
:ارائه دهنده
محمدرضا علوي پورسید

(PhD, PMP, CMIT)

Illinoisدانشگاه  Tech آمریکا

ساختمدیریت پروژه هاي صنعت 
)ساختمانی، زیرساختی و صنعتی(

مدیریت قرارداد: فصل ششم
مدیریت اجراي قرارداد
مدیریت اسناد و مدارك
مدیریت ادعاء و اختلافات

مدیریت اختتام پروژه



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

2

What we will learn?

 Administration

 Documentation

 Claims and disputes

 Close-out

 CM roadmap related to this section



ADMINSTRATION
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 Contract administration is all about managing the business details and relationships.

 When you consider all of the general conditions, supplemental conditions, and

specifications associated with the contract,

you can understand what a challenge this is.

 Every statement and every clause in the contract sets forth rules, regulations, and

procedures for every aspect of the construction process.

 Nothing goes forward without some paperwork leading the way:

written requests for information, change orders, submittal logs, shop

drawings, pay requests, lien waivers, progress reports, and on and on.

Staying on top of it all is a huge task and a critical one.

Contract administration
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 It is virtually impossible for one person to accomplish the job; support from the main

office and the job site is required.

 Although one person may be the contract administrator,

it takes the efforts of the entire project team to accomplish the task.

 Without proper attention to the contract details,

the whole job could end up in one big lawsuit.

 No matter how good your concrete finishers or carpenters might be,

you can’t really fulfill the requirements of the project without strong contract

administration.

Contract administration
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Contract administration
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Contract administration
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Contract administration
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 On design–bid–build (DBB) projects,

pre-construction activities are owner-led, and

contractors have limited to no involvement with the project owner and

design team during design development.

 However, the emergence of novel project delivery methods is providing the

general contractor (GC) with opportunities to participate in the pre-construction

phase.

 On construction management at risk (CMR) projects,

owners will engage a general contractor early in the design process for a fee to

assist the designer and owner with the quality of their design.

 Under CMR, design activities are still owner-led.

Pre-Construction
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 On design–build (DB) projects, the design-builder entity

— usually led by a GC— will also be secured early in the design process.

 However, different DB models will result in a different governance

model for the design phase.
1. Under progressive DB,

 the owner will lead or co-lead pre-construction activities and
 the GC will provide assistance, similarly to CMR.

2. Under bridging DB,
 the owner will lead pre-construction activities and
 the GCs will review the outcome while preparing their proposals and

negotiating the contract.
3. Under competitive DB,

the design-builder will
 review what has been done by the owner up to the request for proposal

(RFP)
 lead pre-construction activities afterward.

Pre-Construction
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 Some of the activities that will be performed during pre-construction include:

 Constructability review, including

evaluation of potential changes to the design to make it easier to build (i.e.,

less cost and time) and with improved quality and safety goals in mind,

 Budgeting,

 Scheduling,

 Identification of long-lead materials (possibly bidding and awarding) and ordering

long-lead materials and equipment (such as elevators and structural steel), and

 Value engineering.

Pre-Construction – Important activities
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 Project start-up is a sub-set of preconstruction planning.

 Once the construction manager has been notified that the project has been won,

he or she must plan project startup activities.

 Start-up activities involve establishment and organization of the project office and staff,

construction site layout, and mobilization of the jobsite.

 The construction manager selects the construction management team and

involves them in start-up planning.

 Contract files,

 project office administrative procedures, and

 correspondence management systems

are also established.

Pre-Construction – Project startup
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 Award of subcontracts,

 Procurement of materials, and

 Actual mobilization

must wait until the notice to proceed (NTP) is received,

but the planning should be completed

prior to its issuance, so implementation can begin

immediately upon receipt of the notice.

Pre-Construction – Project startup
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 The NTP authorizes the

contractor to start work on the

project and

often is issued at the

end of the

preconstruction

conference.

Pre-Construction – Project startup: Notice to proceed
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 Once the NTP has been received, the construction manager should buy out the project

by

1. Awarding subcontracts and

2. Ordering needed materials and equipment, especially those long-lead items.

 The NTP often is provided at the preconstruction conference along with

verification of owner financing and needed permits.

 Project-specific quality control and safety plans need to be finalized and,

if required by contract, submitted to the owner or owner’s

representative.

Pre-Construction – Project startup: Notice to proceed
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 Efficient jobsite organization is essential for a productive construction project.

