
Executive Seminar Series:
Keeping Your Project on Schedule with

Spectrum™ Construction Software.

ROAD MAP FOR INTEGRATING OPERATIONS
 AND ACCOUNTING WITH SPECTRUM™

10 Critical

Processes

1
Change Orders:
Make sure you are
getting all the revenue 
you deserve! 

2
Billing: Improve your
cash flow – avoid
missed change order
billings.

3
Budgeting: Job
costing is almost
useless without an
accurate baseline.

4
Committed Costs:
Know what you have
already purchased and
what cash is going out.

5
Invoice Routing: Cut
overhead costs, and
improve accuracy of
costing.

6
Indirect Costs: Know
the true cost of your
labor and equipment.

7
Projections: You can
not have accurate
financials without
accurate projections! 

8
Detailed Financials:
Know how much every
part of your company
is making (or losing).

9
Business Planning:
With accurate financial
and job cost data
create realistic plans.

10
Feedback: Create
feedback mechanisms
to automatically keep
business on track.
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“Execution is a systematic process of rigorously discussing 
hows and whats, tenaciously following through, and ensuring 

accountability.” — Larry Bossidy & Ram Charan / Execution: The Discipline of Getting Things Done 

All projects start with a schedule – 
or at least some basic milestone 
dates. 

This is the simple, “high-level” 
strategic part.  Keeping the project 
on that schedule, hitting each and 
every milestone is the hard part.  It 
involves the systematic use of 
weekly and daily processes that we 
will explore in detail.   
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The System Overview 
The overall system for keeping a 
project on track is very, very simple.   

It involves two weekly activities 
followed by two daily activities.  The 
flowchart shows the relationship 
between these activities and the 
overall project schedule.   

For the purposes of this training 
module, we are not going to focus on 
the creation of the overall project CPM 
schedule.  There are thousands of 
detailed training courses focused on 
the creation of CPM schedules with 
hundreds, or even thousands, of little 
colored bars all linked together.  
These schedules provide a 
framework, but do not guarantee 
completion.   

Our focus is going to be much more 
tactical.  It will be about the grinding 
details that separate the best 
performers from the rest.   

What we are going to describe is a 
systematic approach that all the best 
performers use naturally in one form 
or another.  

By turning this into a system, it can be 
structured, trained, and monitored.  
This will serve to slightly enhance the 
performance of your best players, 
while significantly improving the performance of your new and growing team members.   
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Why Do So Many Projects Get Off-Track? 

If the process is so simple, then why do so many projects run into problems?  
Primarily it is because there is a big focus in schools and training on general 
scheduling or at the business level, what is called “strategy.”   

Businesses and projects would be far better off if there were years spent 
teaching the discipline that J.P. Morgan paid $25,000 for… 

A man approached JP Morgan, held up an envelope, and said, “Sir, in my hand I hold a 
GUARANTEED FORMULA FOR SUCCESS, which I will gladly sell you for $25,000.” 

“Sir,” JP Morgan replied, “I do not know what is in the envelope, however if you show me, and I 
like it, I give you my word as a gentleman that I will pay you what you ask.” 

The man agreed to the terms, and handed over the envelope.  JP Morgan opened it, and 
extracted a single sheet of paper.  He gave it one look, a mere glance, then handed the piece of 
paper back to the gent. 

And paid him the agreed-upon $25,000 … 

1. Every morning, write a list of the things that 
need to be done that day. 

2. Do them! 

 
              Source: Hugh MacLeod/tompeters.com/NPR 

If success is that simple, then why aren’t more people good at it?  To put it simply  
 

SUCCESS is 95% BORING DETAILS! 
It would be very hard to have a college class charging large fees to teach you 
how to manage the details.  It is far flashier to make a course, give a speech, or 
write a book about big picture, strategic issues.  Don’t fall into that trap.  Pay 
attention to the details and I guarantee you will improve the performance of your 
projects.   
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The Process of Communication, Feedback and Detail Management 

  

 CPM Schedule:  The Critical Path Method (CPM) schedule or general project milestones 
are where the entire process begins.   

