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Contract Administration Section 
 

1. The Baseline Schedule (As-Planned Schedule) should be prepared and submitted as early as 

possible once the project is awarded, no more than 60-90 days thereafter, depending on project 

size and complexity.  The Baseline Schedule should reflect how the Contractor envisioned the 

project at the time of bid.  The schedule should be based on the contract documents/specs at bid 

time, not necessarily based on planned methods at bid time. This will prevent either party from 

adjusting the schedule to their own benefit based on impacting “as built” events that may have 

occurred since award.  The baseline schedule should not change, but rather subsequent updates 

should incorporate changes.   

 

2. For record purposes, the Contractor should be required to submit an electronic copy (disk) of all 

schedule submissions, directly from the scheduling software, not a PDF file, along with its hard-

copy submission. 

 

3. The Owner’s schedule reviewer must produce timely reviews of both the original baseline 

schedule and the updates required by the contract provisions.  The timely reviews should be 

defined with the number of days allowed clearly stated.  Subsequent updates should not be due 

until at least five (5) days after the comments on the previous update are received by the 

Contractor.  Many times the next schedule update is due prior to the Contractor’s receipt of 

comments from the previous update. 

 

4. By delaying timely reviews of updates, the reviewer can use hindsight in unfairly providing pro-

Owner comments that weaken what could be a Contractor’s legitimate claim for a time extension.  

The schedule should show accurate progress through the data date of the update without the 

benefit of the knowledge of what occurred subsequent to the data date.  If the Contractor has an 

update submittal deadline, the reviewer should also have a deadline to provide comments on that 

update. 

 

5. The Contractor should provide a written schedule narrative with every schedule update.  The 

narrative should address all problem areas, any delays encountered, as well as identify areas of 

“potential” impact.  Documentation of any logic revisions that have been incorporated into the 

schedule update should be included.  A discussion of the current critical path should also be 

addressed in the written narrative.  The narrative should be limited to the items that have changed 

and to the impact on the remainder of the project. 

 

6. The Contractor should not be required to revise logic based on hindsight resulting from the period 

of time between the update’s data date and the actual review date.  The actual dates for completed 

work will eventually be entered in the appropriate update. 

 

VDOT
Sticky Note
The timing of submission of a Baseline Schedule is defined in each Progress Schedule Specification based on Project Category. Project category is based on the size and complexity of the project, as defined in the VDOT Post-award Scheduling Guide.

For Category M, I, and II projects, Contractors are required to submit a Baseline Schedule at least 7 days prior to beginning the Work; typically within 45-60 days of Notice of Award.

For Category III, IV, and V projects, Contractors are required to submit a Preliminary Schedule at least 7 days prior to beginning the Work. A Baseline Schedule is required within 30-60 after the NTP date depending on Project Category (Cat III: 30, Cat IV: 45, Cat: V: 60). Generally this time line falls between 45-75 days of the Contract Award date.

For reference, see Section IV of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
Contractors are required to provide electronic  back-up copies of the working schedule along with paper and PDF copies.

For reference, see the Progress Schedule specifications concerning submittal and reporting requirements. 

VDOT
Sticky Note
For Category M, I, and II projects, Department reviews are conducted within 7 days of receipt of complete submittal.

For Category III, IV, and V projects, reviews are conducted within 14 days.

For reference, see the Progress Schedule specifications concerning "Review and Acceptance". Also, see Section V - Schedule Management of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
Upon review and acceptance by the Engineer, the accepted Baseline Schedule becomes the Schedule of Record (SOR) and will not change, unless there is a significant change in the Work or work plan. 

When the current update has deviated significantly from the SOR or a significant change in the Work or work plan has occurred, then a Revised Baseline that is based on the current update will be required. Upon acceptance, the Revised Baseline will then become the new SOR for the remainder of the Work. 

For reference, see the Progress Schedule specifications concerning "Revised Progress Schedule". Also, see Sections IV and V of the VDOT Post-award Scheduling Guide.

Monthly Updates are required to show as-built and progress information and any changes in the Contractor' work plan.

VDOT
Sticky Note
The Baseline Schedule should reflect the Contractors plan to accomplish the Work in accordance with the Contract. 

The Baseline Schedule should be based on the Contract plans and specifications and should reflect what was known and reasonable anticipated at the time of bid.

