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{EM] What we will learn?

U

The importance of schedule in project management

Who bears the risks of failing to approve schedules?
Review and response options

Rejection options

Reasons for failure to approve schedules

Recommended process for project controls

Scheduling requirement recommendations

Recommended actions when a schedule cannot be approved
Analysis

Meet and present

O 00000000 «o

Conclusion

General industry actions to improve scheduling
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{EM] The importance of schedule in project management

0 Creating and approving a workable baseline schedule in the first precious months of a

project is of critical importance.

U Project baseline schedules (“baseline””) are meant to be used by all stakeholders (owner,
owner representatives, contractors, etc.)

to compare project progress against the plan.

[ What is the problem here? ]
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{EM] The importance of schedule in project management

O Unfortunately, most “plans” are not agreed upon by all the stakeholders within a

reasonable time after the project starts.

O This causes misalignment between stakeholders and weakens the ability to provide proper

analysis of disputes and delays occurring in the early stages of the project.

[ How this could be resolved? ]
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{EM] The importance of schedule in project management

0 These misalignments (or disconnects or confusions or frustrations) could be solved by

agreeing on a baseline early in the project.

O It is in the best interests of any project to get an approved as-planned schedule in place

as soon as possible to ensure that appropriate planning is done.

[ Good for contractor or owner? ]
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{EM] The importance of schedule in project management

O It will allow management of the project for both the contractor and the owner, to

¢ Provide a basis for analysis of trending
+» Completion predictions, and delay, and

¢ Develop validated documentation in support of future resolution of disputes

[ Is it only true for baseline schedule? ]
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{EM] The importance of schedule in project management

O This is also true of schedule updates;

approved updates contribute to project success through fewer disagreements as to

the intent of the schedule,
in addition to providing the basis for analysis.
O Clearly, the as-planned portion of the schedules must model the contractor’s means and
methods of construction.

0 The as-built portion must accurately represent the history, and the schedule

1. Must meet contractual requirements,

2. Must represent a reasonable approach to scheduling all work outside the

contractor’s responsibility

[ Who bears the risks of failing to approve schedules? }
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A Who bears the risks of failing to approve schedules?

L From the owner’s standpoint

L From the Contractor’s standpoint
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$ Who bears the risks of failing to approve schedules?

O From the owner’s standpoint, if a poorly developed schedule is approved,

1. It enables opportunities for claims that were set up by the as-planned or baseline

schedule.
2. It also reduces the ability of the schedule to act as the basis for analysis for both

completion and delays.

3. In addition, it may accept requirements for the owner, or the architect/engineer

(a/e), to provide resources for owner responsibilities,

such as submittal review, that may not have been contemplated.

[ How the contractor could manipulate the schedule for its advantage? }
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A Who bears the risks of failing to approve schedules?

CE
v' Missing scope

Logic and activity duration manipulation
Float suppression or sequestering

Misuse of relationship types or lags

Forced or predefined critical paths

Misuse of calendars

False early completion

Out of sequence work

Hidden or unrecognized stacked trade work

Shortened review and response durations

X X X X X < X X

Concurrent delay creation or concealment
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A Who bears the risks of failing to approve schedules?

No matter the reason, if these techniques are included in the as-planned schedule, the

owner is at risk for claims for additional time and costs.

By: Alavipour, PhD, PMP,CMIT ~ www.dralavipour.com .cewl gilodl guceo ;55 < y9m0 50 U 390 Ao ;53 12



Sl il asliy b (ol pae loj 5o aulio Wiyl 48
(VIP) ;95 glac! jaiskeo
A Who bears the risks of failing to approve schedules?

O From the contractor’s standpoint, failure to gain schedule approval means

1.
2.

There is no approved basis from which to measure delays or disruption.

The owner has not accepted any owner-responsible work requirements, and the

likelihood of proving entitlement to time extensions is reduced.

The risk of failing to prove owner-caused delays or disruption is greatly increased,

requiring a significantly higher level of contemporaneous documentation.

[ What options owner have while reviewing and responding? }
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{EM] Review and response options

O The following are the most common options used by owners for dealing with the baseline

schedule and subsequent updates.