 The jobsite layout affects the cost of material handling, labor, and the use of major

equipment by the general contractor and the subcontractors.

Pre-Construction – Project startup: Jobsite planning
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 The actual mobilization and physical move onto the jobsite is the superintendent’s

responsibility.

 The project office is established, and temporary utilities (electricity, water, sewer, and

telephone) are installed.

 Site access is secured with adequate fencing, and

gates are installed to provide needed site access for craftsmen and material delivery.

 A project sign is installed at a visible location on the project site.

Mobilization occurs soon after receipt of the NTP to demonstrate the contractor’s 

commitment to starting the project.

Pre-Construction – Project startup: Mobilization
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Pre-Construction – Project startup: Start-up checklist
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Pre-Construction – Project startup: Start-up log
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Pre-Construction – Project startup: Project buyout

 The process of project buyout involves awarding subcontracts and procuring materials

being furnished by the general contractor and

comparing the actual costs to the budgeted costs.

 The purpose is to determine the status of the project with respect to the contractor’s

budget.

 A log can be used to buy out the project.

 The major unknown, which is not reflected on the buyout log,

is the labor cost for self-performed work.

 This must be monitored weekly to track actual expenditures versus budgeted costs.

 Most construction managers will choose to use electronic spread sheet software, such as

Microsoft Excel,

to compare buyout costs with budgeted costs.
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Pre-Construction – Project startup: Project buyout

 Buyout log
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 The agenda for this meeting usually covers all of the items listed in

1. General conditions and

2. Supplemental conditions

of the contract (think back to “The Construction Contract”) but in

much greater detail.

 This initial preconstruction meeting is an opportunity for the parties to be introduced

and primary relationships to be established.

Pre-Construction - Conference
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 A number of common discussion items are listed next:

 Introductions and accountabilities

 Mobilization and site logistics

 Site access

 Temporary utilities

 Temporary facilities

 Site security

 Traffic and pedestrian issues

Pre-Construction - Conference
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 A number of common discussion items are listed next:

 Construction coordination issues

 Subcontracts

 Submittals

 Shop drawings

 Requests for information

 Schedule issues

 Notice to proceed

 Sequence of work

 Work hours

 Liquidated damages

Pre-Construction - Conference
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 A number of common discussion items are listed next:

 Payment issues

 Schedules of value

 Applications for payment

 Change orders and extra work

 Dispute issues

 Claims

 Alternative dispute resolution

 Completion procedures

 Substantial completion

 Final inspection

 Final payment

Pre-Construction - Conference
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 A design package is rarely 100% complete at the time of the contractor’s bid or even

when construction commences.

 Even when construction expertise is available during pre-construction, it is expected

that the design will further develop during construction,

especially early on, but at a slower pace than during pre-construction.

 Specialty contractors and suppliers submit their portion of the design to the GC, the

design team, and the project owner for their reviews.

 Design submittals act as the contractual vehicle to receive preliminary acceptance before

further financial commitment.

 However, submittals are not limited to design deliverables but are also used to

seek preliminary approval to purchase materials, fabricate assemblies, or

install materials or assemblies.

Construction
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 Material deliveries should be phased so materials arrive on the project site near the

time they are needed to support construction activities.

 Most project sites are not large enough to store all needed materials on site at the same

time, and

just-in-time delivery of materials avoids congesting the construction site with

storage of materials.

 In addition, stored materials need to be protected against theft, damage, and weather.

 Damaged materials do not meet contract specifications and must be replaced at the

contractor’s expense.

 Limiting the length of on-site storage minimizes the cost of providing adequate

protection.

Construction – Material management
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Construction – Material management
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 I hope you can see how critical it is for payment requests to be handled correctly.

 The superintendent and project team have enough to worry about just keeping the work

going.

 They sure don’t need to be worrying about delayed payments or cash flow.

Construction – Getting paid
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 The official payment request requires the assemblage of three specific documents:

1. The schedule of values,

2. The pay request continuation sheet, and

3. The application for payment.

Construction – Getting paid: The payment request process
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 The Schedule of values

Construction – Getting paid: The payment request process
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 The Schedule of values

Construction – Getting paid: The payment request process
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 The pay request continuation sheet

Construction – Getting paid: The payment request process
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 The pay request schedule of values

Construction – Getting paid: The payment request process
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 The pay request summary

Construction – Getting paid: The payment request process
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 Early on in their careers, project engineers will be more involved with document

control processes

than with cost, schedule, quality, and safety controls directly.

