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Planners are frequently required to review and accept or reject project schedules on behalf of our clients. Contracts often provide limited detail on what makes for an acceptable schedule, so this document is designed to provide some additional guidance on the matter. 
 
[bookmark: _Toc393799997]Check the contract
Though many contracts provide limited detail on what must be provided in an acceptable schedule, some requirements are often included. Check the contract thoroughly to ensure you have captured all such requirements.
Some typical requirements which may be found in the contract are:
· A clear critical path (NB: if such a requirement exists, this by extension also requires a fully logic-linked programme since critical path cannot be calculated without it)
· Use of a specified WBS
· Use of a specified planning software package
· Includes periods for review
· Clearly defined sequence and timings of inspection and test activities
· Includes access dates and any other client deliverables
· Shows float and/or late dates for all activities
· Specified activity weighting regime for payment purposes
Additionally, the contract will often include clauses which constrain the schedule in some way. These constraints need to be accurately reflected in the schedule, and can be found throughout the various sections of the contract. As such, it is important to read the contract thoroughly to make sure you capture all such constraints.
Examples of schedule constraints which might be present include:
· Limitations on site working hours
· Periods for client review / approval of design deliverables
· Periods for client review / approval of procurement proposals
· Delivery dates and/or lead-times for free-issue items
· Dates for provision of utility services 
· Periods and notice periods for client off-site and on-site tests & inspections
· Required sectional completion or key dates.
· Access dates for various parts of the site
· Access calendars for specific parts of the works (e.g. night possessions of railway track,  shutdown of drainage pumping station only during low-flow summer months)
[bookmark: _Toc393799998]Define your tests and pass/fail criteria
Your test criteria should obviously include any requirements of the contract identified in step 1 above. Other than that, what constitutes an acceptable schedule is very much open to interpretation. Below is a list of what should be considered mandatory requirements of an acceptable schedule in most circumstances:
1) Does the schedule cover the entire scope of the project?
2) Does the schedule reflect all contractual constraints (see above)?
3) Does the schedule reflect all local legal requirements / conditions (town planning laws, environmental permits, etc.)?
4) Does the schedule comply with HSE requirements (e.g. overhead working)?
5) Does the schedule go into enough detail (i.e. sufficient detail to justify/defend an EOT claim, sufficient detail to monitor progress on a daily / weekly / monthly basis)?
6) Are the activity names sufficient to describe the work involved?
7) Are the durations reasonable?
8) Are all activities logically linked?
9) Is the use of any non-FS type relationships justified?
10) Is the use of any relationship lags justified?
11) Is the use of any constraints justified?
12) Have appropriate calendars been used?
13) Is the critical path sensible?
14) Have all client and other external deliverables been included?
15) Do the start, completion and other key dates align with the contract?
16) Is there any negative float?
Examples of other tests which may be appropriate, depending on circumstances are:
1) Is the sequence of work efficient and practicable?
1) Is the schedule resource-loaded?
2) Is the schedule front-loaded to give a false impression of progress early on?
3) Is the schedule suitable for EVM?
4) Is there any time risk allowance / buffer / terminal float? Should there be?
5) Are there any obvious resource constraints (e.g. 6 cranes required when only 3 available)?
6) Are there any obvious space constraints (e.g. civils work blocking access for mech install)?

When defining the appropriate pass/fail criteria for the above tests, consider the following:
1) The contractor is not necessarily obliged to follow best practise in schedule development. You will generally be testing vs. minimal acceptable standards.
2) It is not within your remit to tell the contractor how to plan their own works. Your remit is to ensure the schedule submitted is fit for purpose.
Once you have defined your tests and criteria, you should document them and agree with your client. Then, issue them to the contractor before they are due to submit their schedule to you, so they have advance warning of what you are expecting from them. Also request that the contract submits their schedule in native file format (e.g. Primavera xer file), rather than pdf. –Many of the above tests cannot easily be performed with just a pdf. 

[bookmark: _Toc393799999]Review the schedule & discuss
When reviewing the schedule against your testing plan, bear in mind the following:
1) Be thorough. –It is poor form (and potentially claimable) to reject a schedule due to a fault which existed in a previously approved version of the same schedule.
2) Be consistent. –Applying different tests, or the same tests with different pass/fail criteria to different schedules on the same project / programme is unprofessional
3) Be methodical –Reviewing a large and complex schedule can be very complicated, and it is easy to get lost in the detail. Go through each test in order; document your findings as you go, note any activity IDs, calendars, etc. relevant to your findings. 
Once you have completed your review, it is good practise to discuss with the contractor and go through your concerns before formally accepting / rejecting the schedule. 
It is entirely possible that they will be able to alleviate many of your concerns through (minuted) discussion, which can minimise some of the bureaucracy involved in rejections and resubmission, and get the schedule accepted quicker –which is to the benefit of both parties.
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Depending on the contract, your options at this stage will typically include some but not all of the following:
1) Accept the schedule. –This is merely an agreement that the schedule is compliant.
2) Approve the schedule –This term can carry more weight than accept. It can have contractual / legal implications, hence only use this term if the contract specifies it.
3) Approve/accept the schedule with comments. -When including comments, clearly differentiate between comments which must be complied with (though no need to resubmit), and those which are advisory only
4) Reject the schedule. -When rejecting, be sure to include a detailed narrative as to the reasons for rejecting, and ensure these reasons are exhaustive and compliant with the contract.
Because of the potential contractual implications associated, when you are accepting / approving a schedule consider including a disclaimer along the lines of:
“The acceptance / approval of the schedule should be deemed as agreement that it complies with contractual requirements and minimal acceptable standards. This does not absolve the contractor of his responsibility for any errors within this schedule. If at some future time any errors are found in this schedule which could affect evaluation of time impact events, the Owner reserves the right to reject the analysis until such errors are corrected.”


[bookmark: _Toc393800001]Reviewing a schedule update
Steps 1-4 above cover reviewing a new schedule, typically the initial baseline schedule submitted within 2-6 weeks of contract award.
Reviewing a schedule update is a different process, which primarily looks at what has changed since the last update. Typically, this will focus on two areas: Reviewing project performance, and quality control of the schedule:
The output of the project performance review should be in the form of a report to the client, which should cover as a minimum:
1) Progress achieved in the reporting period
2) Any key milestones claimed
3) Changes to forecast dates for key milestones (inc. sectional completions and project completion)
4) Narrative of the critical path
5) Key risks to timely completion of the schedule (near-critical activities, those that are burning through float at a high rate, etc.)
6) Client deliverables achieved / missed / upcoming
The quality control review looks at similar areas to an initial schedule review, covered in sections 1-4 above. Output would again be acceptance/approval/rejection of the programme. The purpose of this review is to a) ensure the quality of the schedule is maintained throughout each update and b) stop the contractor from manipulating the schedule to help with claims and/or hide bad news. Things to look at would include:
1) Changes to activity durations
2) Changes to activity descriptions
3) Changes to activity IDs
4) Changes to calendars
5) Changes in work sequence
6) Changes to critical path
7) Changes to historical actual data
8) Activity additions / deletions
9) Changes to logic (notably FS replaced with SS or FF + lag, use of negative lag)
10) Out of sequence working
11) Correct incorporation of change orders / variations / CEs
[bookmark: _GoBack]Again, the above are not necessarily reason to reject, but do require justification. If the contractor is required to provide a narrative with each schedule update justifying any changes, this can make the schedule review process much smoother.
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