1. Require approval and reconciliation of comments

s “Approved with comments” or “approved as noted,” should be the most desired
response for a contractor

2. Require acceptance only

3. Require submission only

4. Not required owner involvement

[ How to improve this process or reviewing? }
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{EM] Review and response options

O The best choice of the options for schedule review is the requirement of schedules to

1. Be reviewed and approved by the owner,

2. Supplying deficiencies in comments,

3. Comments to be addressed by the contractor and resubmitted for final approval,

4. With both processes performed timely

[ What are the rejection options? ]
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A Rejection options

O When the owner specifications require review and approval and the submittal does not

meet the minimum requirements, the schedule submittal should be rejected.

U Rejection options vary according to how closely the submission meets the requirements.

1.

2
3.
4

Contractual noncompliance
Technical noncompliance
Inclusion of information not available at contract award

Schedule not appropriate

[ What are the reasons for failure to approve schedules? }
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$ Reasons for failure to approve schedules

0 Those problems typically result from poor modeling of the project plan and include

v
v

misalignment between:

The schedule and the written narrative.
Missing written narrative, missing scope of project work.

v Under-development of specific trades compared to much more highly developed scope of

N

NN N N X

other trades.

Critical or near-critical paths that include inappropriate high proportion of owner-
responsible or third-party-responsible work activities.

Missing or inappropriate logic relationships.

Failure to include resource logic, network problems such as inappropriate use of lags.
Calendars, or dangling activities.

Cost loading problems. And,

Resource loading problems

{ What is the recommended process for project controls? }
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A Recommended process for project controls

1. First, require a bid or tender schedule to be submitted for evaluation of the offer.

¢ This bid schedule will show if the contractor has planned the project sufficiently

for a reasonable depiction of their means and methods.

2. Next, set up the project for partnering, providing transparent discussions about

contract documents and the impact upon schedule.

3. Then, acknowledge the existence of change orders and mandate a good process for

dealing with them in a timely fashion.

4. Finally, plan and pay for a constructability review so that missing information from the

contract documents can be supplied before the contractor is on the job.

5. Next, careful development of the scheduling specifications is vital.

+» Field documentation of actual events and effort is a vital part of this process.
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A Recommended process for project controls

The final part of this process includes extensive scheduling efforis on the part of the CM
or owner to

determine the extent of liability on the part of the owner.

{ What recommendations could be given for scheduling? ]
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A Scheduling requirement recommendations

Staff requirement recommendations

Project planning recommendations

Scheduling and contract specifications

~ W e

Scheduling meetings to improve ability to approve schedule
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A Staff requirement recommendations

O Lack of experience

O Insufficient exposure to managing, sequencing, and revisions at the project level.
O Requiring a minimum of 5 to 8 years of experience

O Technical qualifications to perform CPM scheduling (not only the software)
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A Project planning recommendations

O Sufficient time for planning

¢ Issuing a contract and notice to proceed at the same time is incorrect

% The procurement process generally starts with the NTP and runs concurrently
with the contractor’s start up process.

¢ This would force contractors to start projects with insufficient planning and bad
schedules.

O Hold off on the issuance of the NTP until
s A competent and sufficient planning process is complete.
¢ Field staff understands the project

¢ GC has subcontractors and materials on hand in the pipeline.

[ How to allow adequate time for schedule preparation? }
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A Scheduling and contract specifications

CE
O This can be done with requirements for a two stage schedule submission,

designed to get an approved short interim schedule in place early, and

allowing time to develop a more detailed full schedule.

1. Initial project schedule covering first 120 days in detail and the balance of the project at

a higher summary level
¢ Due in 30 to 60 days from NTP
2. Detailed project schedule built upon the initial project schedule and providing full
details for the complete project

% Due in 60 to 120 days from NTP
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A Scheduling and contract specifications

O Use also the penalties for failure to submit approvable schedules at both baseline levels

and updates.
O Withhold approval of invoices or payment until the schedule is submitted and approved.