 3-Week Schedule:  Taking a look at the activities and milestones shown on the CPM 
schedule over a three week period, you should break these activities down into details, 
making note of specific responsibilities, manpower needs, and other details.   

 Weekly Production Meeting:  Meet with the entire project team to review the 3-Week 
schedule, make any adjustments, and get everyone to agree to deliverables. 

 Walk The Job:  Every day walk the job with a notepad making notes of every little detail 
you can think of that is needed to meet or beat the 3-week schedule.   

 Project Action Item List:  Consolidate your scribbled notes into one detailed list with 
responsibilities and a notes column.  From this make material lists, equipment lists, make 
installation detail drawings that are missing, etc.  Distribute this list and information to 
everyone on the project.  Get their feedback on the list daily.   

 Daily Job Journal:  Summarize the key things that got done and, more importantly, 
those that did not, why they did not, what impacted you, how you will get back on track, 
etc.   

 Start Over:  This is where the process usually breaks down.  Everyone can get off to a 
good start, but then the challenges of the project seem to take over and one day gets 
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missed, then two, then a 3-week schedule is not updated, then the project gets off track.  
It starts with missing one day – DO NOT MISS A DAY – EVER! 

The CPM Project Schedule 

The details of creating a project schedule using the Critical Path Method is 
beyond the scope of this training.  There is another training module that is part of 
this series called Schedule Management with more details on creating and 
updating the CPM schedule.  In addition, there are dozens of books you can buy 
and classes you can take that are all related to building a schedule.   

What is important to know is how to read through the schedule and pick out 
activities that are critical for your work.   

Activities shown with red bars fall on the “Critical Path” for the project they 
need to be started and finished on time, or else the project completion will 
be delayed.   

It is also important to look at the project schedule and pull out start dates for all 
activities that require long lead-time materials or equipment.  With the start dates, 
work your way backwards adding in submittal time, lead (fabrication) time, 
shipping time, and staging time.  Make sure you manage the heck out of this list.   

Make sure there is enough “slack” in your delivery schedule just in case 
something shows up damaged or incorrect.  Being able to place blame on a 
subcontractor or vendor will not recover all the costs associated with delaying the 
project.   

 

The 3-Week Schedule 

Once construction on the project starts, there are literally thousands of little 
changes that the Superintendent manages each and every week.  These little 
changes are not reflected on the overall project schedule unless it becomes 
apparent that there is a significant difference between what the schedule says 
and what is actually happening in the field.   
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The 3-Week schedule is a planning tool the Foreman or Superintendent uses on-
site to plan out the details of the next few weeks worth of work in more detail than 
the project schedule, including manpower levels, work area details, and even 
task-specific information.   

The 3-Week schedule is a key part of the discussions during the weekly 
production meetings and is designed to be simple for everyone on the project to 
understand clearly  what needs to be done in the next few weeks – e.g. the 
plumbing contractor knows that he will need two plumbers on-site starting 
Tuesday to work on the upstairs master bathroom. 

What Is Good / Bad About This 3-Week Schedule? 
 

 

 Details:  Each activity from the project CPM schedule should be broken down into 
smaller activities.   
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o The schedule above is good for showing some of those details, such as 
“Sidewalk Crossings,” but is poor because of the generalities around “Branch 
Rough 1st Floor.”  This activity should have been broken down into smaller 
details, no more than about 160 man hours in length, so it can be managed.      

o Smaller chunks are easier to manage. It is easy to tell if you are 50% complete 
with a four day task.  It is much harder to tell if you are 50% complete with a five 
week task.   

o Think about breaking larger activities down into geographic areas on the project.   

 Responsibilities:  The schedule above is good, but it is also lacking in a responsibilities 
column.  It is important to be clear in who is responsible for completing the task.  That is 
how you will drive accountability.   

