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IInnttrroodduuccttiioonn  

 
The Deltek Enterprise Project Management products include both a powerful scheduling 
and resource management system within Open PlanÊ and a powerful Earned Value 
Management System for costs within CobraÊ.  HMS Software has a long history with 
both of these products. 
 
Over the next few pages, we will be outlining the value-added of integrating TimeControl 
with Deltekôs Open Plan and Cobra.   
 
TimeControl is an enterprise timesheet system published by HMS Software which is 
designed to integrate with both scheduling systems such as Open Plan or Microsoft 
Project, Costing systems such as Cobra and corporate financial and control systems 
including most ERPs such as SAP, PeopleSoft, Oracle Financials and, Baan.  
TimeControl was first released in 1994. 
 
HMS Software was formed in 1984 as a consulting firm specializing in the automation of 
project management environments.  It was the Canadian distributor for Open Plan and 
Cobra from 1985 through 2001 and is a Deltek ISV Alliance Partner.   
 
There already exists two timesheet interfaces within the Deltek product line.  The 
interface included with Deltekôs WelcomHome is ideally suited for organizations that 
require a web-based status interface for tasks within Open Plan but do not require that 
data to be used for other timesheet purposes such as billing, job costing, payroll or HR 
tracking.  The Time and Expense module within Dektekôs CostPoint is a financial 
timesheet ideally suited for project organizations who require a link to Cobra only rather 
than Cobra and Open Plan 
 
This paper will be of specific interest to organizations that have an interest in using 
project-based timesheet data for updating the project management system within Open 
Plan and then using the same data for financial purposes. 
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TTiimmeesshheeeett  ttyyppeess  

 
No, not all timesheets are created equal.  There are many types of timesheets on the 
market today which fit into several categories of timesheets, each with their own 
purpose.  Weôve outlined some of the most common categories here. 
 

TTiimmee  aanndd  AAtttteennddaannccee  

Time and Attendance timesheets are the most common types of timesheets on the 
market.  They are typically delivered as part of the corporate human resources (HR) 
system or the corporate financial or ERP system.  Time and Attendance systems focus 
primarily on how much time you have spent working for the organization during a 
particular period and whether or not you should be paid for this time.  Often, these 
systems are intimately linked with the organizationôs payroll or Human Resources 
system.  They usually allow for the entry of whether or not an employee worked, 
whether special pay is required for example for overtime, exception days such as 
holidays, vacation or, sick leave. 
Time and Attendance timesheets are divided into two types of entry: Positive-Entry or 
By-Exception.  A Positive-Entry system requires each employee to complete his or her 
timesheet for a given period.  A By-Exception-entry system requires a timesheet only for 
recording absences with the reason for the absence. 
 

TTiimmee  aanndd  BBiilllliinngg  

Time and Billing systems are the next most common type of timesheet to be found in an 
organization.  These systems are designed for professionals such as lawyers, 
accountants and consultants.  The basic purpose of a time and billing system is to 
qualify any billable hours per client.  The key element of each detail item is the client 
identifier.  Most time and billing systems allow for a descriptive element.  This is to 
ensure that there is enough information to justify an invoice for each period.  Terms 
such as ñprojectò and ñtaskò are common in such systems but they are usually best 
thought of as qualifiers for an invoice rather than a pre-determined set of tasks each 
with a schedule, budget and scope.   
Time and Billing systems are often driven by per-client rates rather than per-employee, 
or per-project rate schemes. 
 

MMaannuuffaaccttuurriinngg  ttiimmee  aanndd  mmoottiioonn  

Time and motion studies date back to the earliest days of the assembly line.  Time and 
motion studies were developed out of a desire to increase the throughput of work 
through a particular manufacturing process.  Timesheet systems based in the 
manufacturing world are often driven by hardware such as laser bar-code scanners, 
magnetic card readers or other mechanical devices.  In such a system, an employee on 
the shop floor might swipe their employee magnetic card across a reader when arriving 
at a workstation to begin work on a large unmovable module (e.g. an aircraft plane 
engine).  Once they had completed work on this task, they would swipe their card again 
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to indicate the work was complete.  Hours in assembly would be tabulated and allow 
Finance to determine a true total cost of assembly.  Manufacturing Resource Planning 
(MRP) systems often include such functionality.  What is usually missing from these 
paradigms is linking the data back to a project management system where a plan for the 
work was established.  The link between project systems and manufacturing systems is 
a subject that warrants a white paper of its own and wonôt be discussed in any detail 
here but it is sufficient to say that mixing these two paradigms requires an involved 
process. 
 

