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• Director of Program & Project Controls, Vice President, ARCADIS

• Certifications:
• DRMP: Decision & Risk Management Professional – AACE International
• PSP: Planning & Scheduling Professional – AACE International
• CEP: Certified Estimating Professional – AACE International
• CCM: Certified Construction Manager – CMAA
• PMP: Project Management Professional – PMI

• University of Virginia, Mechanical Engineering, 1972

• 45 years of experience in CM and CM Services specializing in Planning and Scheduling, 
Cost Management, Risk Management, Forensic Analysis, Dispute Resolution

• Fellowships and Awards
• Selected as a 2015 Fellow by RICS (Royal Institution of Chartered Surveyors)
• Selected as a 2014 Fellow of Project Controls by the Guild of Project Controls
• Selected as a 2013 AACE Fellow by AACE International
• Recipient of the 2021 AACE International “O. T. Zimmerman Founder’s Award”
• Recipient of the 2011 AACE International “Technical Excellence Award”
• Received award for “Significant Contributions to The Scheduling Industry” from PMI, 2009
• Awarded first CMAA “Chairman’s Award” for contributions to CMAA and the CM profession, 2006
• Top Ten Contributor to AACE Recommended Practices
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• OVER 75 PUBLICATIONS:

 PMI book, “CPM Scheduling for Construction - Best Practices and 

Guidelines”

 CMAA Guidelines contributor – Time & Claims Management

 AACE RPs, Journal articles in Scheduling, Risk, Cost, Forensic 

Analysis – 18 total RPs with 2 Currently in Peer Review

 Three articles published in 2021 AACE Cost Engineering Journals

OVER 750 SEMINARS/TRAINING/PRESENTATIONS
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Introduction

• Issue:  Project starts predicting late completion 
• Often the reasons for the delays share potentially mixed responsibility between the 

owner and the contractor

• Result:  Schedule updates are missed

• Complication:  The atmosphere turns adversarial

• The loss of collaboration increases risks of failure 
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Most important factors in early resolution of 
disputes

(“Successfully Navigating through Turbulent Times”, Arcadis Global Construction Disputes Report, 2022)



Introduction

Most important factors in early resolution of 
disputes

(“Successfully Navigating through Turbulent Times”, Arcadis Global Construction Disputes Report, 2022)

#2 – Accurate & Timely Schedules!



Introduction

• Missing updates seem not to be important
• Contractor believes lost time will be regained before next update
• Updates continue to be missed
• Collaboration deteriorates

• Missing updates can be a first symptom of the problem 

• This session will recommend solutions



Risks of Missing Updates
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• It is vital to ensure that regular updated schedules are prepared, 
submitted, reviewed, and comments are resolved

• Failure to submit regular updates is a common trait in 
claims

• Also important during early periods while the full Baseline As-Planned 
schedule is developed – must collect as-built data 

• Due to the changing nature of the Critical Path, analysis is 
complicated by missing updates

• Performance can easily slip within one update, let alone multiple missing 
updates

• Smaller windows between updates make it easier and more accurate to 
identity delay and performance issues

Risks of Missing Updates



• Resource planning and 
consumption can change 
dramatically in a month

• Without monitoring resources, 
performance can suffer

• One month slippage can push 
resource needs out four months

• Analysis gets difficult

Risks of Missing Updates

1 Update, 4 Month Resource Slip



Failure to Submit Schedule Updates

• Very difficult to analyze delays across long update period
• Delays can look very different when subdivided into smaller windows of time

Risks of Missing Updates



• Owner
• Opportunities for claims positioning from manipulation

• Reduced ability to analyze delay 

• Reduced ability to predict completion

• Could commit Owner to high resource need for submittals and 
paperwork

• Poor logic makes Total float values less meaningful

• Increased chances that trades and spaces will overload near 
end of project

• Risk of delay and disruption

• Risk of reduced quality
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Risks of Missing Updates
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• Contractor
• No approved basis from which to measure delays

• Owner has not accepted Owner-responsible work integration 
into the schedule

• inability to prove Owner caused delays or disruption

• Planning is probably not sufficient

• Limited monitoring likely

• Total Float values not legitimate or useful
• No early warning of problems

• No ability to correct course before wasting money

Risks of Missing Updates
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Causes of Missing Updates

