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Purpose 19 
This Recommended Practice [RP] is intended to provide guidance for any project that requires the 20 
planning, submitting for approval, and final delivery of material and/or equipment, prior to installation, 21 
in order to complete that project. This RP provides the following recommendations: 22 
 23 

 Defines the Stages within the Procurement Process 24 

 Recommends a Priority System to be used during the Procurement Process 25 

 Recommends a for successful submittal & review of material/equipment submittals 26 

 Recommends a process for handling Submittal Rejections & Resubmittals 27 

 Recommends a processes to track the Procurement Process within the project 28 

 Many CPM schedules containing major equipment deliveries show the critical or near-critical path as 29 
including the procurement and delivery of major equipment.  For this reason, it is essential that this process 30 
be defined, monitored, and managed correctly to prevent this process from delaying the project completion. 31 
 32 

TCM Framework 33 
TCM Framework Correlation – This Recommended Practice incorporates key planning elements defined 34 
in the TCM Framework included in the following: 35 

 Chapter 7 – Project Control Planning 36 

o 7.7 – Procurement Planning 37 

 Chapter 8 – Project Control Plan Implementation  38 

While this Recommended Practice is written with the Construction Industry in mind, it may be adapted 39 
and used with other industries requiring a similar approval process prior to final delivery of material 40 
and/or equipment. 41 
 42 

The Stages within the Procurement Process: 43 
Many projects that involve the creation of a product from a completed set of plans, specifications, and/or 44 
other contract documents must present material and equipment to the project owner or their 45 
representative for approval prior to installation of the material and/or equipment within the project. In 46 
most cases, the material and/or equipment cannot be ordered, purchased, or fabricated prior to the 47 
owner’s representative granting approval that the material and/or equipment conforms to the contract 48 
documents.  49 

 50 
The Procurement Process can be broken down to the following elements: 51 

 52 
1. The Specification Process: 53 

a. Identify Need 54 
b. Research & Identification of Equipment and/or Material 55 
c. Specify Equipment and/or Material 56 
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i. Specify Manufacturer, Vendor, or Equivalent Information   57 
2. The Submittal Process: 58 

a. Submittal Preparation & Submit for Approval 59 
b. Review & Approval of Submittals 60 
c. Re-Submittals if required 61 
d. Deferred Approval by the Permitting Agency 62 

3. Ordering, Fabrication, and Obtaining Material & Equipment: 63 
a. Order & Confirm Approval 64 
b. Fabrication 65 
c. Factory Acceptance Testing (FAT) 66 

4. Shipping & Delivery: 67 
a. Packaging  68 
b. Shipping (Air, Sea, Land) 69 
c. Storage for Future Installation 70 

i. Documentation of Stored Location 71 
d. Delivery to Project Site 72 

5. Quality Assurance & Control: 73 
a. Quality Assurance & Quality Control may be required during the Fabrication, Delivery, and 74 

Installation phases, during and after the Procurement Process, to ensure that what was 75 
designed, submitted, and approved is what is being installed.  76 

b. Manufacturer’s representative for installation oversight, testing, commissioning, and 77 
training. 78 

 79 

The Submittal Process: 80 
The Submittal Process is the process where the contracted party provides detailed information to the 81 
Owner or their representative (i.e. architect, engineer, construction manager, or designer) as to required 82 
material and/or equipment to be installed as part of a project. Such detailed information is presented in 83 
order to obtain approval that the information meets the requirements of the contract documents and 84 
such approval must be obtained prior to installation of the material and/or equipment, and in most cases 85 
before the material and/or equipment can be ordered, fabricated, and delivered. 86 

 87 
The process ensures that the project is moving forward and it is the goal of tracking this process to ensure 88 
that there will be no delays in the project due to late arrival of material and/or equipment when the 89 
project is ready for their installation. 90 
 91 
It is a common practice for AIA (American Institute of Architects) and other internationally approved 92 
specifications to use terminology that is inconsistent with AACE definitions in RP 10S-90. It is 93 
recommended that the use of requesting “Critical Submittals” first will be ambiguous and 94 
counterproductive. Instead it is recommended to provide a Priority System for the submittal process that 95 
will ensure that those submittals with the highest priority be given immediate attention regardless of the 96 
process of review status of lower priority submittals.  97 
 98 
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While the exact method of distinguishing priorities is not significant, it is important to establish and define 99 
the priorities at the beginning of the project and ensure that all members of the project team are notified 100 
of these priorities. The priorities may be defined numerically (1, 2, 3, etc.), alphabetically (a, b, c…x, y, z) 101 
a combination of both, or as for this purpose the priorities are defined as High, Medium, and Low.  102 