PPrroojjeecctt--uuppddaattee  ttiimmeesshheeeettss  

These days, almost every project scheduling system includes some kind of timesheet 
entry.  These interfaces are designed to allow end-users to enter time against any 
activity.  The data, once entered, is used to update the activityôs resource progress.  
There is often some level of project-manager approval commonly referred to as line-
item approval.   
For many project management environments, this type of timesheet is all that is 
required.  However, these timesheets and the architecture used to produce them are 
rarely sufficient for financial purposes.  It would be unfair to characterize this as a 
deficiency of these systems.  The first thing to remember is that most project 
management systems are, by their very nature, forward-looking analytical tools.  For a 
planner, the actual-hours per task is only interesting to the degree it reveals the future.  
A planner, for example, might elect to delete a task from a project.  Perhaps future plans 
have changed and no additional work will be done on that task.  Or, perhaps the task 
will be replaced by two or three other tasks which have been now defined in more detail.  
No problem for the planner, they are only interested in what will happen in the future.  
For anyone interested in historical data, however, there may be more of a problem.  In 
many project-update systems, the loss or change of an activity means the automatic 
removal of any data linked to that task.  Even if data is not deleted, the financial controls 
such as post-period adjustments, financial approvals, and business rules compliance 
are rarely managed within such systems.  Even simple functions such as determining if 
all timesheets have been entered are often not supported in such a system. 
This makes project-update timesheets best suited when only the project data must be 
updated.   
 

EEnntteerrpprriissee  ttiimmeesshheeeett  ssyysstteemmss  

For some organizations, there is an interest in collecting time for both financial and 
project purposes.  For this market there are a small number of timesheet systems 
designed to fill multiple purposes.  TimeControl is such a system.   
These timesheet systems are usually based on a project model, allowing data to be 
collected at the task level with an intent that the data will ultimately be returned to the 
project system as task progress.  However, these systems also include the financial 
controls which allow their data to be accepted by the finance department and the facility 
to be integrated directly into the financial system.  Enterprise-wide timesheets can be 
implemented for individual departments, for small to medium sized business or in a 
large-scale organization.  These timesheet systems are appropriate for project-oriented 
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businesses where there is a need to determine not only how much time has been spent 
but what that time was spent on.   
Because these enterprise systems include both the ability to link to a project-
management system such as Deltekôs EPM suite and the financial controls which allows 
the Finance system to accept their data, they can be used to fulfill the needs of time and 
attendance, time and billing and project-update requirements at the same time. 
 

SSuummmmaarryy  

For organizations that only require tracking the total quantity of time spent, and an 
indication of why any absences occurred, time and attendance systems are the most 
appropriate.  They will already be integrated into the ERP, HR and/or Finance systems 
and will be a natural extension of that functionality to all users. 
 
For organizations that must capture time in order to update both the project 
management system and a financial, HR or ERP system, then an enterprise timesheet 
system such as TimeControl may be most appropriate.  TimeControl links directly to the 
Deltek EPM systems and can be presented in its own web-based interface or within 
Microsoftôs SharePoint. 



Integrating TimeControl with Deltekôs Open Plan and Cobra Page: 5 
© 2008 Heuristic Management Systems Inc.  

TThhee  WWeellccoomm  HHoommee  SSttaattuuss  PPaaggee  

 
Deltekôs WelcomHome portal software provides an interface for entering activity status 
for Open Plan.  The view like many project status systems is a timesheet grid. 