For reference, see the VDOT Progress Schedule specifications and Section IV of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
Monthly updates are required within 5 business days after the data date (Contractor's progress estimate date) to reflect progress of the Work as of the data date.

Review of updates are completed within 7 days for Cat II projects and 14 days for Cat III, IV, and V projects. 

In reviewing/analyzing the schedule, emphasis is placed on the accuracy of the as-built information and current status of the project as of the data date. 

Information subsequent to the data date are generally used to determine if the schedule reflects the current plan to complete the remaining work. If changes are required, the contractor will be required to make the necessary changes in the subsequent submission.

For reference, see the Progress Schedule specifications concerning "Review and Acceptance". Also, see Section V - Schedule Management of the VDOT Post-award Scheduling Guide. 

VDOT
Sticky Note
A Baseline Schedule Narrative is required to describe the Contractor's initial work plan in terms of the proposed overall sequence of construction, means and methods, normal working schedule, scheduling assumptions, critical path, and any known or foreseeable issues that may impact the schedule.

For Category III, IV, and V projects only, an Update Schedule Narrative is required to describe the current status of the project, work completed during the current period, work planned during the next period, changes made to the schedule since the previous update, current critical path, and any issues encountered or anticipated that has impacted or will impact the schedule. 

For reference, see the Progress Schedule specifications and Section IV of the VDOT Post-award Scheduling Guide concerning the submission requirements.

VDOT
Sticky Note
VDOT will review/accept updated schedules only on the basis of completeness, conformance with the Contract, and accuracy of the as-built data as of the data date. The Contractor will not be required to revise logic based on hindsight resulting from changes in the work plan occurring between the submittal date and time of review.

However, if the Department determines that major schedule changes are required to correct out-of-sequence progress for on-going or future work, the Contractor will be required to revise logic to reflect how the work is being performed.

For reference, see the Schedule Management section of the VDOT Post-award Scheduling Guide. 

VDOT
VDOT Progress Schedule
Comments provided in this document by sticky notes, are intended to align the VDOT scheduling practices with the various administration of construction scheduling issues feedback prepared by ARTBA.

Throughout this document the VDOT comments provided using sticky notes make references to the VDOT Progress Schedule Specifications and the Post-award Scheduling Guide. 

For access to VDOT Progress Schedule Specifications and the VDOT Post-Award Scheduling Guidelines, visit the VDOT Construction Scheduling web site using the following internet address:

http://www.virginiadot.org/business/const/ConstrSchResSpecs.asp
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7. Data should not be manipulated by either side for self-serving purposes.  The schedule should 

simply be an unbiased representation of the facts regarding the project.  Avoid focusing on the 

minute details or the intricacies of the schedule at the risk of missing the “big picture.”  

 

8. For the schedule to be effective there must be a partnership atmosphere.  Although the schedule 

may be used later to prove or disprove a claim, a “gotcha” feeling by either side must be avoided 

at all costs.  For many reasons other than scheduling, an initial partnership meeting is desirable.  A 

discussion should be held prior the start of the project between the scheduling representatives from 

both sides to set the ground rules on how the baseline schedule and updates will be handled, as 

well as to coordinate the appropriate software “settings” that will be utilized.  Both the Owner and 

Contractor’s representatives should be willing to work together to achieve this goal. 

 

9. The schedule should be a management tool, not just a required report.  Requirements for update 

frequency and content should be clear and reasonable.  The schedule should be as forward-looking 

to mitigate delays as it is backward-looking in order to verify a delay. 

 

10. The schedule should be a tool used to allocate manpower and resources as efficiently as possible, 

while mitigating any changes and/or delays that may arise.  In order to effectively do so, it is 

important to incorporate those impacts into the schedule as soon as they become apparent, 

including any ongoing or known future impacts.   

 

11. In order to maintain a complete and useful “as-built” record for the work, the Contractor should be 

required to provide accurate as-built (start and finish dates) dates for all work that was completed 

during each update period.   

 

12. The required complexity of the schedule should vary based on the size and complexity of the 

project.  Common sense should dictate the appropriate level of detail needed.  The Owner should 

clearly define the required schedule details in each case. 

 

13. The purpose of the requirement for a schedule for all stakeholders should be the successful 

completion of the project.  Planning and scheduling should not be viewed as merely an 

administrative function.  Both sides must put in appropriate efforts. 