 Project site management staff— including project managers, superintendents, and

project engineers—

do not build construction projects with hand and power tools like

carpenters, laborers, ironworkers, plumbers, and electricians.

 Rather, they make decisions and document them in paper or electronic

records.

 Therefore, one of their tools is proper document management

and control.

Introduction
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 Any discussion of construction management revolves around construction management

documents;

in a sense, almost every component of construction management relies on

document control.

Introduction
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 Some of the documents that site management use as tools include, in no particular order:

Introduction
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 By definition, the submittal is a document or product generated by the construction

team

to verify that what they plan to purchase, fabricate, deliver, and ultimately install

is in fact what the design team intended by their drawings and specifications.

 It serves as one last check of the design validity.

 Submittal requirements for a project are contained in the specifications of the

contract.

Submittals
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 Shop drawings and other design submittals are a major group of submittals.

 Early on in the construction phase or late in the pre-construction phase, construction

mock-ups are also common for specific areas of work

to allow the design team to establish expected quality levels.

 Mock-ups are often regarded by contractors to be expensive submittals,

because that work is performed out of sequence.

Submittals
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Submittals – Example
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Submittals – Submittal of a physical sample of material
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Submittals – Process
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Submittals – Process: Information flow
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 In fact, design submittals include:

• Shop drawings,

• Fabrication drawings,

• Installation drawings, and

• Coordination drawings.

Submittals – Design submittals
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 Many items associated with construction cannot be ordered out of a product catalog or

off the shelf.

 Many items have to be fabricated in a shop or manufactured specifically for the job.

 In these instances, a special type of submittal called a shop drawing is required.

 Shop drawings include details, dimensions, and configurations of the item to be

fabricated.

 Shop drawings are typically prepared by a subcontractor or a vendor and then

submitted to the general contractor for review.

 drawings.

Submittals – Design submittals: Shop drawings
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Submittals – Design submittals: Example communications on design submittals
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Submittals – Design submittals: Example communications on design submittals
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Submittals – Expediting log
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Submittals – Submittal log
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Submittals – Submittal cover sheet



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

53

Submittals – Drawing log
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 All the construction documents are important to a project’s success, and this is

particularly true of the superintendent’s daily diary.

 Some construction professionals also refer to the diary as a daily journal, log, or report.

 The job diary is one of the most important construction management tools and jobsite

records.

It is viewed as contemporaneous documentation of each day’s events.

Superintendent’s daily job diary
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Superintendent’s daily job diary
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Superintendent’s daily job diary
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 Some of the important information that should be recorded in a superintendent’s diary

are:

• Project name and job number,

• Name of superintendent authoring the diary,

• Date and week day,

• Weather conditions, including wind speed,

• Manpower for all contractors, including the GC’s direct crafts,

• Active work areas and daily progress,

• Hindrances or delays,

• Deliveries, including construction equipment,

• Visitors, including the owner, architect, and inspectors, and

• Accidents, although they will also be noted on an accident report.

Superintendent’s daily job diary
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 There are many different meeting types; some of the more common include:

• Pre-bid meetings, conducted by the lead designer;

• Pre-construction meetings:

• between the project owner, designer, and contractor,

• between the GC and any required authority having jurisdiction (AHJ), and

• between the GC and subcontractors, chaired by the GC’s project manager (PM);

• Safety meetings led by the GC’s superintendent or safety inspector;

• Foremen meetings led by the GC’s superintendent;

• Subcontractor coordination meetings led by the GC’s PM;

• Weekly owner– architect/ engineer– contractor (OAC/ OEC) meetings led by the GC’s

PM; and

• Weekly change order, RFI, and submittal coordination meetings.

Meeting notes
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 We will utilize the weekly OAC/OEC meeting as the basis for this discussion on

meeting notes;

the processes and products are similar for most meetings.

This meeting should follow a written agenda.

Meeting notes
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 There are many additional uses for meeting notes, including:

• List of meeting attendees,

• Record of meeting discussions and decisions,

• Record of pending items from previous meetings that were discussed,

• List of action items and due dates,

• Transmission of any handouts distributed during the meeting, and

• Announcement of next meeting.