 
For organizations which will not use timesheet information for both project status and 
financial purposes such as billing, project billing or job costing, the WelcomHome status 
interface may be a suitable option.  The status interface displays assignments by 
resource and gives the users an opportunity to enter hours per day and an estimate to 
complete for each task. 
However, the WelcomHome interface will not include auditable controls, automated 
validation rules, a matrix approval structure or the ability to manage non-project tasks in 
the way that a time and attendance or time and billing system would typically require.   
The key question to ask when reviewing the functionality in WelcomHome is: ñIs the 
purpose of this entry solely to update the project task information in Open Plan?ò  If the 
answer is yes, then WelcomHome should be considered.  
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TTiimmeeCCoonnttrrooll  

TimeControl is HMS Softwareôs enterprise timesheet system and is designed to 
integrate with both the project management functionality of products such as Open Plan 
and Cobra and with financial systems such as SAP, Oracle Financials and Baan. 
TimeControl provides a multi-purpose timesheet that allows data to be entered one time 
in a single place and then used for multiple purposes. 
 

 
 
HMS Software created TimeControl after over 10 years of providing customized 
timesheet solutions to the project management departments of numerous mid-to-large-
sized firms.  TimeControl was launched as a commercial software application in 1994.  
TimeControl is designed as a financial tool with all the controls that finance managers 
typically require in order to use the timesheet data for auditable purposes such as 
payroll, project billing, job costing, R&D tax credits, Sarbanes-Oxley or DCAA 
compliance and more.   
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TimeControl is ideally suited for those situations where timesheet data will be used for 
both project and financial purposes.  In this scenario, the project managers require a 
system which will return actual hours task-by-task to the project systems or at a 
minimum, in project reports and finance managers require data to be integrated into the 
finance systems such as payroll, HR, job costing and/or billing. 
 
TimeControl is a project-oriented timesheet system and because of its multiple-role 
nature, is very flexible.  An unlimited number of user-defined fields can be added to the 
project, charge, employee and rate tables, allowing the data to be grouped, summarized 
or sub-divided in an infinite number of ways.   
This allows data to be sent back to project management tools such as Open Plan at the 
task level yet group the same data into Work Packages for Cobra, summarize the data 
by work center for job costing and at the department level for reporting and summarize 
the same data to an accounting code level for integration with an ERP system.   
 
Because TimeControl is designed around its own data structure, it can be linked to 
multiple project environments simultaneously.  Users could, for example, enter a single 
timesheet that would simultaneously include data linked to some projects stored in 
Open Plan on the server, Open Plan individual files, and even Microsoft Project for 
some and yet others tracked in TimeControl alone. 
 
TimeControl includes a complete web-based interface and has a very secure 
architecture.   
 
TimeControlôs Link module allows end-users to integrate with their own financial 
systems including ERP systems such as SAP, Oracle Financials, or Baan.  Links can 
also be defined for other legacy systems such as home-grown HR systems and internal 
or external payroll services. 
 
TimeControlôs architecture supports several database formats including Microsoft SQL 
Server, Oracle and Sybase.   
 
TimeControl timesheets are tracked to allow missing timesheets or timesheets which 
may be stuck in the approval process to be instantly located and approved by 
supervisors if necessary.  A scheduled email notification can be sent to users whose 
timesheets are still missing. 
 
TimeControlôs extensive rate structure allows multiple rates to be tracked for any 
employee.  Thousands of individual rates per employee are supported and for each 
rate, two costs are tracked.  Typically these are used for internal or actual cost vs. 
external or billing costs. 
 
TimeControlôs automated Validation Rules allows business rules to be created.  It 
defines what makes an acceptable timesheet prior to its release for approval.  Validation 
rules can be specific to one group of users or to all users and there is no limit to the 
number of rules that can be defined. 
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TimeControl also supports a matrix approval process that allows both resource 
managers and project managers to approve timesheet data. 
 
