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Overview

What Requirements and Comments are Actually 
Helping Manage the Project Towards Success

THE DISCUSSION
This session brings the contractors perspective into common disagreements 
in schedule management practices.

WALK AWAY WITH THOUGHTS ABOUT:
01
Understanding Potential Risks and 
Benefits of How Requirements are 
Getting Enforced

02
Implementing Solutions to Allow a 
Smoother Operation

03
How to Positively Impact the Project 
Through Your Role



Agenda

Our Background

Clarifying Intent and Purpose

Project Experiences

Comments and Examples

What Should Have Been Asked?

Questions / Additional Discussion



Our Background - We Are Schedulers

We Support Construction Operations

2025 Top 14 General Contractor: Typically >200+ Active Projects with 
Schedules and Contract Deadlines

Nationwide Projects:  Predominantly Vertical Construction Perspective, 

Client Types: Public, Institutional, municipality, Private Mix

Contract Types: Bid-Build, CM At-Risk, Design-Build, Progressive Design Build, 
Etc…

Project Value: $20M to $1B+



Our Background - We Are Schedulers

How We Operate 

Help Project Teams Develop and Maintain Schedules

Teach Scheduling Best Practices

Utilize It As a Tool for Leadership Decision Making

Drive Internal Team Accountability

Advise / Learn Through Schedule Challenges



The Project Schedule - More Than a Deliverable

We use it! 

Support Leadership Decision Making

Communication to Owner/ Subs

Managing Internal Priorities

Adapting the Plan as Necessary



Through Our Experience - We Have Seen

Make Schedules THE TOOL To Manage The Success Of The Project

How Well Jobs Can Go When There Is TRUST Between Team Members

How Good Organizational Agility Can Help STREAMLINE Processes

How ACTION Taken At The Earliest Stages Can Help Mitigate Potential Issues

How Projects Can be Negatively Affected By Doing The Opposite



Our Goals

Share Our Observations of Commonalities Between Successful Experiences

Identify Common Sticking Points in Schedule Comments and Requirements

Provide Contractors Perspective On How It Could Negatively Affect The 
Schedule

Highlight Opportunities To Partner Together And Tweak Our Approach To 
Working Together For The Betterment Of Our Projects



Confessions

We Recognize Contractors Are Not Perfect And Need Accountability To 
Maintain The Necessary Standards

Not All Contractors Prioritize The Projects Needs Over Their Own

The Best Practices and Schedule Standards Exist For A Reason

For Every Example We Share There Is Likely An Equal And Opposite Example To 
Support The Other Position



What Are We Managing?

Construction is…
Dynamic
Done by Humans
Subject to Many Variables
Design Details
Site Conditions and Limitations
Weather Conditions
Different Players - Owners, Contractors, Subs, Management Teams
Material Availability, Fabrication/Lead Times, Logistics, 
Tighter Schedules, Lower Budgets, Increased Documentation



How Is Your Team Set Up To Deal With It?

Do They:
Focus On The Bigger Picture To Prioritize What Is Truly Critical

Resolve Things At The Lowest Management Level Possible?

Have A Stake In The Success Of The Project?

Treat All Parties Fairly And Equally

Look Ahead To Avoid Potential Issues Before They Occur?

Assume Positive Intent Of Their Counterparts?



Or…

Is Your Team Set Up To:
Enforce Accountability With All Criteria Big And Small?

Document Every Variance Along The Way?

Prepare Documentation To Protect One Parties Interest?

Prevent Things From Advancing Until Everything Is Perfect?

Managing Through Hindsight?



The Unofficial Contractor’s Scheduling Principles

The Schedule Must Always Align With Reality

The Contractor is responsible for Schedule Integrity

The Schedule History Should Show What Actually Happened

If It Takes Longer To Update The Schedule Than Perform The Work In The Field 
Something Is Wrong.

The Cost Loaded Schedule Is A Schedule First And A Cost Tool Second

If It Does Not Have Schedule Significance, It Does Not Belong In The Schedule



Initial Schedule Kick Off Meeting

- Are The Specs Requirements What 
you Really Want?