¢ This is very dangerous unless.....
O Careful specifications that provide:
A clarification of the required schedule level of detalil
v Minimum number of activities, or coverage, or requiring cost loading in detail
> Providing a specific list of required activities
¢ A requirement for a written narrative
* A requirement for resource loading using crews as a way to improve the resource

planning

[ How to manage changes here? }
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$ Scheduling and contract specifications

0 One way to deal with this is through the use of specifications that

1. Separate and define forensic analysis for impacts that have already been absorbed
into the schedule, and

2. Time impact analysis (TIA analysis) for prospective impacts that have not yet
been absorbed.

O In order to provide good analysis, the schedules have to be validated and cleaned up, so

the quality improves with each delay analysis.
% This makes it more difficult for a contractor to casually choose a misleading

methodology such as the impacted as-planned.
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‘A Scheduling meetings to improve ability to approve schedule

O If the preliminary schedule is reviewed immediately upon submission

+» That feedback can be provided in a short time to allow the contractor to recognize

that he needs to put more effort into the schedule.

¢ This will lead to a pre-scheduling meeting.

+» This feedback can be informal and provide evidence of legitimate concerns.
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A Scheduling meetings to improve ability to approve schedule

Q
Q
Q

U

Hold a risk workshop by a team

Generate partnering atmosphere

Generate informal discussions of concepts as well as more detailed discussions about
deficiencies.

Discuss concerns and the importance of having schedules for both parties

The owner should be pleased to allow and promote a presentation of disputed issue

analysis in a working session rather than just exchanging reports.

[ What actions should be taken if a schedule cannot be approved? }
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A Recommended actions when a schedule cannot be approved

Project actions

Scheduling actions
As-built schedule actions

As-built documentation

A A

As-planned documentation
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A Project actions

O On the project, the CM should mandate the following specification requiring the higher

level of project documentation and including resources and productivity,

for any potential delays that are not negotiated with a prospective TIA.

O This is the implementation of the force account type specifications

for contractor maintenance and daily verification with the CM of costs and time.

It will take additional time.
However it is the best approach to validating the changed

condition when the work must proceed.

[ Why do we need this approach? ]

By: Alavipour, PhD, PMP,CMIT ~ www.dralavipour.com .cewl gilodl guceo 53 & y9m0 50 Lo 398 Ao ;53 29



H Gl Sloj aobiy sl ol pue loj 30 cawlivo iyl 4

(VIP) 495’ slac! ot
A Project actions

O Since the contractor will be billing actual costs and time,

it becomes much more important to collect accurate daily records.

O The goal is to require sufficient documentation to define delays and at the same time

to encourage prospective TIA analysis, since that is much easier on the

contractor’s administration.

It requires good schedules to create the analysis benchmark.
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A Scheduling actions

O Careful identification of major discrepancies in the schedule

0 Good documentation providing reasons why it is unacceptable

O Include summarized list to make it easy to correct the problems and resubmit it again

[ What CM should do if the schedule cannot be approved? ]
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A Scheduling actions

O Implement the separate forensic process for delays that already absorbed into the

schedule in the as-built portion.

O The CM or owner’s agent must take serious steps to protect the owner’s interests.

| |
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A Scheduling actions

Why is this important?

O When records are not clear enough, the contractor can assert owner liability and claim

excessive damaages.

When does it happen?

[ Contractor refuses to revise the schedule to address the deficiency list.

How much does it cost?
O The costs to resolve these types of disputes, when there is no approved schedule, will be

considerably higher than necessary.

Why?

O Because the claims are large and poorly documented to be used in negotiation.

[ What actions should be taken here? }
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A Scheduling actions

O Additional steps should be taken to document and protect the schedule

O These other schedule actions break down into those that deal with
1. As-built portion of the project schedule update
2. Those that deal with the as-planned portion of the update
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{EM] As-built schedule actions

d Once schedule cannot be used to document, there is a risk of the contractor

attempting to create a false history of the project.

O This is often seen in changes in the as-built side of the schedule

In the actual dates of started or completed activities from one schedule update to

another.

O This is a dangerous situation and it takes a serious effort at capturing actual data to

position the owner to prove the facts and halt efforts to confuse the issues.

[ What steps should be taken here? }
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{EM] As-built schedule actions

O The first step in this as-built effort is to develop and maintain a daily record of

progress, called a daily specific as-built (DSAB) record, for use in the forensic analysis.