 

14. The Contractor is the construction expert.  While the Owner or the Owner’s representative might 

be schooled in scheduling and schedule review, that person is usually not an authority on 

construction means and methods.  The reviewer should not “talk down” to the Contractor or the 

team spirit will be lost.  Mutual respect among all stakeholders is critical to ensure cooperative 

efforts. 

 

15. It might be appropriate to require the Owner’s reviewer to have some actual construction 

experience.  As an alternative, the Owner’s field representative should be actively involved in the 

schedule review if the reviewer lacks field experience. 

 

16. The feeling that the construction schedule is an important tool starts with direction from the top, 

especially within the Contractor’s team which is always composed of production-oriented 

personnel.  It is understood that both sides need the expertise to understand the schedule. 

 

17. How is float in the schedule treated?  Who owns the float?  To clarify the issue, a float ownership 

clause should be included in all scheduling specifications.  As such, defining float as “project 

float,” available to whichever party uses it first, might be a mutually agreeable solution.  Float 

VDOT
Sticky Note
Within 7 days prior to beginning the Work, with exceptions for certain start-up activities, a Scheduling Conference will be held jointly to discuss the overall plan to accomplish the Work, the detail plan for the initial short-term work, key project-specific and scheduling issues. 

Discussions will be held on scheduling issues necessary to facilitate the development, maintenance, and management of the schedule including, but are not limited to submittal process, WBS, activity codes, calendars, software settings, etc.

For reference on the Scheduling Conference, see the Sections IV and V of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
The VDOT scheduling specifications and guidelines are designed to establish standards and promote consistent scheduling practices that will allow the schedules to be used effectively as a management tool to establish a reasonable plan to execute and control the Work. 

The specifications and guidelines are also intended to promote a forward-looking approach to allow the schedules to be used to determine the most feasible and effective way to mitigate delays; as well as contemporaneously and retrospectively to resolve time-related issues in a fair and timely manner.    

VDOT
Sticky Note
Monthly Schedule Updates must show accurate as-built information to indicate the actual start/finish dates and current status of the activities for all completed and on-going work as of the current data date, as applicable.

For reference on updating a schedule, see the Section IV of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
For Category I, II, III, and IV projects, Contractors are required to provide in the Baseline Schedule Narrative, a Resource Plan that describes the resources (manpower and equipment) needed to accomplish the Work as planned. Contractors must also describe how they plan to furnish the resources as required.

When the Contractor's work plan changes (including resource allocation) the schedule must then be revised to reflect the current plan to accomplish the remaining work.

The Department will use this information to determine the reasonableness of the schedule and to evaluate the impact of changes or delays on the project.

VDOT
Sticky Note
By Project Category designation based on size, complexity, and associated risks, VDOT assigns 1 of 6 Progress Schedule Special Provisions to the project to establish the level of scheduling required on the project.

Scheduling requirements and method of scheduling vary by Project Category.

For reference on the Project Category and submission requirements for each Project Category, see Sections I and IV of the VDOT Post-award Scheduling Guide.


VDOT
Sticky Note
VDOT scheduling specifications and guidelines were founded on the premise that schedules will be used for the purposes intended, which are:

1) To establish a reasonable plan to complete the project within the time, cost, and resource constraints;

2) Schedules will be used to assess progress of the work to determine if and when corrective actions are necessary;

3) When changes or delays occur, the schedule can be used effectively to mitigate the effects of the changes or delays; as well evaluate the impacts.

VDOT
Sticky Note
VDOT scheduling specifications and guidelines support a partnering approach by holding a joint meeting to discuss the schedule development at the beginning of the project; as well as meeting monthly to discuss progress of the project relative to the schedule.

Acceptance of the schedule is based on completeness and conformance with the Contract requirements only. Scheduling issues concerning the reasonableness of the schedule are brought to the Contractor's attention and are generally resolved in a partnering manner.

For reference on reviewing and accepting schedules, see the Section V - Schedule Management of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
VDOT scheduling guidelines recommend that the VDOT Project Manager assigned to the construction phase of the project and the District Scheduler or Project Scheduler jointly review the schedule.

VDOT
Sticky Note
The VDOT scheduling guidelines offers the same sentiment that the schedule is an important tool that must be communicated to all involved parties to obtain their buy-in. Therefore, it is essential that involved parties require that project personnel knowledgeable about the project, work with the scheduler to review/analyze the schedule before it is agreed to by all.