 103 
 High: High Priority Submittals include procurement items with zero or little Total Float, 104 

making the delivery and installation a Critical or Near-Critical Activity. Other High Priority 105 

Submittals may be for procurement items needed within the early stages of the project’s 106 

execution (e.g. first 90 days of the Construction Phase). Additional High Priority items may 107 

include procurement items with extremely long lead times for fabrication and delivery 108 

that may affect the Critical Path.  109 

 Medium: Medium Priority Submittals include submittals for procurement items to be 110 

installed after the initial start of the project’s execution, but not as late as the final 111 

(finishes) stage of the project. Procurement items that have a moderate to long lead time 112 

for fabrication and delivery, but are not considered to be Critical or Near-Critical activities, 113 

may be designated as Medium. 114 

 Low: Low Priority Submittals include procurement items with their delivery activity having 115 

a high Total Float value and/or may not be required until the final stages of the project 116 

(e.g. insulation, control systems, signage & identification, or window blinds) and are not 117 

held up by long lead times for fabrication and delivery. 118 

The assignment of procurement item’s submittal priority should be identified early in the project’s 119 
planning phase, and are not always replicated from project to project. The assigned priority to a submittal 120 
may change depending on the status of the submittal and how it may affect the project schedule. If a Low 121 
or Medium submittal is delayed for one reason or another, it may be necessary to increase its priority to 122 
a higher level. Priority assignments should be reviewed and adjusted as necessary depending on their 123 
impact to the Project Schedule. 124 
 125 
Types of Submittals: 126 
The type of submittal is defined by the Contract Documents. These may include several types of submittals 127 
for each Submittal Package, or just a few. Early definition and verification of the Submittal Types is 128 
imperative in order to streamline the process and avoid overlooking vital submittals that may delay the 129 
fabrication, delivery, and installation of a material and/or equipment in the project. 130 
 131 
The Submittal Types can be divided into three categories:  132 

 Project Start: Such submittals are required either before work begins or within the first days of 133 

the project. These submittals are generally included within the General Requirements of the 134 

Contract Documents, and may include, but not limited to: 135 

o Project Personnel & Qualifications 136 

o Project Plans & Schedule 137 
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o Safety Plan & Procedures 138 

o Mobilization & Site Use Plans 139 

o Environmental & Protection Plans 140 

o Submittal Logs or Registers 141 

o Quality Control Plan & Procedures 142 

 Prior to Installation: Such submittals must be submitted and approved by the Owner’s 143 

Representative prior to the installation of the material and/or equipment within the project itself. 144 

In many cases, the material and/or equipment cannot be ordered or begin fabrication until the 145 

submittals have been approved. These type of submittals may include, but are not limited to: 146 

o Product Data 147 

o Shop Drawings 148 

o Qualifications 149 

o Certificates 150 

o Samples 151 

o Product Schedule or List of Products 152 

o LEED Submittals 153 

o Coordination Drawings (BIM) 154 

o Mock-Ups 155 

o Piping & Instrumentation Drawings (P&IDs) 156 

o Incremental Design Drawings 157 

o 3-D Design Models 158 

 After Installation: Such submittals must be provided to the Owner as part of the Project Close-159 

Out procedures. These type of submittals may include, but are not limited to: 160 

o Quality Assurance Reports 161 

o Certificates 162 

o Maintenance Manuals 163 

o Training Manuals 164 

o Test Results 165 

o Warranties and Guaranties 166 

o As-Built Records 167 

Submittal Preparation: 168 
As with all projects, there is a beginning. Each project, during the semi-controlled chaos of executing 169 
contracts and subcontracts, establishing the members of the Project Team, mobilization, and start of the 170 
actual work of the project; there is the requirement of preparation and submitting the Submittal Packages 171 
to the Owner for approval. Failing to submit for and obtain approval of initial high priority submittals at 172 
the beginning of the project can result in avoidable project delays. 173 
 174 
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High Priority submittals require preparation and submittal at the earliest opportunities. In many cases, 175 
this may only require product data that is readily available from the Supplier and may be produced quickly 176 
after request. These types of submittals may include: 177 
 178 

 Concrete Mix Designs (one submittal for each mix required) 179 

 Plumbing or Electrical piping required for underground installation 180 

 Mechanical Unit product data 181 

Other High Priority submittals may require additional time for preparation and may require multiple 182 
meetings and additional information before these submittals may be ready for review. This may include: 183 
 184 