Meeting notes
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 Similarly to the daily diary, meeting notes provide a formal historical record and are

relied upon heavily in case of a dispute.

 Meeting notes often serve as supportive data for letters, change orders, and RFIs.

 They should be filed and stored along with the project files.

 Meeting note formats may occasionally vary according to specific projects, topics, and

attendees.

Meeting notes
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 POs are contracts for the manufacture and/or sale of materials and equipment.

 There are two different types of POs used on construction projects.

1. Long-form PO that is used for major material purchases, typically prepared by the

construction manager or the construction firm’s purchasing department.

2. Short-form PO typically used in the field by superintendents to order materials from

local suppliers.

 The superintendent may be assisted by a CM when preparing short-form POs.

When preparing a PO, the construction team needs to provide a complete description, 

quantities required, unit prices, and total cost for each item.

Purchase orders
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Purchase orders – Long form purchase order
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Purchase orders – Purchase order log
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 There are several different types of record drawings that the GC will utilize and retain,

including:

 The set of drawings estimated and bid from;

 The documents referenced in the original contract;

 The permit set of drawings, as stamped by the municipality— this set is required to

be available in the contractor’s office for review by the inspector;

 Approved submittal drawings;

 The current set of contract drawings, as incorporated into the contract through

change orders; and

 As-built drawings.

Record documents
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 Requests for information are one of the most important tools for contractors during the

construction control and administration phase.

 RFIs allow contractors to submit inquiries to the designer and the owner

on unclear aspects of the design.

Even with the technology tools available today, some conflicts will not be discovered 

until work is well underway.

Request for information
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 ?

Request for information
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 Regardless of the author or originator of the RFI,

there are a few basic rules that should be followed by project teams.

 RFIs should be submitted in writing

 Subcontractors and suppliers must route RFIs through the GC

 RFIs should be submitted according to the requirements in the contractual

documents

 RFIs should be focused

 RFIs should be clearly written

 RFIs should lead to a buildable response

Request for information



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

70

Request for information
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Request for information
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Request for information – RFI management process



CLAIMS AND DISPUTES
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 Plans are based on assumptions, and

it is common for these assumptions to change over a project’s life.

 Changes can occur at any time during the project development phases,

even before a construction firm is selected.

Managing changes
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1. Functional changes

2. Legal changes

Managing changes – Types of changes
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 Functionally, changes can be classified as

1. Changes to project scope and

2. Changes to project development

Managing changes – Types of changes: Functional changes
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 Changes to project scope can be further divided into

1. Required

2. Elective

(CII 1994)

Managing changes – Types of changes: Functional changes
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 Required changes to project scope are those that the project team must implement and

cannot avoid.

 These changes are often necessary to

(a) “meet the basic, defined venture/business objectives,”

(b) “meet regulatory or legal requirements,” or

(c) “meet defined safety and engineering standards”

(CII 1994; p. 15).

 In addressing these necessary changes, “the project team must determine if the project

remains viable” (CII 1994; p. 15).

Managing changes – Types of changes: Functional changes
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 Elective changes to project scope include all other scope changes.

 They “are those that are proposed to enhance the project, but are not required to

meet the original project objectives.

 Elective changes, therefore, are those that may or may not be implemented” (CII

1994; p.15).

 These changes do not need to happen but are made to satisfy the desire of some project

team member.

Managing changes – Types of changes: Functional changes
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 Changes to project development are those that are necessary to achieve the original

scope of work and achieve the project objectives (CII 2017).

 A common example is when specified materials are not available,

so the project team is forced to select similar materials,

possibly with a longer lead-time and different costs.

 Other examples include

 Price and currency escalations,

 Changes in labor productivity, and

 Design errors and omissions.

Managing changes – Types of changes: Functional changes
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1. Functional changes

1. Changes to project scope and

a) Required

b) Elective

2. Changes to project development

Managing changes – Types of changes: Functional changes
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 As project delivery relies highly on contractual relationships, project changes often

have legal implications.

 Legally, changes can be classified into three groups:

1. Directed changes

2. Constructive changes

3. Cardinal changes

Managing changes – Types of changes: Legal changes
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 A directed change is ordered by the owner and implemented by the contractor.

 The instruction to implement the change can manifest itself either as

1. A change order directive or

2. A change order

 The process for implementing a directed change is usually described in a change order

contractual clause within the contract.

 This also describes how cost and time implications will be taken into account in the

form of corrections to the contracted cost and time.