• Missing updates not usually intentional

• Expertise in software may be lacking

• Expertise in CPM scheduling methodology may be lacking

• Weak schedule updating process/procedure

• Subcontractors out of control

• Changed conditions affecting schedule – contractor uneasy about 
showing progress

• Paperwork driving schedule – procurement, shop drawings
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• Staff problems

• Weak performance looks bad

• Poor continuing modeling of scope and plan

• Missing data and narrative

• Out of sequence work (affecting Critical Path)

• Inappropriate Critical Paths

• Inadequate resource planning

• Worried about status/don’t want to record status

Causes of Missing Updates
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Analysis Required for Resolution

• Project requires a much higher level of documentation 
of as-built data

• Daily recordkeeping is necessary

• With good daily reports, three choices 

• Prefer de-progressing an updated schedule

• If there is no update to work from, it is possible to 
advance the last schedule, or the baseline

• If there are no schedules at all, develop an as-built
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Analysis Required for Resolution
• Project requires a much higher level of documentation of as-built 

data – short interim schedules are good source of plan at the 
recreated data date
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Analysis Required for Resolution
• First choice – create missing schedules by de-progressing 

update – works because of use of as-built schedule
• Identify timespan with no schedule updates

• Identify last updated schedule before timespan

• Identify first updated schedule after timespan

• Make copy of first updated schedule after timespan

• Use P6 Global Changes to capture the update information at each data 
date in the missing timespan

• Actual start and finish dates with the range of the previous data date 
will be extracted and used to calculate the missing update
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Analysis Required for Resolution
• First choice – create missing schedules by de-progressing update



• This is recreating the progress-only update to the missing data date
• Follow available and acceptable RP-FSA procedure (MIP 3.4 Subsection K.4 
“Bifurcation: Creating a Progress-Only Half-Step Update”.

• Progress data up to this date should be updated.
• This schedule is not official but it can represent the as-built condition at a mid-

point.
• Shows the probable progress-against-plan perspective that the opposing party 

intentionally or un-intentionally skipped.
• Ensure that the earliest schedule is a reasonable transition of the critical path 

from the last official schedule to the recreated update.

• Product can be reliable if done properly
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Analysis Required for Resolution



• It is important that when the recreated schedules are completed, the 
critical path is traced and verified:

• From the last schedule before the first de-progressed schedule, and 

• From the last de-progressed schedule to the first official schedule

• This needs to be documented 
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Analysis Required for Resolution



• Schedule log helps with process
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Analysis Required for Resolution

Project Name:

Project Start:

Official 

File?

File Name Data Date

Project 

Completion 

Date

Milestone 

Completion
Note

16-Jul-08 16-Jul-08 10-Aug-10 1-Feb-11 Revised baseline (Zero Progress)

9-Mar-09 15-Apr-09 26-Jul-10 1-Feb-11 Baseline Revisions DC 03

AP 15-Apr-09 15-Apr-09 26-Jul-10 1-Feb-11 Baseline Final

6-Jul-09 15-Apr-09 26-Jul-10 16-Jul-10 baseline DC 2003

6-Jul-09 15-Apr-09 26-Jul-10 25-Feb-11 revised baseline DC Hodges 03

UD 1 19-Oct-09 19-Oct-09 29-Sep-10 1-Feb-11 Update October 19, 2009

4-Dec-09 4-Dec-09 25-Oct-10 9-Feb-11 Update December 04, 2009

UD 2 4-Dec-09 4-Dec-09 9-Dec-10 30-Mar-11 Update December 04, 2009

UD 3 21-Jan-10 21-Jan-10 15-Dec-10 1-Apr-11 January Update 2010

UD 4 3-Mar-10 3-Mar-10 27-Dec-10 28-Mar-11 February Update 2010

DESIGN 1-May-10 27-Dec-10 28-Mar-11 Design Issues Schedule

UD 5 19-May-10 19-May-10 27-Dec-10 3-Feb-11 May update 2010

UD 6 2-Jul-10 2-Jul-10 6-Dec-10 3-Feb-11 June Update 2010

15-May-19

Sample Project
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Analysis Required for Resolution
• Second choice – create missing schedules by adding status to 

last updated schedule
• Requires research from daily reports and other documentation