 Structural Steel Shop Drawings 185 

 Coordination Drawings with multiple subcontractors (BIM) 186 

 Baseline Schedule 187 

 Specialty Items requiring collaboration between material or equipment suppliers 188 

There are times when submittals may require multiple sub-submittals as part as a whole Submittal 189 
Package to be complete instead of waiting for the entire package to be complete before being submitted 190 
for approval. Breaking up the Submittal Package to submit the shop drawings for steel anchor bolts and 191 
embeds may be more productive than waiting until every column and beam is detailed before submitting 192 
the entire package as a whole, and will allow for the fabrication when they are needed with the installation 193 
of foundations and walls. The Contractor and Design Team should coordinate the intent and desires of 194 
how and when submittals will be broken up, combined, submitted, and reviewed at the beginning of the 195 
process. 196 
 197 
The number of copies of each submittal is usually defined in the Contract Documents, but there should 198 
be enough copies to ensure multiple copies are distributed throughout the Project Team, including the 199 
Design Team, Quality Control, General Contractor, and Subcontractors, as well as a record copy at the 200 
project site after the submittals have been approved. Some projects require review and approval by 201 
multiple agencies simultaneously or after the design team’s review, while other project may require that 202 
all submittals be submitted electronically (using electronic data/drawings sent through computers via the 203 
internet or network) instead of making physical paper “hard copies”. The Contractor should ensure there 204 
are adequate copies for all reviewers are provided at the appropriate time, in the approved format, to 205 
ensure that there are no delays in the approval process. 206 
 207 
The process of preparing and submitting technical submittals should be completed quickly to allow the 208 
project team to work on completing the project. It is recommended that the preparation and submitting 209 
of all submittals be completed approximately within the first 25% of the project duration (e.g. 2-year 210 
project duration should have all submittals to the Owner for review within the first 6-months of the 211 
project). This will ensure that there will be no procurement issues late in the project, and the Project Team 212 
can concentrate on other management issues through the rest of the project. 213 
 214 
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 215 
Review & Approval of Submittals: 216 
The review process is an essential part of the submittal process that ensures that the materials and/or 217 
equipment to be installed in the project conform to the Project Documents and to physical constraints. 218 
This process can move quickly or slowly depending on the requirements, resources, and cooperation 219 
between the members of the Project Team.  220 
 221 
As the flow of submittals going to and from the Design Team increases, cooperation between all of the 222 
Project Teams needs to ensure they are working toward a common goal (Complete the Project) and work 223 
together in completing that goal. Communication of priorities and critical nature of submittals between 224 
all parties can contribute to a cooperative atmosphere that will assist the project team to allocate 225 
resources in a manner that best serves the overall success of the project. Adversarial contention should 226 
be avoided at all costs. 227 
 228 
The first step in the review process includes that of the Contractor reviewing all submittals from Suppliers 229 
& Subcontractors to ensure the specification requirements have been met before forwarding them to the 230 
Design Team. This step ensures that the submittals are complete, meet the requirements, and does not 231 
waste the time of the Design Team with incorrect and/or incomplete submittals. However the review of 232 
submittals that include design and/or calculations as part technical submittals are the responsibility of the 233 
Engineer of Record and not the Contractor.  234 
 235 
Early in the process, the Owner or Owner’s Representative should establish a formal submittal process, 236 
defining a single point of contact to receive all submittals. Received submittals should be entered into the 237 
procurement log for tracking and quality control purposes (the Procurement Log is defined later in this 238 
RP). 239 
 240 
Once the Design Team has received the submittals; Time is of the essence and all efforts should be made 241 
to review and return each submittal as soon as possible. Processing time for the submittal review is usually 242 
defined in the project documents. The processing time limit ensures that the review of each submittal is 243 
reviewed and returned quickly, but also allows sufficient time for the reviewer. The Design Team should 244 
ensure that enough personnel are available and to quickly distribute to the appropriate team member(s) 245 
for review.  246 
 247 
The Priority System should be observed at every step of the process with higher priority submittals 248 
reviewed and returned before those of lower priority. In some cases, depending on project conditions, it 249 
may be prudent to process high priority submittals in less time than specified in the contract documents. 250 
However, lower priority submittals should be reviewed and returned in a timely manner.  251 
 252 
There are many types of submittals that may be reviewed in minimal time, and should be returned quickly 253 
and not wait until the contractual review time has elapsed before beginning and finishing the review. 254 
While other submittals require additional time (e.g. Shop Drawings) and require careful review by an 255 
engineer, or may require review of multiple disciplines or coordination with other trades.  256 
 257 
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Regardless of the type or priority of the submittal, the project team should be working toward the 258 
common goal of completing the submittal process in a timely manner; in a way that will not delay the 259 
fabrication and delivery of the procurement items in time to be installed without impacting the project 260 
schedule. Careful steps should be made to ensure that submittals do not stack up while the processing 261 
time expires without review. Regular review of the Procurement Log in the weekly coordination meeting 262 
will reduce the number of unexpected delays in the procurement process.   263 
 264 
Once the Owner’s Representative has completed their review of the submittal, it should be returned to 265 
the Contractor properly coded to ensure the proper actions that will ensure the advancement in the 266 
Procurement Process. These codes may include the following: 267 
 268 