 These types of changes need to be directed by the owner before occurring,

even if they are initiated by the contractor through

1. A change order proposal or

2. A request for information

Managing changes – Types of changes: Legal changes
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 Constructive changes are also known as changes by implication and

include those changes that are not ordered by the owner

but that either occur or are necessary to achieve the project objectives.

 Whereas constructive changes are not explicitly requested by the project owner,

they may have cost and time implications for the construction team.

 Sometimes, a contractor can propose a change to the project owner,

who can agree to the change by accepting the change order proposal.

Managing changes – Types of changes: Legal changes
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 Whereas directive and constructive changes can be handled while the construction

contract is kept in place,

addressing a cardinal change would require adjustments that are beyond the

scope of the contract.

 This is because they would require the contractor to perform work

beyond the types of changes that were expected when the contractor entered

into the contract.

 To address these circumstances, case law has established the cardinal change doctrine,

which provides a way for contractors to walk away from a contract,

while retaining the right for claims.

Managing changes – Types of changes: Legal changes
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 The cardinal change doctrine can only be invoked under circumstances that are rare in

the industry and need to be proven,

so contractors rarely follow this path and only when they deem it is necessary.

 As a result, project engineers are rarely involved in managing cardinal changes,

except when they may be called to provide testimony during legal proceedings.

 Such testimony is intended to help substantiate the nature, impact, and quantity of

changes

that the cardinal change produced and the dramatic effect on the project delivery.

Managing changes – Types of changes: Legal changes
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1. Functional changes

1. Changes to project scope and

a) Required

b) Elective

2. Changes to project development

2. Legal changes

1. Directed changes

a) Change order directive

b) Change order

2. Constructive changes

3. Cardinal changes

Managing changes – Types of changes: Functional changes
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Managing changes – Change order sources
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Managing changes – Change order process
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Managing changes – Change order process
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Managing changes – Change order process: Change order proposal
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Managing changes – Change order process: Change order proposal
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Managing changes – Change order process: Change order
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Managing changes – Change order process: Change directive
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Managing changes – Change order process: Change order proposal log
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Managing changes – Time extensions

 Time extensions are processed just like any other change order but are often more

difficult to get approved. There are many reasons why a time extension might be

appropriate:

◆◆ Delays resulting from severe weather

◆◆ Delays caused by slow responses to RFIs

◆◆ Delays caused by slow processing of submittals or shop drawings

◆◆ Delays caused by delinquent deliveries

◆◆ Delays caused by labor strikes

◆◆ Delays caused by slow permit processing

◆◆ Delays caused by the architect (poor-quality contract documents, work interference)

◆◆ Delays caused by the owner (slow decision making, work interference)

◆◆ Delays caused by outside protests (political groups, environmental groups, others)
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Managing changes – Pricing change orders

 In order for the GC and their subcontractors to be paid for extra work performed,

they must have their COPs approved.

 The easiest way to achieve this goal is to be realistic with respect to pricing on direct and

subcontract cost estimates.

 Quantity measurements are generally verifiable and should not be inflated.

 Wage rates paid to craft employees are verifiable and should not be inflated.



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

98

Things go wrong – Claim

 Construction claims typically result from one of the following causes:

◆◆ Disagreements regarding the terms of the contract

◆◆ Defective or deficient contract documents

◆◆ Denied and unresolved change orders

◆◆ Denied time extensions resulting from delays beyond the contractor’s control

◆◆ Differing site conditions that resulted in extra cost to the contractor
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Things go wrong – Claim

 The owner or architect must formally respond to the contractor’s claim.

 If they reject the contractor’s claim for additional compensation, the matter becomes a

formal contract dispute.

 Some form of dispute resolution must be implemented;

most construction contracts today call for methods other than traditional litigation.
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Things go wrong – Dispute resolution
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Things go wrong – Dispute resolution



CLOSE-OUT
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 As the physical construction of a project nears completion,

contractors will transition into a closeout phase.

 The jobsite team should develop a project close-out plan to manage the numerous

activities involved in closing out the job.

 Just as start-up activities are essential when initiating work on a project,

good close-out procedures are essential to timely completion of contractual

requirements,

receipt of final payment, and release of retention funds.

Introduction



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

104

 The close-out planning process should begin once the contract is signed,

if not when the project was initially considered for bid.

 The time it takes to properly close out the project and receive the final retention can be

considerable.