VDOT
Sticky Note
VDOT scheduling specifications and guidelines promote an objective approach to project scheduling. 

When analyzing contractor schedules emphasis are placed only on major issues that have an overall impact on the schedule. 

The schedule is reviewed/analyzed to ensure that it accurately reflects how the Work is being performed and that it remains a viable tool to assess progress of the work and to evaluate the effects of changes on the project in a timely and objective manner. 

For reference, see the Section V -Schedule Management of the VDOT Post-award Scheduling Guide.
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ownership is often a controversial issue.  Because the Contractor bears the most burden of 

scheduling and risk on the project, the float ownership rights should lean toward the Contractor.  

 

18. How do we create the mutual sense that the schedule is a useful tool rather than a “hammer” for 

either side to use against the other relative to claims for money or time?  Open communication and 

honest negotiations amongst the parties involved would be helpful to achieve this goal.  Litigation 

is usually not a financially successful outcome for either party, so avoidance would seem to be the 

best solution. 

 

19. Develop an understanding that “Time = Money” and that a proper schedule actually saves time.  

All sides “win” if a project can be achieved with an early completion through partnering and 

working together. 

 

20. The Owner must convey in the specifications that they are not only serious about requiring a good 

and useful schedule, but that they are willing to pay for the effort, especially in a competitive 

environment. Again, “Time = Money,” and an early completion will help both sides achieve their 

goals.   

 

21. To ensure that the Contractor exerts the proper effort toward providing a useful schedule, the 

Owner should consider providing an allowance bid item where the Contractor is compensated for 

actual costs expended for schedule-related activities.  This will place all bidders on an equal 

footing.  This will also provide a means of payment for the cost of excessive schedule revisions 

resulting from unanticipated extra/additional work or changes in scope.  

 

22. If the payment for the schedule is by means of a regular bid item or if there is no specific bid item, 

Contractors should receive additional compensation for providing schedule revisions due to delays 

for causes beyond the Contractor’s control. 

 

23. Extensions of time should be “automatic” for delays beyond the Contractor’s control and for 

additional work unless the Owner directs an acceleration effort or otherwise mitigates the 

additional time required to complete the contract. 

 

24. The Baseline Schedule should incorporate any anticipated inclement weather days and/or seasonal 

restrictions, as shown in the specifications, or based upon the Contractor’s previous experience.  

This will provide a realistic calculation of the proposed interim and final completion dates for the 

project.  Unusually severe weather impacts encountered should be appropriately compensated by 

the Owner on a monthly basis.  If the potential future impacts of weather are to be included in the 

Baseline Schedule, then this requirement should be made expressly clear in the contract 

documents.  Assurances should be given that the same consideration was made in the development 

of the initial contract time.  The fairest approach is to analyze any occurrence on a case-by-case 

basis.  If the critical path is impacted by more than 50 percent in any given day, then time should 

be granted on a one-to-one basis. 

 

25. The Baseline Schedule should be grouped and sorted by an appropriate means (i.e. work 

breakdown structure, activity codes, etc.) to convey the Contractor’s work plan in an easily 

understandable product (i.e. hard copy printout).  If it cannot be understood, then it will not be 

used and may be virtually worthless. 

 

26. The Contractor’s schedule representative should be sufficiently proficient in the use of the 

scheduling software that will be utilized on the project.  Also, the Contractor’s schedule 

VDOT
Sticky Note
Float ownership is defined in scheduling specifications requiring a CPM schedule (Category III, IV, and V).

Total float is defined as a project commodity that is not for the exclusive use by either the Contractor or the Owner (VDOT), but can be used by either party on a first come first serve basis to mitigate delays on the project. Time extension will not be considered until all available total float has been depleted.

Total float is calculated relative to a related Contract interim milestone or the Contract Fixed completion date, as applicable.

For reference, see the Detail Requirements section of the Progress Schedule specifications and Section IV of the VDOT Post-award Scheduling Guide.

VDOT
Sticky Note
The VDOT specifications and guidelines were developed with the premise of "open communication and honest negotiations". 

A schedule should not be viewed as a "hammer" for either side to use in a subjective manner for the purposes of time or money.

Timeliness and fairness in resolving time-related issues will dispel the notion that a schedule is a "hammer". 