 Approved 269 

 Approved As Noted 270 

 Accepted  271 

 No Exceptions Taken 272 

 Make Corrections Noted 273 

 Revise And Resubmit 274 

 Rejected 275 

Re-Submittals: 276 
While it is hoped that submittals would be approved after their first review, there will be some that require 277 
corrections and resubmittal. Such rejections should be the exception, and high numbers of re-submittals 278 
required in the project may be an indication of a failure to communicate throughout the Project Team. 279 
 280 
However, there are some submittals that the Project Team can identify as historically requiring multiple 281 
resubmittals in order to obtain full approval and can plan on the additional time that may be needed 282 
before the ordering and fabrication of the procurement item may begin.  283 
 284 
When a submittal has been coded as rejected or in need of correction and re-submittal, the entire 285 
Procurement Process is halted for that particular material and/or equipment. Time is lost from the time 286 
the submittal was anticipated to be approved until the Contractor can receive the rejected submittal, 287 
process and forward to the Subcontractor, the Subcontractor to make corrections for re-submittal, then 288 
the Contractor to receive, review, and forward the corrected submittal to the Owner’s Representative for 289 
a new review, and hopefully final approval. The time lost for the rejection and resubmittal process can be 290 
devastating to the project schedule and may result in a delay of the project completion by essential 291 
material and/or equipment not being delivered to the project site on time for installation. Consider the 292 
following flow chart: 293 
 294 
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 295 
 296 
The rejection and/or request for re-submittal of any technical submittal should be discussed in a face-to-297 
face meeting with all of the parties involved, including such parties as the Subcontractor, Supplier, 298 
Detailer, and the reviewing Engineer. Such face-to-face meetings may be accomplished physically, in 299 
person, or virtually, via web-conferencing or other technology. Depending on the priority of the submittal, 300 
such a meeting should be scheduled immediately, or it may wait until the next regularly scheduled 301 
progress meeting when most of the Project Team is already together. Multiple meetings may be necessary 302 
throughout the process, and the decision to hold additional meetings should be continuously evaluated. 303 
 304 
The first process the Project Team should consider when dealing with rejected submittals, is determining 305 
whether or not the Procurement Process should be halted due to the rejection of the submittal. Normally 306 
the Contractor or Subcontractor is unable to order or begin fabrication until the submittals have been 307 
approved by the Owner’s Representative. However, there are times when the request for re-submittal is 308 
the result of a housekeeping issue, such as incomplete calculations, and all parties may agree that the 309 
designation can be changed to “Approved as Noted” and do not affect the fabrication process. 310 
 311 
Other issues to review include:  312 
 313 

 Why the submittal was rejected and what is needed for a successful re-submittal 314 

 The project schedule; when the subject material and/or equipment is required for installation, 315 

whether there is float, or slack, to the installation activity 316 

 The anticipated fabrication time 317 

 Possible back-log or demand for the same material and/or equipment from other projects before 318 

fabrication can begin 319 

 Escalation costs for materials involved in the fabrication process. 320 

The end of this Procurement Meeting should leave all parties understanding: 321 
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 322 

 What is needed to correct and reach approval of the submittal in question 323 

 Who is responsible 324 

 When the re-submittal will be completed and ready for a new review 325 

 How the project schedule will be affected and what can be done to alleviate any negative impact 326 

 Should the priority assigned to the submittal be adjusted  327 

 Can fabrication begin immediately or must it wait until the submittal is corrected and approved 328 