 If contractual requirements for the final close-out are deemed excessive,

they could financially damage the general contractor or its subcontractors.

Thus, it is better to address these risks early rather than later. 

 For example, if early or partial releases of the retention are going to be

requested by the GC and/ or its subcontractors, they need to be negotiated

into the prime contract agreement upfront.

Close-out planning
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Close-out planning – Close-out log
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 Construction close-out is defined as

1. Process of completing all of the construction tasks and

2. Assembling all documentation

required to close out the contract.

 The prime construction contract will address requirements for substantial completion

and final payment.

 If mismanaged, close-out can take up to a year after the receipt of a certificate of

occupancy,

which results in financial stress to the general contractor and its subcontractors.

Close-out implementation
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 Commissioning basically involves testing and re-testing most,

if not all, the systems and components to ensure the project meets the

owner’s requirements.

 The purpose of this phase is to minimize surprises

when the project owner assumes control and operates the completed

facility themselves.

Close-out implementation – Commissioning
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 As was the case with physical mobilization, most of the work related to completing

construction execution and closing out physical aspects of the project is the responsibility

of the project superintendent.

 Some of the construction activities associated with closing out construction execution

include:

• Verifying construction completeness in accordance with contract requirements,

• Developing the formal punch list and the resolution of outstanding items,

• Obtaining certificates of substantial completion and occupancy,

• Facilitating project move-in and occupancy, and

• Demobilizing resources.

Close-out implementation – Construction close-out
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Close-out implementation – Construction close-out



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

110

Close-out implementation – Construction close-out: Occupancy
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 Contract close-out begins with checking the specifications for close-out requirements.

 Ideally this happens during project start-up,

so that the requirements are delineated in each subcontract and major purchase

order.

 The project manager or project engineer should make a list of

what they think needs to be done and then ask the design team for verification.

 This list provides a basis for developing a close-out log,

which is similar to an early submittal log.

 Some of the major items that the project team will submit during the close-out process

include

as-built drawings, operation and maintenance manuals, test reports, extra finish

materials, and signed- off permits.

Close-out implementation – Contractual close-out
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Close-out implementation – Contractual close-out: Close-out log
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 The GC’s project manager is also responsible for financially closing out the project

with both the CM and the GC’s subcontractors.

 Upper management and project engineers may assist in this task.

 The financial close-out of a project includes several tasks, including

1. Negotiating final change orders with the project owner and,

2. In return, negotiating final change orders with the subcontractors and

suppliers.

 Additionally, financial close-out includes

1. Receipt of final pay requests from subcontractors and,

2. In turn, issuing of the final pay request to the project owner.

Close-out implementation – Financial close-out
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 There are many additional in-house close-out activities that are the responsibility of the

project team. Some of these include:

 The as-built schedule

 The as-built estimate

Close-out implementation – In-house close-out
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Close-out implementation – Warranty management
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Close-out implementation – Warranty management: Warranty log



CM ROADMAP 
RELATED TO THIS SECTION
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CM Roadmap – Hard skills
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Relevant comprehensive courses

https://dralavipour.com/
general-course/delay2

https://dralavipour.com/ge
neral-course/claim2

https://dralavipour.com/general-course/delay2
https://dralavipour.com/general-course/claim2
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Relevant comprehensive courses

https://dralavipour.com/gener
al-course/CM-delivery

CM Delivery systems
Next years…

https://dralavipour.com/general-course/cm-delivery
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CM Roadmap – Hard skills



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)ساختمانی، زیرساختی و صنعتی(مدیریت پروژه هاي صنعت ساخت 
اختتام پروژه–ادعاء و اختلافات –اسناد و مدارك –اجراي قرارداد : مدیریت قرارداد: فصل ششم

122

Relevant comprehensive courses

https://dralavipour.com
/video-course/web10

https://dralavipour.com/video-course/web10
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Relevant comprehensive courses

https://dralavipour.com
/video-course/web22

https://dralavipour.com
/video-course/db

https://dralavipour.com
/video-course/web15

https://dralavipour.com/video-course/web22
https://dralavipour.com/video-course/db
https://dralavipour.com/video-course/web15
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Relevant comprehensive courses

https://dralavipour.com/general-
course/contract-management

https://dralavipour.com/general-course/contract-management
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CM Roadmap – Management skills
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CM Roadmap – Consulting skills
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Relevant comprehensive courses

https://dralavipour.com/general-
course/dispute-resolution

Dispute avoidance and resolution
Next years…

https://dralavipour.com/general-
course/change-management

Change Management
Next years…

https://dralavipour.com/general-course/contract-management
https://dralavipour.com/Dispute-resolution
https://dralavipour.com/general-course/contract-management
https://dralavipour.com/Change-management
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What we will learn?