 Manpower:  Make note of how many people should be assigned to each task.  This is 
important to see if it is realistic.  You will not be able to go from a six person crew to a 
sixteen person crew to meet the CPM schedule.  It is in the process of putting the 
manpower details down that you will really see if there is “truth” in the CPM schedule.    
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A 3-Week Schedule Template 

 

A 3-Week Schedule like the one shown above is available online at: 

http://www.dbrownmanagement.com/resources_excel.htm  

Group Activity:  Your 3-Week Schedule 

Use the blank schedules attached to make a 3-week schedule for your project.  
Then pass it to a person from across the room for them to critique.   
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The Weekly Production Meeting 

The Weekly Production Meeting is the most important communication tool the 
Foreman, Superintendent, and Project Manager can use to keep the project on 
track and to make sure everyone is notified of changes.   

This is the communication part of the process.  It is also important to keep track 
of the notes from those meetings.  These, along with the Daily Job Journals, 
provide a large part of the historical record on the project.   



 

 

 

 

 

 

 

 

Keeping your project on schedule with Spectrum™ Construction Software 
 

WWW.DEXTERCHANEY.COM 
800-875-1400 

 

 

11 

 

Meetings can be a huge waste of time or enormously productive.  A big factor in 
making this difference is a productive agenda followed up by good notes with 
action items.   
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Most projects have weekly meetings hosted by either the customer or general 
contractor.  It is your responsibility to make sure that issues that affect your 
company are brought up and given proper attention.   

Remember that the meeting agenda and notes will become part of the project 
record.  Make sure that they accurately reflect issues brought up in the meeting 
and commitments made; especially those issues that can help or impact your 
work.   

If you are a subcontractor AND the prime contractor is not holding weekly 
meetings, then you need to take a leadership role and make sure that at least the 
activities related to your work are discussed with your team and the other 
subcontractors.   

Do not use this as an excuse to throw your hands up and blame the poor 
project performance on someone else.   

In the end, it is your money and your project, regardless of how organized or 
disorganized your customer or the other subcontractors are.  

The Project Action-Item List 

The Project Action Items (PAI) list provides much more detailed information 
about what needs to be done and what got done on the project.  The bullet points 
below describe how I personally use this form: 

 Job Walks:  With the primary tool being a yellow legal pad, clipboard, and pen I walk the 
job thoroughly, noting every detail I can think of by room / area.  I determine the 
frequency by walking the job approximately every 200 man hours.   

 Make the List:  If your handwriting is neat (or neat enough), you can simply assign some 
names to the list, make photocopies and distribute to your team to execute.  Personally, 
my handwriting is horrible, so I transfer the list into Excel and, while I’m doing that, I think 
about who on the crew is best suited to do the work, what things may be holding the work 
up, when the work should be done, etc.  This process is the most valuable to me because 
it makes me think in detail about the job, production, etc.   

 Distribute the List:  As soon as it is done I pass out copies of the entire list in the 
morning to the crew.  What I’ve observed is that even average performers pick up their 
production when they have a detailed to-do list in front of them.   
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 Get Feedback:  Along with list, I always pass out highlighters and blue pens.  I ask for 
the lists back in a day or two with activities that are completed highlighted off, and 
activities that can’t be completed for some reason noted in blue pen.   

 Documentation:  I file all these in a binder sequentially.  If there was ever a question 
about what got done, by who, what specifically impacted them (sheetrock not being on 
the wall, etc.), then this binder will have that information.   

 Start-Over:  With the binder in-hand, I get all the notes and such into a new list, re-walk 
the job with the yellow legal pad, and start the process all over.   

 

Sounds like a paperwork burden?  Once you get the process down, you will 
spend about an hour per day on it.  I GUARANTEE you will increase your 
productivity by far more than that if you follow this process.   

One closing note on the Project Action Item list – be VERY, VERY detailed.  
Think about every time someone calls you on the radio or stands at your office 
door asking a question.  What are the questions?   

Where material is at?  How to get in touch with someone?  How exactly did you 
want to install it?   