In many cases the time lost due to a rejected submittal can be alleviated by getting the parties together 329 
to discuss the issues and how to get back on track. If the Engineer and the Subcontractor are in 330 
disagreement over the submittal, valuable weeks can be lost, and a Low or Medium Priority submittal can 331 
turn into a High Priority with the chance of negative impact to the project schedule. A little effort by the 332 
Project Manager early in the process could resolve the issues before that time is lost.  333 
 334 
 335 
Deferred Approval by the Permitting  Agency: 336 
A common practice in the permitting of a project by the Permitting Agency is to defer certain aspects of 337 
the construction after the construction contract has been awarded. For example, “it is not efficient to 338 
design elevator guide rails until after an elevator supplier has been chosen” (DSA, 2013).  339 
 340 
In such cases, detailed performance specifications and other criteria may be deferred until after the 341 
contracts are executed and in many cases after start of the project. However, the approval of the required 342 
submittal information must be approved by the Permitting Agency either before the systems in question 343 
are installed, or in some cases, before Certificate of Occupancy is issued.  344 
 345 
Building systems that require Deferred Approval may include, but are not limited to: 346 
 347 

 Access Floors 348 

 Bleachers 349 

 Elevators or Escalators 350 

 Exterior Walls Systems 351 

 Skylights 352 

 Window Wall Systems or Storefronts 353 

 Fire Suppression Systems 354 

 Stage Rigging 355 

 Selected Structural Components, such as 356 

o Stairs 357 

o Canopies 358 
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“Note: Deferred approval does not mean that the [Architect/Engineer] A/E of Record may 359 
refer the design of the component to the contractor. [Agency] requires that the A/E of 360 
Record accept responsibility for verifying that all components (including those granted 361 
deferred approval) of the project are properly designed by appropriately licensed design 362 
professionals. The A/E of Record is also responsible for coordination of all components of 363 
the project. Finally, the A/E of Record is responsible for designing connections to the 364 
structure for all deferred approval components and verifying that all interactions 365 
(deflection compatibility, drift compatibility, vertical and lateral loads, etc.) are 366 
adequately addressed and in conformance with good engineering practices and the 367 
[State] Building Standards Code” (DSA, et al, 2013). 368 

 369 
In cases with Deferred Approval submittals, it is strongly recommended that the submittals be reviewed 370 
by the Owner’s Representative prior to being submitted to the Permitting Agency. Once submitted to the 371 
Permitting Agency, there may be a backlog of submittals from other projects that are reviewed in order 372 
of when they were submitted to the Agency. With Owner review, waiting time, Agency review, 373 
resubmittals, and final approval by the Permitting Agency, it may take many weeks, months, or more to 374 
obtain approval by the Permitting Agency for the deferred approval submittal. 375 
 376 
It is essential that the Project Team plan and organize the Deferred Approval process early in the project 377 
so as not to delay the project due to not obtaining proper approval by the Permitting Agency.  378 
 379 
It is recommended that all parties involved in the Deferred Approval process meet to establish guidelines 380 
and procedures that will be used in obtaining deferred approval by the Permitting Agency in a timely 381 
manner. This meeting should be attended by representatives of the Contractor, Design Team, and 382 
Subcontractors that are required to provide the deferred approval submittals. The Deferred Approval 383 
Meeting should establish, at a minimum: 384 
 385 

 What approvals are required by the Permitting Agency 386 

 Who is responsible to provide the deferred approval submittals 387 

 What approval is required by the Design Team prior to submitting to the Permitting Agency 388 

 What is the process of submitting deferred approval submittals to the Permitting Agency 389 

 Who is responsible for submitting the deferred approval submittals 390 

 Who is responsible for tracking the deferred approval process through the Permitting Agency and 391 

reporting to the Project Team 392 

 How the deferred approval submittals will affect the Project Schedule 393 

 What priority should be assigned to each deferred approval submittal 394 

 At what point will the Contractor/Subcontractor be able to begin fabrication and installation 395 

 How often will the Project Team meet to review the Deferred Approval process 396 

The Project Team should meet regularly during the Deferred Approval process to ensure there are no 397 
issues that will delay the project schedule, and the process is moving smoothly. The Project Team should 398 



 
 

 
 

 