 Risk management process

 Transferring or sharing risks

 CM roadmap related to this section



RISK MANAGEMENT PROCESS
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 A diligent approach to risk management should incorporate four major elements that

are implemented on a project throughout its delivery.

Process
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Process
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 The first step of the risk management process is to recognize risks,

which means the project team should identify events that can potentially affect

either the project as a whole or one of the project team members,

including the project owner, the designer, the general contractor, or any

of the subcontractors and vendors.

 The use of risk checklists is quite common among organizations in the built

environment.

 Whereas large project owners and contractors develop and maintain their own

checklists, various organizations have developed lists for use by anyone.

 For instance, the Construction Industry Institute (CII) performed a study that

identified 107 risks that are commonly encountered on construction projects

(CII 2006).

Risk identification
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 Although every project will have its own unique variety of risks, all will generally fall

under one of the following six categories:

1. Pre-bid risks

2. Design risks

3. Construction risks

4. Political/legal/regulatory risks

5. Financing risks

6. Environmental risks

Risk identification
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 Contract risks

 Owner risks

 Price risks

 Time risks

 Work/labor risks

 Location risks

 Estimate preparation risks

See more in assessment section.

Risk identification – Pre-bid risks
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Risk identification – Design risks
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Risk identification – Construction risks
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Risk identification – Political/legal/regulatory risks
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Risk identification – Financing risks
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Risk identification – Financing risks
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 Assess the possibility of happening and potential impacts with regards to usually

1. Cost

2. Time

3. Quality

4. Safety

 Usually done qualitatively, however some larger contractors use risk analysis methods.

Risk assessment
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Risk assessment
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 Severity?

 Monte Carlo simulations are frequently used to find contingencies.

 Risk exposure factor = Product of risk changes and impacts

Risk assessment
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Risk assessment – Pre-bid risks
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Risk assessment – Pre-bid risks
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Risk assessment – Pre-bid risks
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 The results of risk assessment allow the construction team to recommend the most

appropriate method for risk control and mitigation.

 Mitigation strategies can be categorized into four groups:

1. Risk avoidance

2. Risk retention

3. Loss control

4. Transferring/sharing risks

Risk control and mitigation

Difference with what has been said in PMBOK?
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 When a risk event is considered probable and of high impact.

 Contractors may avoid it by changing the construction plan

 Commonly selected when the risk assessment returns high severity.

 For instance, a contractor may decide to not bid on a large project if they find

out that the project owner lacks appropriate management of the financial cash

flow, which would create financial stress on all project participants.

Risk control and mitigation – Risk avoidance
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 Two types:

1. Active retention

 Occurs when a contractor evaluates a specific risk event and consciously

decides to take it without mitigating it.

 Price and schedule can be adjusted accordingly

2. Passive retention

 Contractor is retaining a risk because they do not know about it, so they

cannot do anything to select any of the other mitigation approaches.

 This is the most damaging outcome from unknown risks.

Risk control and mitigation – Risk retention
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 Two types:

1. Loss prevention

 Reducing the chance of a risk event occurring.

 Hand tools are missing and probably stolen. Solution?

2. Loss reduction

 Reducing the severity of the risk occurrence

 Raises some of the minimum requirements for safety to reduce the number

of events that result in deaths, injuries, or lost time from work.

Risk control and mitigation – Loss control
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 This is one of the most common methods for mitigating construction risks and

mostly relies on shifting risks from one party to another through legal documents.

 Several approaches exist for transferring risks to other companies or sharing them.

Risk control and mitigation – Transferring/sharing risks
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Risk control and mitigation – Plan
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Risk control and mitigation – Plan
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Risk control and mitigation – Plan
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Risk control and mitigation – Plan
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 Once a set of mitigation strategies has been selected and implemented on a project,

it is the role of the construction manager and superintendent

to continue monitoring how they are working, as well as the occurrence

of unknown risks.

Risk monitoring



TRANSFERRING OR SHARING RISKS
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