If an organization requires data to not only update the Project Managementôs task 
progress but also to use the same data for financial purposes such as payroll, job 
costing or human resources, then it should consider TimeControl.  
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TTiimmeeCCoonnttrroollôôss  ññVVaalluuee  AAddddeeddòò  

 

AAuuddiittaabbllee  ttiimmeesshheeeett  ddaattaa  

TimeControlôs timesheet data is stored in its own database and is managed in such a 
way that it is completely auditable.  Once stored, timesheet data is locked just as 
financial data would be when a period is posted.  Adjustments to the data are done just 
like a financial system through a ñDebit/Creditò function and the user who enters any 
data is tracked at a line-by-line level. 
 
Once TimeControl data is entered, it is stored.  Even deleted items are stored in 
historical tables in order to maintain referential integrity.  It is a basic tenet of the 
TimeControl environment that timesheet data must be able to be displayed exactly as it 
was originally entered by the end-user.  Any adjustments to that data must also be able 
to be displayed with the identification and time of who and when that data was adjusted. 
 
These controls are basic design requirements for any finance system and given that 
TimeControlôs structure follows these requirements the systemôs data can now be used 
for multiple purposes. 
 
In this age of accountability it is key that actual cost data be of the highest quality 
possible.  Project managers are often given control over huge amounts of money and 
the ability of that project manager to identify how that money was spent and know that 
the Deltek EPM cost data will match the data collected by finance without discrepancy. 
 
Using TimeControl ensures that timesheet and labor cost data is completely traceable 
to its source and that if need be, the data can be presented in its original format for 
auditing purposes. 
 

UUssee  TTiimmeeCCoonnttrrooll  ffoorr  FFiinnaannccee  aass  wweellll  aass  pprroojjeecctt  mmaannaaggeemmeenntt  

Given the auditable nature of TimeControl data, one of the most important values added 
by integrating TimeControl with Open Plan is that the same source data can feed both 
Project and the Finance system.  TimeControl data is often used for payroll and/or HR 
purposes and has been integrated with a wide variety of finance systems including all 
the major ERP systems such as SAP, PeopleSoft and Oracle Financials.   
 
When the same source data is used to feed both Finance and Open Plan, redundant 
systems can be eliminated.  In some organizations, multiple timesheet systems must be 
maintained in order to fulfill the requirements of both aspects of the organization.  
Eliminating multiple timesheet systems not only eliminates the possibility of some 
people double-entering their timesheet data but, more importantly, eliminates the likely 
possibility that these systems will not show the same amounts for costs.  With disparate 
systems, the chances of double entry of timesheets in systems designed for different 
purposes adding up to the same amount is exactly zero.   
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Trying to reconcile the costs from different systems such as an ERP timesheet and a 
status timesheet is almost impossible and can result in tremendous effort being spent 
on an exercise, which brings little satisfaction. 
 
If timesheet data must be used for both updating Open Plan and for financial purposes, 
it is highly desirable to have that data come from the same source.  TimeControl was 
designed to serve this situation. 
 

TTrraacckk  ccoossttss  wwiitthh  mmuullttiippllee  aaccttuuaall  rraatteess  

In most project management systems including Open Plan, a limited number of rates 
per resource are supported.  As flexible as Open Plan is, it is primarily a project 
scheduling system and as such, the rate functionality is focused on projected costs 
rather than historical actual costs. 
 
When we look at actual costs collected through a financial timesheet system, we must 
be able to identify costs as they will be paid in a payroll system and billed in our actual 
billing system.  Multiple rates in a financial timesheet are the norm rather than the 
exception.   
 
TimeControl supports thousands of rates per employee and each rate code supports 
two values.  These values are most often used to track internal or actual costs and 
external or billing cost.  This structure allows for tremendous flexibility in defining actual 
rate costs.  Some examples of how this flexibility can be used include: 
 
ü Creating rates for internal vs. external work  
ü Creating a virtually infinite variety of overtime conditions  
ü Creating multiple billing rates with a single internal cost. 
ü Creating rates to track flex or banked time  

 

RReedduuccee  rreedduunnddaanntt  ttiimmeesshheeeett  ssyysstteemmss  

With TimeControlôs ability to serve both Open Plan as a source of activity progress and 
the finance system for payroll or other financial purposes, redundant timesheets can be 
eliminated.  Many organizations end up with multiple timesheet systems each designed 
to serve a different purpose.  Eliminating multiple timesheets, when possible, can save 
enormous costs in technical support, in administration, in end-user effort to enter 
multiple timesheet and, most significantly, in the costs of reconciling the data from 
disparate timesheet systems. 
 