(Peer Review Draft) Planning & Scheduling – Tracking the Procurement Process 

March 31, 2015 

12 of 29 

continue to meet until all of the Deferred Approval submittals have been approved by the Permitting 399 
Agency.  400 
 401 
Procurement of Owner Furnished Material and/or Equipment: 402 
Many projects require coordination with the Owner on Owner Furnished Owner Installed (OFOI) or Owner 403 
Furnished Contractor Installed (OFCI) materials and/or equipment with their procurement and 404 
installation. Such material and/or equipment do not fall into the submittal process. Instead coordination 405 
between the Owner and Contractor on when the OFOI or OFCI material and/or equipment is required for 406 
installation within the normal sequence of activities within the Project Schedule.  407 
 408 
While the Owner is required to monitor the procurement process of their own material and/or equipment, 409 
it is important that the Contractor is aware of any issues related to the on-time delivery, and that the 410 
Owner is notified of any changes in the Project Schedule that would affect when the material and/or 411 
equipment is required for installation.  Such coordination should have its own time within the regularly 412 
scheduled progress meetings during the course of the project. 413 
 414 
Activities for Owner Furnished materials should be incorporated into the Project Schedule the same as 415 
Contractor furnished procurement items. While some may be tempted to insert a milestone activity and 416 
assume the material and/or equipment furnished by the Owner will arrive at the appropriate time; it is 417 
recommended that the schedule activities are tasks with realistic durations that are constantly tracked 418 
for actual delivery and how it corresponds with the installation activities within the rest of the Project 419 
Schedule. The Owner should have a representative responsible for tracking their procurement items and 420 
reporting its progress the Contractor on a regular basis. 421 
 422 
The Owner also needs to be sure all pertinent information regarding the Owner Furnished material and/or 423 
equipment is provided to the Contractor that will assist in the preparation and installation of that material 424 
and/or equipment when that time comes. Product Data, Shop drawings or installation drawings should 425 
be made available to the Contractor for review early in the project instead of waiting until the material 426 
and/or equipment is delivered. Many times this information is needed at the early stages of the project 427 
for coordination, rough in, and any required subsurface preparations long before the actual installation 428 
of the material and/or equipment. 429 
 430 
The Owner should coordinate with the Contractor to be sure appropriate time is allowed within the 431 
project schedule for the procurement of the Owner Furnished material and/or equipment that is directly 432 
tied to the installation activity. 433 
 434 
Design/Build Projects 435 
Design/Build (DB) projects, sometimes referred as Engineer/Procurement/Construction (EPC) projects, 436 
have a unique perspective of the Design Team and Construction Team being the same organization. In 437 
these cases it is recommended that a hybrid of both practices of the normal Owner/Contractor 438 
relationship and Owner Furnished Contractor Installed relationship in coordinating and tracking of the 439 
procurement process. This may include formal submittals for approval, or a direct procurement of 440 
designed equipment and/or material to be tracked for their desired delivery in time for installation, or a 441 
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combination of the two methods that will be defined by the Project Team at the planning stages of the 442 
project. 443 
 444 
In addition to the normal submittal and approval process, a Design/Build or EPC contractor may be 445 
required to provide completed Contract Drawings or Engineering for various elements of the work prior 446 
to beginning the submittal process for a procurement item. These time frames should be considered when 447 
estimating the time of accusation, along with the actual fabrication and delivery durations of the 448 
procurement items in question. 449 
 450 
Procurement of Material and/or Equipment from Outside Sources: 451 
There may be times within projects where an outside source will be required to provide material and/or 452 
equipment that is essential to the completion of the project. One example is the procurement of the 453 
electrical transformer by the Electrical Utility before permanent power is provided to the project.  454 
 455 
The procurement of such equipment will be out of the control of both the Owner and the Contractor, but 456 
needs to be carefully coordinated with the Outside Source and in the Project Schedule in order to not 457 
negatively affect the Project Schedule. In many cases specific work in the field as well as specific 458 
inspections are required prior to the authorization to begin the procurement process for such equipment 459 
within the Outside Source’s own system. 460 
 461 
The Owner and Contractor should coordinate carefully during the planning and schedule creation to 462 
ensure that all of the requirements for the Outside Source procurement process are anticipated, and 463 
enough time is allotted in the schedule to allow for this sometimes uncertain process. The Owner is 464 
encouraged to insert such required minimum durations into the Contract Documents to ensure their use 465 
in the project schedule.  466 
 467 
Coordination Meetings: 468 
Throughout the procurement process, the Project Team should be meeting regularly for the Project 469 
Coordination Meeting or Progress Meeting. This meeting is the time that all Project Team members review 470 
and discuss all aspects of the progress of the project and all of the issues that have arisen or may arise at 471 
a later date. 472 
 473 
The submittal status should be reviewed at the regularly scheduled coordination meeting as an agenda 474 
item. While this should be a minimum, both parties are encouraged to use this occasion to do more than 475 
this minimum and use this time as an opportunity to review and discuss ways to mitigate future potential 476 
problems in the procurement process. 477 
 478 
The Project Team should review the Submittal Logs for potential or real problems in the submittal, 479 
fabrication, or delivery process. This time can be well served by pointing out problems with submittals 480 
that have not been submitted or reviewed on time, fabrication issues (including Quality Assurance/Quality 481 
Control problems), or issues pertaining to the delivery and storage of the material and/or equipment once 482 
fabrication is complete. 483 
 484 
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There may be times where a separate meeting required with select members of the Project Team to 485 
discuss issues such as Deferred Submittals, Submittal Rejections and Re-Submittals, Owner Furnished or 486 
Outside Sources procurement issues. By separating these meetings from the normal Progress Meetings, 487 
non-affected Project Team members will not be required to attend, and those in attendance will be able 488 
to discuss each of the issues in great detail in order to resolve the issues to keep the procurement process 489 
moving forward. A Project Manager should not hesitate to call a special procurement meeting when the 490 
goal is to complete the procurement process in a way that will not delay the Project Schedule.  491 
 492 