 

 

 

 

 

 

 

Keeping your project on schedule with Spectrum™ Construction Software 
 

WWW.DEXTERCHANEY.COM 
800-875-1400 

 

 

14 

Try to answer as many of these questions preemptively when you are writing up 
the Project Action Item list.  Include phone numbers, material locations, and 
installation details.   

Make notes of what questions you get asked the next day.  Improve your list the 
next day.  Soon you will have more time to actually run the project and do really 
important things.   

A Project Action Items Template 

 

A Project Action Items list like the one shown above is available online at: 

http://www.dbrownmanagement.com/resources_excel.htm  

This can be done by hand, but it is also a very critical tool for helping roll-out computers into the 
field.  These action-item lists were the first things I used a computer for, and they helped improve 
my computer skills and the success of my projects.   
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Group Activity:  Your Project Action Item List 

Use the blank lists attached to make a detailed list for your project.  Then pass it 
to a person from across the room for them to critique.   

 

Daily Job Journal 

This is probably the most 
commonly talked about 
piece of documentation 
you are responsible for as 
a manager in construction.  
It usually takes the form of 
a bound book, though 
recent changes in 
technology have made 
some contractors switch to 
electronic versions.   

At the end of a job, this 
document should be the 
primary tool used to 
generate a timeline of the 
project milestones and 
impacts from your 
company’s point-of-view.  



 

 

 

 

 

 

 

Keeping your project on schedule with Spectrum™ Construction Software 
 

WWW.DEXTERCHANEY.COM 
800-875-1400 

 

 

16 

Where Spectrum Helps 
Software will NEVER take the place of these simple best practices, such as 
walking the job daily, making action item lists, and planning the job a few weeks 
in advance.  Many of these tools are still best suited to be done with pencil, 
paper, and the collective brainpower of the foreman, superintendent, project 
manager, and crew.  What software is VERY good at  is standardizing and 
tracking workflow processes.   

Improving company performance levels IS NOT about improving the 
performance of top performers.  It is about creating processes and systems 
that can help narrow the gap between the top performers and worst 
performers.   

 

Most people do not think of the work they do in terms of a process with a series 
of individual, discrete steps.  Star performers always have their own systems that 
are working well, even if they cannot articulate them as a process.   

When a different system is presented, it is usually reviewed by the top 
performers, and their reaction is typically negative because it does not have all 
the features or flexibility they are used to.  Unfortunately, many standardized 
project management system implementations have failed because of this very 
thought process.   
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Overall, a company is better off if their top performers suffer a slight loss of 
productivity by going to a standardized system, because the 
standardization will significantly improve the performance of everyone else 
on the team.   

 
The biggest benefit a company will find when using a standardized system like 
Spectrum is that the workflow processes that the top performers use can be 
clearly measured.   

“People don’t do what you expect – they do what you INSPECT.”   
– Lou Gerstner, ex-CEO of IBM 

A simple example of this 
is shown at right to 
verify if people are filling 
out Daily Logs and 
having weekly 
Production / Safety 
meetings.  The report 
simply looks at each job 
and the hours worked 
each day during the 
week.   

The quality control logic is simple:  (1) If there were man hours on the job for the 
day, then a Daily Log should have been filled out.  (2) If there were man hours for 
the week, then there probably should have been a Safety and Production 
meeting.   

The report is simple enough – RED = BAD!  Fix it!  Reports like this should be 
built for all critical processes.  For some processes, it only takes a few weeks of 
monitoring before everyone gets into a habit. At this point,  the verification 
process can be used only for spot checking.  Shown at right is a  
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Logging Information into Spectrum 

There is no single right answer to where and how to log this information into 
Spectrum.  Below are some suggestions.  Take notes to the right to see what 
might fit best within your current workflow processes.   

