours] for Phase x Work [% of Total] for Task /  
       Sum of Work [hours] [% of Total] for all Tasks 

× Cost for Task = Cost for Phase x Cost [% of Total] for Task /  
       Sum of Cost [% of Total] for all Tasks 

 
 
Note:   

 

ü Each Phase should have a minimum of one Task.  The first Task is automatically created by ADVISOR 
if the Phase is generated from Course Analysis.  You may of course edit Task title and corresponding 

parameters by clicking on the (task title), editing the parameters and clicking [Save].  
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3.6 Summary 
 
To facilitate the management of Tasks within a Phase:  
 

Step 1:  Click on the Summary node to view a list of Tasks in a tabular format. 
Step 2:  Specify the Sequence, Work (% of total) and Cost (% of total) for each Task. 
Step 3:  Click [Save] to automatically compute and update the Work [hours] and Costs allocated to each 

Task.  
 

 
 

 
 
 
 
Step 4:  You may also view and edit Tasks within all Phases of a Project by clicking on the Project Plan 

icon on the Phases folder.  
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Step 5:  Specify the Sequence, Work (% of total) and Cost (% of total) for each Task. 
 
Step 6:  Click on [Save] button to automatically compute and update the Work [hours] and Costs allocated 

to each Task. 
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Chapter 4: Generate Project Plan 
 
 

4.1 Introduction 
 

With the time and costs needed to perform each Task in place, we are ready to develop the Project Plan.  
This involves identifying and defining task dependencies and constraints, setting up a schedule, as well as 
assigning personnel and resources.  Details are provided in the following sections.  
 
 

4.2 Define Dependencies 
  

To ensure that the Project Plan is accurate and realistic as well as to enable project managers to anticipate 
the impact of delays on schedule, dependencies among Tasks can be defined.  In other words, the order 
in which activities should be performed.  CƻǊ ŜȄŀƳǇƭŜΣ ǘƘŜ άInstructional Designέ ¢ask can only commence 
after άCǊƻƴǘ 9ƴŘ !ƴŀƭȅǎƛǎέ has been completed.  To setup dependencies: 
 

Step 1: Click on ¤ next to the Plan folder and on ¤ next to the Dependencies folder to expand.  To 
facilitate the setup of dependencies, all project Tasks (defined in Section 3.5) are presented. 

Step 2: To specify Task dependencies, click on the (task title), ( Instructional Design, for example).  
Step 3: Select the Dependency, and specify the Lead or Lag time, if required.  
Step 4: Click [Save]. 
 
 

 
 

Notes: 
ü Three types of dependencies may be specified: 
Ç Finish to Start: Implies that the Task can only Start after this Task Ends 
Ç Start to Start:  Implies that the Task can only Start after this Task Starts 
Ç Finish to Finish: Implies that the Task can only End after this Task Ends 
 

ü Dependencies can be further qualified with Lead or Lag time.  For example, if a Task can only Start 7 
days after another Task is Finished, then in addition to specifying Finish to Start, input 7 under Lag 
Time [days].  If on the other hand, the Task can Start 10 days prior to the Finishing of another Task, 
then input 10 days under Lead Time [days].  
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4.3 Identify Constraints 
 
To ensure that the Project Plan is accurate and realistic, as well as to enable project managers to anticipate 
potential problems, time constraints on various Tasks can also be defined. To setup a constraint: 
 

Step 1:  Click on the Constraint node. 
Step 2:  Input the Constraint Type and Constraint Date. 
Step 3:  Click [Save]. 
 

 
 

 
 
 
Notes: 

 

ü The following constraints can be defined for each Task:  
Ç As Soon As Possible.  If the Task should be completed as soon as possible ς a desired outcome 

with no impact on the schedule. 
Ç As Late As Possible.  If the Task should be finished as late as possible ς a desired outcome with no 

impact on the schedule.  
Ç Finish no Earlier Then.  If the Task End Date should finish after the specified Constraint Date. 
Ç Finish no Later Then.  If the Task End Date should finish before the specified Constraint Date. 
Ç Must Finish On.  If the Task End Date should finish on or before the specified Constraint Date. 
Ç Must Start On.  If the Task Start Date must begin on or before the specified Constraint Date. 
Ç Start No Earlier Then.  If the Task Start Date must begin after the specified Constraint Date. 
Ç Start No Later Then.  If the Task Start Date must begin before the specified Constraint Date. 

 
 

Implications:   
ü When setting-up the schedule (Section 4.4), ADVISOR validates the Start and End Date of each Task 

against dependencies and constraints to ensure that all requirements are met.  This ensures that a 
schedule cannot be setup in violation of dependencies and constraints. 
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4.4 Setup Schedule  
 
Specify Start and End Dates 
 

To create a Schedule: 
 

Step 1:  Click on the Schedule node.  
Step 2:  Input the Start and End Dates of each Task.  
Step 3:  Click [Save] to create the Project Schedule.  
 
 

 
 
 
The Start and End Dates of each Task are validated against dependencies (Section 4.2) and constraints 
(Section 4.3).  The schedule will only generate if all dates comply with dependencies and constraints.  If 
there is a conflict, ADVISOR generates a list of violations or alerts, as shown below. 
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