Tracking the Procurement Process: 493 
The procurement process should be tracked by two separate methods. The entire process will be tracked 494 
with the Procurement Log, which is a detailed list of all items requiring submittal and approval prior to 495 
order and fabrication, and their progress. The second method is the Procurement Schedule which is 496 
included in the project CPM Schedule. 497 
 498 
Once a project has been awarded, the Contractor should review all contract documents in detail and 499 
create a list of all required procurement items and submittals. This list should also document the source 500 
or sources describing submittal and acceptance requirements. 501 
 502 

The Procurement Log: 503 
The Procurement Log (which may also be known by many other names, such as an expediting log, or 504 
procurement register, and similar to the submittal log, or submittal register) that is a detailed list of all 505 
items required during the procurement process of the project, including requisition, submittals, approval, 506 
fabrication, and delivery to the project site or secondary storage location. At a minimum, a Procurement 507 
Log should include such information as: 508 
 509 

 Priority 510 

 Submittal Package Number 511 

 Submittal Number 512 

 Revision Number (Resubmittals) 513 

 Description of the Submittal 514 

 Responsible Party 515 

 Received Date  516 

 Sent Date  517 

 Returned Date  518 

 Forwarded Date  519 

 Ordered Date  520 

 Delivery Date  521 

 Required Delivery Date (scheduled installation date) 522 

 Procurement Status  523 
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 Remarks  524 

 Copy Sent  525 

The Procurement Log should be reviewed by both the Owner and Contractor on a regular basis, such as 526 
at the weekly coordination meeting. Questions about the status of submittal or procurement, along with 527 
the priority and how it affects the project schedule should be discussed on a regular basis with the Project 528 
Team. 529 
 530 
Priority: 531 
The priority of the procurement item should be listed first in order for all of the project team to know 532 
without having to search the log to find out what priority has been assigned. If the status of the submittal 533 
or procurement changes due to conditions, the new priority will show up on the weekly report for review 534 
at the regular status meeting. 535 
 536 
Submittal Package Number: 537 
The Submittal Package Number contains the group of submittals required by a single specification section 538 
within the Procurement Log. Each package would include all of the submittals required within each 539 
specification section.  540 

 541 
It is best if the Submittal Package Number follows the Construction Specification Institute (CSI) 542 
specification number contained in the Project Documents or similar control number that is known to the 543 
entire Project Team. This will allow Project Team members, as well as outside participants reviewing the 544 
project after completion, immediate recognition to what portion of work the submittal pertains, as well 545 
making searches easier to find the submittals in question.  546 

 547 
Submittal Number: 548 
The Submittal Number is an extension to the Submittal Package Number. Adding an alpha/numerical 549 
extension to the end of the Submittal Package Number provides a breakdown of the submittals within 550 
each package. As an example: 551 

 552 
Submittal 
Package # 

 
Submittal # 

 
Description 

051200 01 or A Structural Steel Product Data 

051200 02 or B Structural Steel Anchor Bolts Shop Drawings 

051200 03 or C Structural Steel Beams & Columns Shop Drawings 

 553 
Revision Number: 554 
The Revision Numbers is yet another extension to the already established Submittal Package and 555 
Submittal (or sub-submittal) Number. Revisions can be numbered using Zero, One, or alphabetically with 556 
A as the original submittal, and using succeeding numbers or letters for each revision or re-submittal. 557 
While the method is not germane, consistency throughout the project is important. As an example:  558 
 559 
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 560 
 561 
 562 

