SIMPLISTIC PLANNING/PROGRAMME/PROGRESS MONITORING PROTOCOL ON THE EMERGENCY CARE CENTRE CONTRACT ADOPTING NEC3
Detailed Issues Addressing the above
1. Software of Choice
2. Programme Content & Management 

3. Operational Programme Suite Requirement and Content
4. Progress Reporting Protocol 
1 – Software of Choice
Currently, Asta Powerproject is the software of choice used by Robertson Construction. Smaller projects can use CS Project, but due to its limited power, any programme requiring more sophisticated project management interrogation will require Powerproject. Any individual has the facility to open any Powerproject file without the requirement for purchasing the Powerproject software. This is done using Asta Project Viewer. This freely available software can be downloaded from Asta (Google “Asta Project Viewer”). It allows viewing and printing of the Powerproject files, but not any data manipulation. 
2 – Programme Content & Management

Under NEC3, the “Accepted Programme” is the only programme which is recognised. It should contain all processes and activities from design and procurement; construction delivery. The programme is the tool for progress reporting to the client, and for demonstrating any time implications of Compensation Events (or variations under other contract forms). It is crucial for progress monitoring, time risk management, and project management actions for time recovery, or exploitation of opportunities. However, irrespective of the type of contract, each programme should consist of, and include, the following as a minimum in order to be able to achieve the level of project management control:-

a) Tasks should be tightly logic linked sufficiently to identify criticality and float. This cannot be readily achieved using only front end linkage. Therefore, back end linkage is required to identify float.

b) Resourced with, as a minimum, the labour required, and major plant (See f) below). Powerproject has the ability to model resource “effort” which automatically changes resource demand requirement as tasks change durations during progess monitoring and/or programme revisions. This shows immediate response to “what-if” scenarios.
c) Time Risk Allowances. These are bars or tasks which are introduced to provide time provision for activities which cater for contractor’s risk management. They can also be used to force programmes forward to act as a virtual target programme creator.
d) Identify Start/Access Key dates, Section or Completion Dates,

e) Non-Working Holiday Periods

f) Major plant on/off dates (as identified within the project preliminaries or oncost book)

3 – Operational Programme Suite Requirement and Content

The following programmes are generally required:-
a) Stage and Target Programmes – The NEC3 philosophy dictates that this requirement, often generated under JCT contracts is relatively redundant. See c). However, Senior Management often require Target Programmes for projects contracted under the likes of JCT. See b)
b) Target Programmes – The major failing of Target Programmes is that they are produced too late. Often the design team buy-in, information release schedules, subcontractor procurement schedules, and even subcontracts are placed using the Contract or Master Programme data. Once this has been progressed, it is difficult to manage a programme showing earlier start dates which are usually required on Target Programmes showing earlier Completion Dates. Therefore, the strategy for development of any Target Programme should be discussed with the operational, and Senior Management teams prior to issue of the Contract Programme. Once identified, the Target Programme should contain all elements as described above in 2. It follows that the procurement route should be initiated by the Target rather than the Contract Programme.
c) Operational Programming - NEC requires us to demonstrate our plan in the Accepted Programme, and revise/supplement as works proceed/progress, and as more detail becomes available. There are significant disadvantages of “planning offline” or use of “parallel” programmes which are not embedded into the Accepted Programme. This can compromise our entitlements particularly in Compensation Events. 
d) Subcontractor Programmes – Under NEC3 most, if not all subcontractors will be signed up to NEC3 form of contract. It is essential that subcontractors provide programmes complete with the level of detail that the contract requires. This is specifically set out in the NEC3 subcontract and includes programmes provided complete with logic linkage, resources, provision of the Time Risk Allowances, float etc. As with the main contract, the subcontractor programmes are required to be continually updated with progress and any sequence changes etc. embedded within the Accepted Programme. These are important factors which can play a significant role in their claims within Compensation Events. 
e) 4 Weekly Short Term Programmes – Produced by the site team on a rolling basis.
f) Services Programmes – Stand alone service programmes should be avoided. Development of the services content should be integrated within the programme of works to identify sequential dependency within the building works, and track progress impact on following trades.
g) Handover Programmes - To be compiled at the half way stage of a project and to highlight such items as the deliverables, documentation and third party certification required to achieve contract completion. 
4 – Progress Reporting Protocol 
a) The Project Manager will determine which personnel from his operational team will be responsible for measurement and collation of progress data. This should ideally be the supervision management.

b) Progress data will be collated on a weekly as determined by the Project Manager and his Senior Management.

c) Data collection meetings will be held weekly. At these meetings, progress will be entered live into the programme working file by the planner with the operational team in attendance providing the data. On larger projects it has been very effective for all relevant parties to attend progress meetings and witness the data entry into the programme live on a screen or projector screen. This will initially indicate the traditional “drop-line” or “dog-tooth” type of progress typically experienced in JCT contracts. However, this is insufficient for programme and progress management without moving on to d).
d) On completion of progress data entry, the programme can be instantly re-scheduled. The programme will identify immediately on screen the float, criticality, and resource impact of the progress entered on the Completion Date(s). This is forward forecasting, and will afford the project management team the ability to make decisions and agree any re-programming strategy, utilise Time Risk Allowance, identify resource requirements, and exploit opportunity. This is only possible if the programme has been developed in line with 2. above.

e) Independent progress checks can be made by the planner at intervals determined by the Senior Operational Management
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