- Clarify Intent
- Alignment before Effort
- Opportunity to Build Relationship 

before Conflict
- Work Through Clarifications



Baseline Schedules

Comments That Are Always Welcome:

Aligning with Bid/Contract Requirements

Verifying Agreement on Logic Ties to Contractual Milestones

Verifying the Complete Project Scope Is Represented

Identifying Inconsistencies in Sequence, Logic Ties, Calendars, etc…

Questions That Seek Further Understanding Of The Plan



Baseline Schedules

Common Sticking Points

Not Allowing SS/FF Relationships - Want FS Only

Explain Every Lag in the Project Schedule

Original Duration Limits

Make Changes to Absorb Early Issues

Redundant Logic



Baseline Schedules

Weather: Right-Sized for Project Scope

“All construction tasks for [project phase] shall include 
a weather calendar with NOAA days per [contract 
requirements]”

66 Days in the table
25% of the year in Workdays



Cost Loading

Concerns from Contractor Perspective

SIGNIFICANT Effort to Set Up and Maintain

Any Added/Deleted Activities Require Re-Balancing Costs

Cost Management Takes away from Planning Process

Often Creates Update Problems with Schedule Integrity

Generally Try to Get Requirement Removed if Possible



Cost Loading

Good Spec: Two Step Process



Monthly Updates

Cost Loaded Activity Status/Progress

Cost Loaded Gets More Attention 

Not Allowed To Close-Out Activity or Create New One For Remaining 
Scope

Add A Completion List Activity For Holding The Disputed Money

If Follow-On Trades Are Able To Progress, Let It Be Closed



Monthly Updates

Early/ Late Completion - Contractor’s Dream Spec



Monthly Updates

Specs Limiting Contractor Schedule Changes



Monthly Updates

Spec Supporting an Accurate Schedule



Monthly Updates

Project 1: Reviewer Rejects Schedule For Changes



Monthly Updates

Project 1: What Got Missed

Multiple GMPs in progress 

Project Scope Changing Significantly - Added/Deleted Buildings

Schedule includes the whole program with future GMPs in Summary Form

Owner Asked for a Rebaseline and didn’t tell the schedule reviewer



Monthly Updates

Project 2: No Fragnets, Reject Everything



Monthly Updates

Project 2: What Got Missed

No Baseline Review comments, No Update Review Comments for 6 months

Owner Changed Electrical Equipment Different Than Spec - longer Lead 
Time

Contractor Submitted Notice / TIA

Reviewer is engaged and Immediately Rejects Everything to Protect Owner

How Should This Be Handled?



Monthly Updates

Progress Only Files - A Moment of Honesty

Good for:
General Indication if previous plan was achieved

Not Good For:
Understanding Why Dates are Different

Should Not Be Reviewed as The Full Schedule Update

Reviewer Conclusions are usually one-sided and flawed



Monthly Updates

Progress Only Files - What is it really saying?

Project 1:

Project 2:



Working Through Delays and Impacts

Where do things break down?

Seek to Understand the Root of the Issue Before Starting Technical Review

Narratives Are For The Entire Project Team

Definition of Scope Must Come Before Schedule Detail and Cost

What Is Being Said In Team Meetings? Are Leaders Present?

Understand the Cost of Time on the Project



Working Through Delays and Impacts

Questions That Don’t Get Asked, But Should

What Can We Do About It?

What Acceleration Opportunities Are There and What do They Cost?

What are the Top Items that You Need from   X   Party?

What do You See as The Biggest Risks to your Plan?

How Can We Take Steps to Mitigate Those Risks?



Winning Approaches

Read The Narrative

If the Project Scope Changes, So Should the Schedule

It’s Okay to Let Items be Accepted Without Additional Changes

If Something Is Rejected: Itemize Specific Issues to be Corrected

Allow the Corrections To Be Made In the Next Month’s Update and Don’t 
Require Resubmissions Unless Truly Necessary

Don’t Reject Updates Solely Based on Whether the Project is on Schedule. If 
There are Issues, the Schedule Needs To Show it.



Working Through Delays and Impacts

What did we Miss?

Additional Questions / Discussions?



Thank 
You
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