1. Project CPM Schedules:  Having a starting CPM schedule, and keeping it updated, is 
critical. This holds true not only for the success of the project, but also for documenting 
any delay or impacted productivity claims.  Whether you are generating the schedule 
yourself, or whether your customer is providing the updates, these should be logged 
under Custom Issues.   

a. You can set up a category called ‘SCH – PROJECT’ and store either a scan of 
the schedule or attach the schedule file.   

b. Log by date and make quick notes.  Should the schedule be used as the basis of 
a claim or change order, it can easily be attached to the Change Request. 
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c. With the CPM schedules and updates logged into a central system, it is easy to 
run a report to see which PM’s are and are not  

 

 

2. Three Week Schedules:  Making sure that these are done on a weekly basis is huge.  
Often, the 3 week schedules are more useful in demonstrating the workflow on the 
project and impacts to production.  Again, these are logged easily using Custom Issues 
and a category of ‘SCH – 3 WEEK’ similar to the project CPM schedules.  They can 
easily be tied to Change Requests for things like minor acceleration, stacking of trades, 
overtime, etc.   

a. If the 3 Week Schedules are done electronically in Excel or Word, they can be 
attached directly to the record.  If a paper form is used in the field, then they can 
be routed back to the office, logged and scanned. 

b. Using a verification report similar to the one shown above, you can monitor the 
critical weekly documentation and meetings.  Just making sure that everyone is 
filling out 3-Week schedules on a regular basis will improve performance.   
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c. By using the automatic Inbox Default feature in Project Management, you can 
have copies of Custom Issues automatically routed to the entire management 
team.  Because it is electronic, it is very easy to quickly review.  Senior 
management can now work on coaching and training to improve the overall 
scheduling capabilities of the organization.   

 

 

 

Automatically Sent To A User’s Inbox 
Based On Project Defaults 
 
Shows Up When Logging Into Spectrum.  
See Next Page. 
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3. Project Action Items / Punch Lists:  Like 3-Week Schedules, these can also be logged 
under Custom Issues for easy management and linking to Change Requests.     

4. Daily Logs:  Spectrum has a feature that allows for direct entry of daily logs as shown 
below.  If logs are done in the field, they can still be scanned and stored using the 
Spectrum system, allowing for monitoring company-wide and easy distribution to the 
project management team, using the Inbox feature as described above.       
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5. Meetings:  If project meetings are held by others, or if you have a particular format that 
you like, then they can easily be logged using Custom Issues and a series of categories 
for different types of meetings.     

If you are doing the meetings yourself, or want to track action items in detail, you can use 
Spectrum’s meeting feature as shown below.   



 

 

 

 

 

 

 

 

Keeping your project on schedule with Spectrum™ Construction Software 
 

WWW.DEXTERCHANEY.COM 
800-875-1400 

 

 

23 

 



 

 

 

 

 

 

 

Keeping your project on schedule with Spectrum™ Construction Software 
 

WWW.DEXTERCHANEY.COM 
800-875-1400 

 

 

24 

Summary 
That’s it – nothing more, nothing less.  It is a very simple process, but most 
people do not have the discipline to do it each and every day.   

The critical part is the daily list and the daily follow-up.  Watch the best people 
you know and they will do this in some form, even if they never write anything 
down.   

The secret to success is building the system, training everyone, and then 
following up with everyone relentlessly to make sure they are following the 
system.   

You will have push-back.  This seems like a lot of paperwork and, without seeing 
the results, it can seem like too much.  Try it on all your projects for a couple of 
months, constantly refining the system, and watch your results.   

 

Spectrum® Construction Software has a variety of modules designed to help manage projects and 
operations more efficiently that tie directly into the accounting system.  Dexter+Chaney provides 
training and consulting services to help integrate these modules into your company’s processes, 
providing a total management solution.  Call your account representative for more details.   

 

D. Brown Management provides a wide range of services to help improve Project Management 
processes.  These range from customized training programs to specific process documentation 
for your company.  Learn more at: 

www.dbrownmanagement.com   

Contact:  David Brown 
david@dbrownmanagement.com 
(916) 716-1696  PH   |   (916) 244-0413  FAX  
 
 



 

9700 Lake City Way NE Seattle, Washington 98115
Sales 800-875-1400  Support 800-352-8939  Fax 206-367-9613

www.dexterchaney.com

Copyright © Dexter & Chaney, Inc. All rights reserved.

Connecting the dots.
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