VDOT
Sticky Note
Category III, IV, and V Progress Schedule specifications that require a CPM schedule include provisions for payment for the CPM schedule with the following Pay Items:

1) Baseline Progress Schedule               LS

2) Monthly Progress Schedule Updates   EA

For reference, see the Progress Schedule specifications for Cat III, IV, and V.


VDOT
Sticky Note
All costs associated with work to prepare, update, revise, and submit schedules or SIA for Category M, I, or II projects are considered incidental and are not measured or paid for separately.

All costs associated with the work to prepare and submit a Baseline Schedule for Category III, IV, or V projects are included in the pay item for "Baseline Progress Schedule".

All costs associated with the work to prepare and submit a Schedule Update for Category III, IV, or V projects are included in the pay item "Monthly Progress Schedule Updates".

When a Schedule Impact Analysis (SIA) or Revised Baseline Progress Schedule is required in lieu of or in addition to a Monthly Schedule Update, the schedule will be paid for using the "Monthly Progress Schedule Updates" pay item.

For reference, see the Progress Schedule specifications for Cat III, IV, and V.

VDOT
Sticky Note
VDOT specifications and guidelines are designed on the premise that "Time is the most precious resource on a project".

Scheduling provides a forward-looking tool that allows for an efficient use of available resources and time. 

VDOT
Sticky Note
When a Contractor submits a request for modification of the Contract for time-related changes in the Work or delays on the project, the Contractor is required to prepare and submit a SIA to substantiate the request.

Upon approval by the Department, the SIA is incorporated into the schedule and submitted as an Update or a Revised Baseline, as determined by the Engineer.

Payment will be made as described in the note pad on Item 21 above.

For reference, see the Progress Schedule specifications for Cat III, IV, and V.

VDOT
Sticky Note
VDOT specifications and guidelines promote contemporaneous analysis of the schedule for time-related issues on a project to determine the effects of a change or delay.

VDOT does not "automatically" extend the Contract time when an excusable delay occurs.  

However, the Department will consider the Contractor request for time extension when the Engineer approves a change in the Work or an excusable delay occurs.

The Contractor must submit a request for time extension and must provide a Schedule Impact Analysis to substantiate the request.

The Engineer will evaluate the Contractor's request to determine:
1) If a change has occurred in accordance with the Contract;

2) Entitlement; and

3) Magnitude of impact. 



VDOT
Sticky Note
Working.

VDOT
Sticky Note
VDOT scheduling specifications and guidelines require that a WBS be used to breakdown the Work into manageable parts. A WBS is also required to organize and summarize the activities in a hierarchical format.

Activity codes are also required to filter, group, and sort activities by category. This is necessary to facilitate use and analysis of the schedule.

For reference, see the Detail Requirements section of the Progress Schedule specifications and Section IV of the VDOT Post-award Scheduling Guide.
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representative should have access to an experienced, field-knowledgeable mentor (Superintendent, 

Project Manager, etc.) who will assist him/her in properly updating the schedule with the 

appropriate dates and logic revisions. 

 

27. When the Owner establishes the initial contract time, he/she should be held to the same standard 

of proficiency as the Contractor.  Rather than looking at the overall quantities and saying “that 

should take this long,” the Owner or the Owner’s representative should completely account for 

phasing, the “as-final-designed” impact of construction phasing on utility installations, utility 

relocations by others beyond the control of the contractor, sequencing of any utilities to be 

installed by the contractor, weather allowances if not granted on an as-incurred basis, etc.  

 

 

ARTBA Contacts: 

 

Senior Vice President Rich Juliano – (202) 289-4434, rjuliano@artba.org 

 

Contract Administration Committee Chairman Ed Nyland, Nyland Construction Consulting –  

(732) 598-5253, ednyland@yahoo.com 

   

 

As of 8/12 
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VDOT
Sticky Note
VDOT continues to provide training on project scheduling to field personnel to improve scheduling proficiency. Also, District and CEI Consultant Schedulers generally work with VDOT field personnel to review/analyze contractor schedules.

VDOT
Sticky Note
Contract Time Determination (CTD) schedules are developed for setting Contract time limits for all projects. 

The CTD schedules are developed to the same level of standard expected of the Contractor based on the Contract Documents available at time of bid. Known and foreseeable constraints including weather are considered.

For references, see the VDOT Contract Time Determination Guidelines available online on the VDOT Construction Scheduling web site.