The DSAB is time consuming, but with a good system, can be accomplished.

O The benefit of this effort is that it captures contemporaneous information from daily

project records, at the time of the daily records.

L This allows for clarification and verification of the data, so as the DSAB is advanced

through the project, the data is validated.
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Step 1: Organize the source data ( ) ¥t S
A b - It h d I t Review files and identify daily reports
 n s-built schedule actions _
] ] ] ] Consolidate information into database
Q  Paper published in Cost Engineering, Volume 50/No. 3 -
March 2008, by Svetlana Lyasko, called, “Daily Specific Print coding report by Trade/Date
As-Built in As-Planned vs. As-Built Schedule Analysis v
Step 4: Create the DSAB
Step 2: Identify the As-Planned schedule Step 3: Identify the As-Built schedule Review daily work discrepancies and
assign missing work areas
v
Find schedule activity ID for each
description
\ 4 \ 4
Generate a list of as-planned codes from Generate a list o_f as-built codes from as- Does a code (ID) exist for this work? Voo
as-planned schedule built schedule
A 4 No

v

Step 5: Compare As-Planned vs. As-
Built performance
Compare As-Planned to As-Built Codes

e — |

Create a New As-Built code and add it _| Assign an As-Built code to each
to the As-Built code list work description

\ 4
A
A

. . Update records in database and
Yes = )
5 Yé: Line up As-Planned vs. As-Built codes verify DSAB
No s 3
No Generate work history report with As- Validate As-Built dates
. _|—> Planned and As-Built start/finish dates J
—»{ Map As-Planned vs. As-Built codes by Trade/Areas/Code

v

Generate As-Planned vs. As-Built
chart by activity code
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{EM] As-built schedule actions

1. Record daily reports entry into separate rows into the Excel spreadsheet under the
“Activity Description” column.
a) Note: each projects is labeled under a separate tab, and therefore each daily report will need

to be filled in accordingly.
b) Note: If an entry contains two different areas: then a separate row will need to be added

with the same description unless different
2. An activity 1D number will be required for each line item.
3. Record the date of the daily report under the “Date” column in the spreadsheet.
4. Next, the activity codes will need to be assigned to each entry.
s Annex, area, bid package, construction phase, CSI code, floor, general area, major

project, etc.
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KNH As-built schedule actions
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{EM] As-built schedule actions

O The database or spreadsheet is then used to capture data used to create records for

each line item that eventually can become coding similar to the activity codes used to

organize schedules.

O This coding is aligned with the schedule activities so that this data can be imported into

a schedule and compared to activities in the project schedule.
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O Then the DSAB is fleshed out with all the data necessary to create and assign codes.

O Once |t IS fuIIv populated the data |s |mported |nto the schedule
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{EM] As-built schedule actions

O The data, once imported, provide the as-built schedule, showing where the work was
done and when.

O Sometimes it is easy to identify the flow of work, but more often it requires judgment to

make the determination of what drove the schedule delays.
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4 As-built schedule actions

O This development process for the DSAB, while time consuming, is very effective when

neqgotiating or litigating the claims from the contractor.

O Since claims related to project schedules that were never approved tend to be very

large, the typical risk to the owner is losing the case because the contractor simply

assembles a large amount of delay documentation that is really just a thick issue log

data.

Carson has had very good success with this process and used it successfully to provide a

reasonable and appropriate analysis that is fair to all parties.

[ What if the negotiations fail? }
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resolution.
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If the negotiations fail, the owner is in a very strong position to go to formal dispute

No data is as powerful in litigation as the contemporaneous data.
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{EM] As-built schedule actions

O The time performance ratio or missed starts and finishes are good data to secure and

use in analysis.

O When the contractor routinely misses his or her planned durations, it is clear that this

has an effect on performance and completion.

{ What if it can be shown that no delays are because of the duration overruns? J
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{EM] As-built schedule actions

O Production inefficiencies or disruption from resource problems.

{ What is time performance ration (TRP)? J
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4 As-built schedule actions

O The time performance ratio (TPR) can be plotted to show the effects on certain areas,

or by trades, or by other codes,

but when there is failure to make production, it is hard to argue that the project

was staffed correctly.

