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Progress Update 
(Pay Estimate)

Schedule Review

Reviewing & Analyzing CPM 
Construction Schedules
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Labor Intensive

Time Sensitive

Schedule Review
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Importance

 Progress payments

 Plan for performing the work

 Document as-built progress 

 Time extensions/delayanalysis

Schedule Review
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Competing Objectives: 

Schedule Management

Progress Payment

 Upfront Agreements

 Level of Detail 

Schedule Review
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Failure to accurately update the 
schedule makes it useless and 

misleading
--------

Garbage in - garbage out

Schedule Review
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Pay Estimate Process 

• Based on actual work performance 

• Updated by the contractor with               
input from the subcontractors

• Jointly reviewed by owner and 
contractor

Schedule Review
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Process Starts with the Progress 
Payment Submission 

Schedule Review
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Schedule Review

Contractor Updates Field Progress
 Percent complete

 Remaining duration

 Actual starts and finishes

 Status to data date
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Informal Review with Owner

Percent complete

Remaining duration

Actual start and finish dates
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Formal Review with Owner 

 Advance copy of the Schedule to 
owner for internal review

 Owner/contractor meeting     
(review live schedule)

 Contractor makes corrections

 Final submission with Pay Estimate
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Formal Review

Formal Schedule/Pay Estimate 
Submission Documents 
(Electronic and hard copies)

 Narrative Report

 Schedule Reports 

 CPM Schedule (electronic)



Schedule Management

Alaska District AK
Submittal Requirements

Narrative Report
 Critical path identified

 Problem areas, delays/impacts

 Corrective action(s)

 Schedule changes by activity
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Submittal Requirements

Schedule Reports
 Activity Report by ACT ID

 Logic Report

 Total Float Report

 Earnings Report

 S-Curve

Primavera Schedule Report

Schedule Comparison (Digger) Report
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Submittal Requirements

CPM Schedule
Electronic (i.e. xer or prx file)
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Default Settings

Retained Logic vs.
Project Override

 Retained Logic: keeps predecessor 
logic intact

 Progress override: predecessor logic 
no longer valid 
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Default Settings

Studs Rough-In Mech/Elec Drywall

As Planned

Progress Override
Studs

Drywall

Retained Logic

Rough-In Mech/Elec

Rough-In Mech/ElecStuds

S
tatus 

U
pdate

Source: Project Management Institute, Aug 2003
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Default Settings

Retained Logic 

 P3/P6: Tools/Schedule/Options
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P3: Tools/Schedule or Clock Icon

P3: Retained Logic

Select

Select Tools/Schedule
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Default Settings

P6: Retained Logic

Select

Select Tools/Schedule
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Percent Complete and Remaining 
Duration (RD) Not Linked

 Update percent complete and RD 
independently

Default Settings
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Alaska District AKP3: %Complete & RD not linked
Select: Tools / Options / Autocost Rules

Default Settings
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P3: RD and % complete not linked

Default Settings

Un-Select 
Box
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Default Settings

P6: Ensure Duration type = Fixed Duration & Units

% Complete Type = Physical
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Default Settings

P6: Un-Select “Recalculate Actual Units and Cost 
when duration % complete changes”



Schedule Management

Alaska District AK
Default Settings

Primavera P6 Issue

The value of work completed for 
each activity is not automatically 
calculated when % complete and 
remaining duration are unlinked; 
it must be calculated manually.   
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Schedule Report

Print Primavera Schedule Report 
prior to reviewing progress 

schedule
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Schedule Report

Select

P3:  Tools/Schedule/Schedule Now
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Schedule Report

P6:  Tools/Schedule/Schedule Now

Select: View Log



Schedule Management

Alaska District AK
Schedule Report



Schedule Management

Alaska District AK
Schedule Report

Constraints
 Look for constraints that are added, 

deleted or changed.

 Ideally, only two constraints required: 
Project start and finish activities.

 Additional constraints will override 
critical path logic.
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Schedule Report

Open ends
 Activities with no predecessors             

and/or successors

 Two open ends in every schedule: 
start and finish activities

 Open ends will not show up on 
critical path



Schedule Management

Alaska District AK
Schedule Report

Out-of-sequence work
 Successor activities start before 

predecessor logic is satisfied.

 It’s not possible to accurately report 
remaining durations.  Creates
discontinuous critical paths.  
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Schedule Report

Out-of-Sequence work

Construction Scheduling

As-Planned

As-Built
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Schedule Comparison 
(Digger) Report

Print Digger 
Report prior to 
reviewing 
progress 
schedule
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P6: Schedule Comparison Report
Select: Tools / Claim Digger
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Schedule Comparison 
(Digger) Report

Deleted or Added Activities 
 Makes it hard to compare schedules, 

i.e. no longer comparing “apples to 
apples” and lose history. 

 Must have a good reason, i.e. break 
larger activity into smaller more 
manageable activities (Smaller ODs 
must total up to original OD).
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Schedule Comparison 
(Digger) Report

Original Durations (OD)
 ODs should never change. 

 Invalidates time impact and delay 
analyses.
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Schedule Comparison 
(Digger) Report

Calendars
 Document all calendar changes.

 Changing calendars can  give the
appearance of making up time, i.e. 
going from a 5 day to 6 day work. 

 P6: Create a new calendar rather than  
modifying existing calendars.
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Schedule Comparison 
(Digger) Report

Actual start/finish dates
 Should not change between updates. 
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Schedule Comparison 
(Digger) Report

Logic changes
 Review with owner. 

 Logic changes should reflect actual
work being performed.

 Necessary to correct out of sequence 
work.
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Progress Schedule Review

Conversion Problems 

P3   P6
and 

P6   P3 
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Progress Schedule Review

Example