EEnnssuurree  tthhaatt  aallll  ttiimmeesshheeeettss  aarree  eenntteerreedd  

A fundamental function in an HR-based timesheet is the ability to determine that all 
timesheets have been entered and approved and that there are no outstanding or 
missing timesheets.  This type of functionality is very uncommon in a project-updating 
timesheet.  The ability to determine that all data has been entered means that project 
managers know that when they transfer data back to Open Plan or into Cobra that they 
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are looking at 100% of the actual hours.  Also, implementing a process that ensures that 
all timesheets are entered each week ensures that project hours are never forgotten or 
lost.  Since this is a fundamental requirement of a financial timesheet system, 
TimeControl includes this functionality and its benefits then become available by 
extension to the Open Plan or Cobra environments. 
 

MMaattrriixx  oorrggaanniizzaattiioonn  aapppprroovvaallss  

One of the primary issues with implementing a timesheet to serve both project 
management and finance is with approvals.  In this kind of environment, there are a 
number of people who will want to approve the timesheet data.  The resource or line 
manager will need to see the timesheet in its entirety so they can see the employeeôs 
week in context.  If there is overtime to approve or sick leave or vacation time, the entire 
timesheet must be seen together.  A resource manager will be less concerned with what 
the employee did with their time and more interested in the time spent at work.  It is the 
resource managerôs responsibility to approve the total number of hours spent at work. 
At the same time project managers will insist on approving the hours on a task-by-task 
basis.  A project manager will not care about the entire timesheet, only those elements 
which apply to their projects.   
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TimeControl supports an approval process designed for this type of matrix organization.  
The Matrix Approval ProcessÊ supported by TimeControl allows both resource 
managers and project manager to approve those elements of the timesheet data that 
apply to them.  The resource managers approve the totals which are then frozen and 
the project managers can then redistribute any mis-categorized hours without changing 
the totals through a debit/credit process.  Of course any changes made are completely 
tracked for auditing purposes. 
 
Having an approval process which supports both of these types of approvals is critical 
to a timesheet which will work for both financial and project management purposes.  
This approval process ensures that a) the timesheet can be used for multiple purposes 
thus reducing redundancy; b) the data meets the approval standards for both parts of 
the organization making it acceptable for multiple use and eliminating the need for 
reconciliation of data from multiple sources; c) everyone who needs to be involved in 
verifying the data has an opportunity to do so. 
 

AAuuttoommaatteedd  bbuussiinneessss  rruullee  aapppprroovvaallss  

 
TimeControl includes Automated 
Validation Rules.  This functionality 
allows business rules to be applied 
to the timesheets automatically by 
the system at the moment the 
timesheet is released by the end 
user.  Rules can apply to all 
timesheets or only some 
timesheets and an unlimited 
number of rules can be defined.  If 
the rule is not followed 
TimeControl can define either an 
error message or just a warning.  
Rules can be created to catch 
simple typographical errors such 
as ñno more than 24 hours per dayò or ñno sick leave on weekendsò or more complex 
business rules such as ñno overtime unless you are both a wage employee and have 
done at least 40 hours of regular time this week.  Automated validation rules effectively 
distribute a major element of the approval process to everyone who enters a timesheet, 
allowing it to be corrected by the people who can do so most effective; the person who 
did the hours.  Implementing validation rules ensures that data that enters TimeControl 
and thus the corporate environment is immediately of very high quality and this serves 
to make the entire approval process much, much faster.   
 

IInntteeggrraattee  wwiitthh  FFiinnaannccee//EERRPP  ssyysstteemmss  

Given TimeControlôs ability to manage financial quality data, the timesheet data from the 
system is ideally suited to link to major ERP and other legacy financial systems.  


