
 

 

  

Masterclass Zone Theme               

Subject Category Scheduling 
Difference between Capital – & Turnaround Project Schedule 

EDWIN VAN DOESELAAR 
ADVANDO PROJECT CONTROL 

Stadhuisplein 3, Terneuzen, Netherlands  



   

 
1 

Content 

Abstract .................................................................................................................................................... 2 

Introduction.............................................................................................................................................. 3 

Similarities ............................................................................................................................................ 4 

Activities ........................................................................................................................................... 4 

Relationships .................................................................................................................................... 4 

Resources ......................................................................................................................................... 4 

Schedule Levels ................................................................................................................................ 4 

CPM .................................................................................................................................................. 5 

Differences ........................................................................................................................................... 6 

Resource Limited vs Time Limited ................................................................................................... 6 

Static vs Dynamic.............................................................................................................................. 6 

Resources vs Roles ........................................................................................................................... 6 

Units ................................................................................................................................................. 6 

Execution reporting .......................................................................................................................... 7 

Scope ................................................................................................................................................ 7 

Risk ................................................................................................................................................... 7 

Abbreviations ........................................................................................................................................... 8 

Author profile ........................................................................................................................................... 9 

Acknowledgements ................................................................................................................................ 10 

 

  



   

 
2 

Abstract 

This paper is all about the most important differences in the way we build and monitor our project 
schedule for Capital projects (CAP) and Turnaround projects (TAP). The main reason why the choice 
has been made for this topic is the fact that the differences so far are underestimated and mostly 
based on assumptions. 
 
There are a some significant differences in the way we build up the schedule for these two kind of 
projects. The most important difference is the degree of dynamism in both type of project schedules 
in relation with the complexity. 
In this paper the main differences are described and foreseen with practical examples. Because costs 
are not often used (in Western Europe) in TA schedules, they will be excluded from this paper. 
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Introduction 

In March 2021 I’ve posted a poll on Linkedin with the aim of investigating how the Project Controls 
world was thinking about the differences between Project Control on CAP and TAP.  
 

 
Results 1st Linkedin Poll 

 
The outcome of this first poll called for a second poll, more specific on the phases that contain the 
biggest differences. 

 

 
Results 2nd Linkedin Poll 

 
This paper is focussed on the planning and executions phases, and more specific on the way the 
schedules are handled. 
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Similarities 

Looking at the content of both types of project schedules, there not that much difference between 
the two. At the end, they both are build up with activities, relationships and resources. Even looking 
in more detail to these topics, there are really a lot of similarities. 

 

Activities 

For both project types they are composed of: 
o Activity Type (Start -, Finish Milestone, Task Dependent, Resource Dependent, Level of 

Effort (Hammock) or WBS Summary) 
o Description 
o Duration 
o Activity Calendar 
o Start – and Finish Dates 
o Constraint (type and dates) 
o Codes 
o Etc. 

 

Relationships 

For both project types they are composed of: 
o Predecessor and/or Successor 
o Relationship type (Start-to-Start, Finish-to-Start, Finish-to-Finish and Start-to-Finish) 
o Lag 

 

Resources 

For both project types they are composed of: 
o Resource name 
o Resource type (Labour, Non-Labour or Material) 
o Number of resources and/or number of budgeted units (manhours, pieces, etc.) 
o Resource Calendar 
o Actual units 
o Etc. 

 

Schedule Levels 

The way the schedule levels generally are being applied for TAP differs considerably from the CAP 
schedule set-up, but when looking in more detail into this, we can come to the conclusion that 
there’s really no reason to deviate from this methodology. 
 

LEVEL CAP TAP 

Level 1 Masterplan with main milestones and key 
deliverables for the whole project and used to 
assist in the decision making process (report 
to GM/PM) 

Masterplan with main milestones and key 
deliverables for the planning & execution 
phases of the project (report to Business) 

Level 2 Management Summary; summary of Level 3 
(report to PM) 

Management Summary (per process unit); 
summary of Level 3 (report to Steering Team) 

Level 3 Project Coordination Schedule; summary of 
level 4 (report to CM) 

Turnaround Coordination Schedule Summary 
per scope item; summary of Level 4 (report to 
TAM) 

Level 4 Detailed Execution Schedule (report to 
Supervisors/Contractors) 

Detailed Execution Schedule (report to 
Supervisors/Contractors) 

Table: Schedule levels Capex vs Turnaround 
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CPM 

Both CAP- and TAP schedules are both being set-up according to CPM. 
 
The critical path method (CPM), or critical path analysis (CPA), is an algorithm for scheduling a set of 
project activities. It is commonly used in conjunction with the program evaluation and review 
technique (PERT). A critical path is determined by identifying the longest stretch of dependent 
activities and measuring the time required to complete them from start to finish. 
source: Wikipedia 
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Differences 

Looking at the similarities we can come to the conclusion that there’s no difference in content of the 
schedule. The most important difference is in the way all this content and data is being handled and 
organized.  
Below, the most significant differences in the way data is being handled and organized are explained 
in more detail. 
 