• Ensure alignment with all documents once schedule update is created

• No easy quality control except to compare to documents, unless an as-
built schedule is available

• Reliability will depend entirely on quality of documents

• Be careful to ensure that there is a reasonable and explainable 
transition from the final recreated update schedule and the first official 
updated schedule
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Analysis Required for Resolution

• Third choice - use as-built documentation to develop DSAB 
schedule

• When schedule discrepancies are severe, develop Daily Specific As-
Built (DSAB) Schedule to document actual conditions

• Document actual resources, ideally crews/equipment

• Perform resource analysis to validate what drove schedule 
performance

• Maintain cumulative delay chart from revised schedules, annotate 
delay chart with impacts/low productivity – Schedule Log RP available

• Capture Time Performance Ratio or Missed S/F



• Daily Specific As-Built in As-Planned vs. As-Built Schedule Analysis
• Cost Engineering Vol. 50/No. 3 March 2008 By Svetlana Lyasko

DSAB Prepared in a Forensic Mode
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• Retrospective As-Built Schedule Development
• 2005 AACE International Transactions CDR.12 by Dr. Anamaria Popescu and Andrew Avalon

AB Forensic Schedule Development
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DSAB Performed during Project
• Daily Specific As-Built schedule development

• Significantly easier than in forensic application
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DSAB Procedure – Capture Data
• DSAB development – capture daily data into spreadsheet 

• Each line item is a 1-day resource
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DSAB Procedure – Assign Activity Codes
• DSAB – identify field data for each line item, align with schedule 

• These “activity codes” allow for filtering, sorting
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DSAB Procedure – Develop/Clean Data
• DSAB – develop all data for codes, then import into schedule
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Actual Resource Collection – by Crews
• Resource collection by crews 

• Show planned crew loads (from contractor’s schedules)
• Collect count of actual crews
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Resource Analysis – Compare Plan/Actual
• Resource analysis
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Identify ABLP for Negotiations
• Presentation of ABLP analysis – alone or as AP vs. AB

• Use resource analysis to help establish ABLP
• Use ABLP to confirm validity of corrected schedules
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As-Planned
• Show As-Planned differences
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Best Practice Recommendations

• Always perform monthly (at least) updates

• Validate actual dates

• Confirm reasonableness of remaining durations

• Separate progress from revisions/planned mitigations

• Do not allow contractor to avoid updating every month

• If they do, consider performing an update for data record purposes
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Best Practice Recommendations

• First choice, de-progress, whenever possible because it uses the as-
built data and works backwards to the last data date

• Verify actual dates

• Reliability depends on quality of source documents (field reports, 
meetings, emails, logs, emails, short interim & specialty schedules)

• Forward schedule creation is less reliable than de-progressing

40



Conclusion

2022



Conclusion

• When there are missing schedule updates, it is very difficult 
to accurately analyze for delays

• It is in everyone’s best interests to provide monthly updates
• Validating updates and providing monthly analysis will help 

resolve many issues
• Done properly, this helps maintain the collaborative culture 

on the project
• But if updates are missing, it is possible to recreate those 

updates
• This narrows the analysis window and gives a better 

understanding of the contemporaneous critical path
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Conclusion
• These steps will enable analysis of delays even without 

contemporaneous schedules

• Review the data chosen to de-progress and verify with the 
Contractor

• Encourage them to cooperate and maintain schedules

• Convince them that documentation rebuts loose/inaccurate claims

• Convince them that the Owner’s analysis process is accurate and 
convincing

• Ideally this process will influence the Contractor to update 
every month 



• Goal is to keep open schedule communications – meetings important

• Be realistic
• Recognize that few contractor schedules are great
• Recognize that few project managers really understand scheduling
• I believe that there is much more bad practice than manipulation

• Don’t mandate that the schedule cannot predict late completion
• Pick some negative Total Float limit – require recovery schedule
• Recognize the level of accuracy of the schedule

• Recognize that the Owner has important responsibilities with respect to schedule
• Constructability reviews to improve quality of documents
• Allow/promote planning time
• Provide technical analysis and feedback
• Minimize & acknowledge owner or third-party delays
• Aggressively pursue extension of time reviews and awards

General Project Actions
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THANK YOU
Missing Schedules and Late Projects
Resolving this Disaster in the Making
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