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To enhance project planning, Edwards Project Solutions has established a process: Big Monster Piece of 
Paper (BMPP). BMPP uses a structured, top-down brainstorming approach to develop a detailed 
project work plan.

Robert Testerman, January 2016

inputs

The BMPP inputs include all project scope documentation, such as:

• Contractual data (statement of work, notes, requirements)
• Proposal (all volumes - techcal, management, cost)
• Proposal schedule, negotiation notes, reports, and requirements/ 
design documentation; additional inputs including the technical 
knowledge of the project team, project manager, and subject matter 
experts (SMEs)  

tools, ingredients, and environments

Utilize a large work area, preferably a big massive piece of paper, 
such as a 36” roll or smaller sheets taped together, or a large white 
board; sticky-notes in multiple colors and sizes, markers, tape, and 
large empty wall space...ideally in a location where the project team 
can work without distractions (e.g. a war room). 

The group builds the WBS together, or refines it if a proposal draft 
exists. The group also builds out the resource requirements and 
identifies resource conflicts up front. Risks are identified and 
methods for avoiding, managing, or mitigating them evolve as the 
project is detailed. The team creates a level of detail everyone 
agrees is appropriate. The team will become a cohesive unit through 
integration and communication even before the project begins. The 
PM will already have buy-in because stakeholders, team members, 

and SMEs have actively participated in project development.  



advantages of BMPP

BMPP is advantageous as it is easier to 

see the whole picture when viewing a 

large wall covered with sticky notes as 

opposed to hovering over a computer 

screen. This allows the team to easily 

change the task order as well as insert or 

remove activities.

BMPP process

BMPP process steps involve first marking your territory where 
deliverables are identified, recurring tasks are listed out, and 
high-level summary tasks are recorded. Task descriptions should be 
worded so they are understandable as stand-alone statements – 
exact details can be written in the work package. The tasks are 
continually built down to the lowest level; identifying relationships 
between tasks by physically drawing lines on the paper to connect 
the tasks (predecessor/successor relationships). 

Next, milestones are identified and marked by using a diamond 
shape; for detail tasks, all pertinent information should be listed on 
the sticky note (e.g., start date, duration, amount of work, resource 
assignments, BOE, assumptions, dependencies). If there is not 
enough space, use an external piece of paper.

Once the details are reviewed with the project team, management, 
and stakeholders, the BMPP process is complete and the PM is 
ready to use a scheduling tool (e.g., Microsoft Project).

schedule development and structure

First, transfer the BMPP data from the wall to the tool. Use tape to 
secure the sticky notes to your paper before taking it down from the 
wall and relocating it to the data entry area. 

Through the BMPP, you have defined project structure and the tasks 
contain everything needed to enter them into the scheduling tool 
(e.g., task description, start date, duration, resources, allocations, 
predecessors, successors, notes). 

The PM will create three main sections in the schedule (meetings 
and major milestones, which focuses on upper management and 
customer reporting – linking major activities/phases within detailed 
project schedules; the deliverables section, which lists all of the 
project deliverables – contractually to the customer and internally; 
and the project detail section – including the meat of the schedule, 
documentation development, and links to meetings, major 
milestones, and deliverables sections. Each resource should have the 
correct labor rates, nonworking times, special working hours, or 
material costs.

schedule baseline

Once the baseline is set, the planned start and finish dates are 
known, the planned cost or Budget At Complete (BAC) for the 
project and the value of each task is understood, and resource 
requirements are defined (shortfalls/conflicts will need to be 
managed going forward).

take note

• When using Microsoft Project 2010 or 

2013, Edwards recommends the user 

turns on the “Project Summary” task from 

the Format Tab 

• As tasks are built into the schedule, the 

summary task function should be used to 

group related tasks and milestones
BMPP summary
Teamwork and buy-in is paramount to planning a successful project 
schedule. Do not get too wrapped up in technology; sometimes the 
old manual method is best. Communication is the most important 
function of the project manager. 

outputs

The meeting’s outputs and results will 

include development of the: 

• Work Breakdown Structure
(WBS) diagram (hierarchal diagram of tasks)

• WBS dictionary (document clearly 

defining each activity)

• Logic/network diagram

role of the project manager

The PM’s role in this process is a 

facilitator/coach who will get the ball 

rolling; keep the ball rolling by invoking 

discussion; look out for scope creep, and 

stop the session when all the juice is 

squeezed out. The PM should listen actively 

and refrain from judgments. PMs should 

also challenge the team by asking probing 

and leading questions. “What if…?” “What 

happens when …?” “What else is needed…?” 

“Are you sure…?”