Resource Limited vs Time Limited 

There’s a difference in the way that the work is scheduled and levelled. For CAP schedules are often 
resource limited scheduled and levelled, while TAP schedules always are time limited scheduled and 
levelled. This means that for a Resource Limited schedule, the final finish date is driven by the 
resource availability and so the critical path is (can be) resource driven. For a Time Limited schedule, 
on the other hand, the final finish date is driven by the longest path within the schedule. 
So, within CAP we mostly have to deal with critical resources while at TAP we always have to deal 
with critical activities.  
In other words, CAP is always resource optimized and TAP is almost completely resource maximized. 
This automatically includes that you minimize the Prime-to-Prime period for the TAP execution 
phase. The preparation phase (FEL) on the other hand can takes a really long time because of the 
detailed preparation. TAP is definitely not completely resource maximized, because there are some 
critical resources that are really limited, like the operator who has to prepare the permit, needed for 
each job. 
 

Static vs Dynamic 

A CAP schedule is (depending of course on the type, duration and phase of the project) most of the 
times a more or less static schedule that will be updated once a week up to even once a month, 
while a TAP schedule is a very dynamic schedule that needs to be updated at least once a day 
(depending on the phase of the TA execution.) The main reasons for this different approach is that a 
CAP is most of the time being executed within a demarcated construction area with limited 
interference with hazardous substances for example and where mainly just new materials need to be 
handled. The execution phase of a TAP is being executed within a production unit, that even can be 
partly operational, where we are faced with a lot of hazardous substances and where old and 
corroded materials need to be handled. These and other factors are definitely influencing the 
efficiency and disruption of the original plans and requires a lot of flexibility of within the schedule 
and, of course, of the construction organization. Therefore, DSM is an essential technique within TAP 
scheduling. 
 

Resources vs Roles 

Depending on the phase of the CAP, resources often are being used as named resources (as in a 
person), which allows the project management to manage the workload of each single stakeholder to 
the project and/or each single participant or within the project team. By assigning Roles to each 
individual resource the project management is also able to shift with individuals that are assigned to 
the same role. Within TAP roles are being used as resources. Meaning that there are no individuals 
assigned to an activity, but only a group of people (roles), like a Welder or an Electrician. 
This means that during resource levelling the availability limits are based on a group of people (roles) 
and not on the availability of a single individual. 
 

Units 

Another significant difference between CAP- and TAP scheduling is the way time units are being 
used. Within a CAP schedule the Units format and the Duration format is mainly set on days, while 
for TAP schedules these are always set to hours. This difference in setting is caused by the fact that a 
TAP schedule is being updated (at least) daily and also status reporting takes place on a daily base. In 



   

 
7 

order to have the data as accurate as possible, there an unwritten rule for TAP scheduling that says 
that activity durations longer then one shift or one day, should be avoided as much as possible. The 
less the number of activities with status “In Progress” the more realistic and reliable the daily 
forecast will be. 
 

Execution reporting 

The execution reports contains for as well CAP as for TAP out of progress reporting, based on 
Planned Value and Earned Value. For CAP Actual Units are sometimes being reported as well. These 
Actual Units are mostly being used in case the individual resource is allowed to report the actual 
spent hours on the specific activity. Another frequently used report is the so called Lookahead 
report. For CAP this is a report based on the scheduled activities for the upcoming week(s) or month, 
based on the baseline. For TAP this is often a report based on the scheduled activities for the 
upcoming 3 days. But, because of the unpredictability of the development per day, it is actually 
impossible to generate a Lookahead report for more then one day. In fact, on a daily base, a Daily 
Schedule report should be composed, based on the actual status of today and the expected situation 
for the next day, in combination with the critical paths of course (DSM). 
 

Scope 

For CAP the scope is clear and final as soon as the design & engineering phase has been completed. 
For TAP the scope is only final as soon as the installation is back on line (Prime-On). Upfront, only the 
M&I - and Project scope is known, but the Repair scope is a great uncertainty that will only become 
clear when all inspections have been executed. 
 

Risk 

As mentioned under Scope is there also a significant difference regarding the uncertainties and risks. 
This means the a Risk Matrix and a Risk Analysis for both type of project will look totally different. 
This has not only to do with the uncertainty of the final scope, but also with the surroundings where 
both projects are being executed (Greenfield vs running plant) as well as the fact that TAP is time 
limited - and CAP is (mainly) resource limited scheduled. For both project types, the Risk Analysis can 
be executed by applying Monte Carlo simulations. 
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Abbreviations  
List of abbreviations used in this paper. 
 
CAP : Capex Project 
CAPEX : Capital Expenditure 
CM : Construction Manager 
CPA : Critical Path Analysis 
CPM : Critical Path Methodology 
DSM : Dynamic Scheduling Methodology 
FEL : Front Ende Loaded 
GM : General Manager 
M&I : Maintenance & Inspection 
PERT : Program Evaluation and Review Technique 
PM : Project Manager 
TA : Turnaround 
TAM : Turnaround Manager 
TAP : Turnaround Project 
TIC : Total Installed Cost 
WBS : Work Breakdown Structure 
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