Most projects do not have the luxury of producing planned resource levels

so there is no opportunity to provide this type of powerful comparison, and

a TPR report can fill the voids from that documentation.
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%M As-built schedule actions

'S.00

Time Performance Ratio 1
'0.00

500

TPR Comparison with Cumulative Delay Chart
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4 As-built documentation

It is imperative that accurate as-built data is collected from project records and

validated.

O This information should be documented in a format to support meeting with

contractor.

O Graphics are strong convincers in disputes, and with proper as-build documentation, the

combination will help resolution.

[ Is it the only documentation we need? J
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A As-planned documentation

O While the as-built documentation is important to show what actually happened,

it is also important if the analyst can produce an as-planned analysis to show what

the plan actually was, and how it changed period-by period by the contractor.

O If the contractor’s schedule updates do not provide the accuracy to do this, it is helpful

to have a series of schedules that do represent the dynamic schedules.

[ |
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A As-planned documentation

0 One way is to create a separate set of schedules incorporating revisions to correct

discrepancies that were identified and rejected in the schedule review comments.

O Document how discrepancies are incorporated in these revised schedules because they

are no longer the contemporaneous project schedules.
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—Revised “Approvable” Schedule Critical Path Presentation

How could we use these schedule series? ]
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A As-planned documentation

O Document the difference in the critical path between contractor’s unapproved

schedules and revised “fixed” schedules.

O The results can be compared to the DSAB results, and that will provide some level of

proof that the original schedules are meaningless or less than useful.

[ How could we improve keeping records? J

By: Alavipour, PhD, PMP,CMIT  www.dralavipour.com .cewl gilodl guceo 55 < y900 50 Lo 398 Ao ;53 D2



H Gl Sloj doliy ol ol pue o) 30 cawlio iyl 49

(VIP) gils glac! ais
{E‘ As-planned documentation

Use schedule log to generate a cumulative delay chart.

O This is used to input and track a certain amount of summary data on each schedule

update.
L It is recommended to use this to track the predicted delays when the schedules are

reasonable and appropriate.
O The revised schedule updates can be carried in the schedule log and used to record the

cumulative delay in the as-built schedule.

o e . .-....I~+ .
‘,“[-:-I-m.ln..ulunlr II ln-n.l.“’ - ~ -
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A As-planned documentation

Period Delays

[ Thim = Commtams tiim |

- Annotated Cumulative Delay Chart
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{E‘ Analysis

O This analysis should identify the differences between

1. Unapproved submitted schedules

2. Corrected/revised schedules

O Often, the unreasonableness of the impact from the mistakes in the original submitted
schedules
helps show how the contractor unreasonably refused to fix the egregious

problems that rendered the schedules unusable.

[ What should be done when analysis is done? J

By: Alavipour, PhD, PMP,CMIT  www.dralavipour.com .cewl gilodl guceo ;55 & 900 50 Lo 98 Jlao ;58 9D



H Gl Sloj doliy ol ol pue o) 30 cawlio iyl 49

(VIP) OPl slacl azo
A Meet and present

L Meet with the contractor and present the results of schedule

O Have an open and frank discussion.

O It helps undermine the faulty schedules along with any analysis performed by the

contractor using those faulty schedules.

The intent is to show how the revised schedule analysis (incorporating discrepancy

revisions) aligns with actual project data in the as-built analysis.
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{EM] Conclusion

O These steps will put the owner in a strong position even without approvable schedules,

and build the documentation during the project
so as to encourage the contractor to improve the quality of the schedules.

O The goal is to use the data to meet with the contractor, convince them to cooperate, fix

the schedules, convince them that documentation is a strong rebuttal to loose/inaccurate

claims.

O It also shows that the owner’s analysis process is accurate and convincing.

Once convinced, the contractor is more likely to provide approvable schedules, and to

accept the reasonableness of the suggested settlement.
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A General industry actions to improve scheduling

O Providing training in the industry to improve the quality of schedules.

O Referring contractors to quality scheduling consultants.

O Engaging in respected industry certifications that are based on expertise.

O Industry involvement to define and raise the level of good practices for scheduling.

L Promoting membership in the relevant and useful association

O Helping the owner to develop a schedule-driven culture.
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