
Control your project’s plans and schedules 

BY DR.  P.  K.  JOY 

DESPITE THE ABSORPTION OF ALL THE LATEST KNOWLEDGE INTO PROJECT 

management and construction techniques, huge time and cost overruns do continue to 

plague mega construction projects the world over, with corresponding retardation in 

development programs.  This menace calls for urgent attention of leaders in the 

construction industry as well as project owners. 

Solution: The only solution to the problem lies in the practice of continuous checking, 

correcting and controlling (3Cs) of project plans and schedules. 

Project plans and schedules are prepared on the basis of assumptions, estimates, standards 

and experiences.  When practically applied, and with the passage of time and events, these 

bases may be found varying for project-specific causes or good reasons. Such variances 

unless identified early and reversed or corrected timely, will affect the project’s time and 

cost. Unfortunately, variances in most cases are found to be adverse rather than favorable, 

besetting the project with overruns and failures.  So, for avoiding failures, plans and 

schedules have got to be kept under continuous checking for timely reversal and 

corrections of variances, or revisions if called for.     

 All components of plans and schedules that show a tendency of variation have to be 

subjected to the process of 3Cs. It should be done in a structured manner, done at three or 

four levels of the project organization. The best level-related structuring could be thus:  

(1) Site Operating Level/Levels –- at daily interval -- to deal with daily variances in 
resources inputs and work output targets; 

(2) Site Management Committee Level – at weekly intervals -- to deal with variances in 
the components of plans and schedules that are measured, targeted or allocated at 
weekly intervals, including target achievements and work breakdown, organization 
breakdown and budget breakdown structures and the integrated functioning of ‘all 
agencies’ plans & schedules ; and 

(3) Top Management Level – either at monthly intervals, or at the lapse of every five 
percent of the total project time and budgeted cost, whichever is the shorter, to deal 
with all the first level plans, schedules and milestones, to take note of corrective 
actions and time-crashing done, and to approve of major revisions in plans and 
schedules. 



  

Corrections and revisions: Correction is the method of adding the quantity of adverse 

performance variance of a day or period to the next day’s /period’s target for accelerated 

execution through time-crashing measures, with or without cost adjustments or overall 

budget leveling off.  Correction is possible only in items or components that can be 

controlled within the overall approved time schedule and cost budget given to the site 

management. Other variances resulting from major deviations of site conditions and/or 

fundamental mistakes in assumptions or estimates have to be brought up for revision by 

management as soon as they are identified. Revisions will result in addendums or revised 

plans and schedules. If you wish to stick to the original time schedule despite enlargement 

in quantities, in many cases it may be possible with extra time-crashing cost, if such cost is 

justifiable in the overall cost-benefit consideration. 

All-agencies’ integrated plans and schedule.  For your project’s success, it will be 

absolutely necessary to integrate into your plans and schedules the plans and schedules of 

all your vendors and contractors, including those of the sub-vendors and sub-contractors. 

The exhibit diagrammatically explains the method of integrated all-agencies’ planning and 

scheduling.  

 However, you should remember that systems and methods are only tools, and they 

cannot replace your own commitment to success and assiduous efforts to fulfill targets.      
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