Submittal 
Package # 

 
Submittal # 

 
Revision 

 
Description 

051200 01 or A 0 or A Structural Steel Product Data 

051200 01 or A 1 or B Structural Steel Product Data Revision 1 

 563 
Description of Submittal: 564 
The Description of the Submittal is the type of submittal required by the Project Documents. A separate 565 
submittal (or series of sub-submittals) will be for each type of submittal required by the Contract. This 566 
allows for portions of the Submittal Package to be submitted, reviewed, and if required, re-submitted 567 
without affecting the status of other portions of the Submittal Package. Where submittals are being 568 
broken down by location within the project, that location should be identified within the Description. 569 
 570 
Responsible Party: 571 
The Responsible Party is the Contractor, Subcontractor, Supplier, or Owner that is ultimately responsible 572 
for providing the material and/or equipment that is being submitted for approval, and will ultimately 573 
provide the final product for installation within the project. 574 
 575 
Received Date: 576 
The Received Date is the date that the submittal was received by the Contractor from the Responsible 577 
Party. At this point, the Contractor will provide a review of the submittal to ensure the submittal is 578 
following the Contract Documents, as well as being complete and ready to be forwarded to the Design 579 
Team or Owner’s Representative for review. 580 
 581 
Sent Date: 582 
The Sent Date is the date that the Contractor forwards the submittal to the Design Team or Owner’s 583 
Representative for review. This is also the date used that begins the contractual review time that should 584 
be specified in the Contract Documents.  585 
 586 
Returned Date: 587 
The Returned Date is the date when the Design Team or Owner’s Representative returns the submittal to 588 
the Contractor for further action. This action may be to authorize the Subcontractor or Supplier to either 589 
proceed with order and fabrication, or revisions if required. 590 
 591 
It is important that all parties are in agreement with both of these dates since many times submittals are 592 
sent out near the end of the business day as well as at the end of the business week. What the sending 593 
party may record the date as Friday at 3:00 pm, the receiving party may record Monday at 8:00 am (a 594 
difference of 3 days). It is important that all of the Project Team review each other’s logs and work out 595 
any inconsistencies in recorded dates instead of trying to make sense of conflicting dates during a claim 596 
after the project is complete. While a majority of submittals will not have any issues, it will be the few 597 
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submittals that do have issues that will require clarity in dates to eliminate additional issues pertaining to 598 
fighting over what date something was sent or received. 599 
 600 
Forwarded Date: 601 
The Forwarded Date is the date that the returned submittal is sent to the Responsible Party 602 
(Subcontractor or Supplier) for further action.  603 
 604 
Ordered Date: 605 
The Ordered Date is the date that the material and/or equipment can be ordered and fabrication can 606 
begin.  607 
 608 
While many times the Ordered Date can start immediately after the submittal is approved, there may be 609 
a period of time between the time the submittal is approved and when the material and/or equipment is 610 
needed at the project site for installation.  611 
 612 
For these instances, it will be necessary to provide a future date for Ordered Date and continually monitor 613 
the Procurement Log for Order Dates in the future to ensure the order of the material and/or equipment 614 
is placed at the appropriate time.  615 
 616 
Delivery Date: 617 
The Delivery Date is either the current anticipated date of delivery or the actual date the material and/or 618 
equipment is delivered to the project site. For further clarification, a designation such as F (Forecasted) 619 
and A (Actual) may be added to distinguish between anticipated and actual dates. 620 
 621 
Early in the fabrication period the anticipated delivery date may be the expected lead time used while 622 
building the schedule, before the project began (e.g. the Supplier anticipated 8 weeks after approval, 623 
therefore the anticipated delivery date is 8 weeks after the Order Date) 624 
 625 
However, during the fabrication period it is recommended that the Responsible Party continually check 626 
to ensure the progress of fabrication and provide an updated delivery date, which needs to be reported 627 
to the Project Team who will then be able to see if there are any issues with the schedule and when the 628 
material and/or equipment is required to be installed.  629 
 630 
Required Delivery Date: 631 
The Required Delivery Date is the current scheduled date that the procurement item is needed to be 632 
delivered to the project for installation without affecting the current schedule or critical path. By having 633 
the Required Delivery Date available in the Procurement Log, the Project Team will be able to see if there 634 
are any difficulties in making the required date without having to constantly referring to the project 635 
schedule. This date should be monitored throughout the procurement process to ensure that there is not 636 
a drastic change in the project schedule; either earlier or later, depending on the pace of the project. It is 637 
not recommended to rely only on the Baseline Schedule dates, but should have a constant review to know 638 
if the final delivery would affect the items installation within the project or be affected by outside 639 
influences during fabrication, shipping or delivery.   640 
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 641 
Procurement Status: 642 
The Procurement Status is the status of the procurement item, whether through the submittal process, 643 
order, fabrication, or delivery to the project site or off-site storage awaiting final delivery prior to 644 
installation. The different statuses may include: 645 
 646 

 Preparation 647 

 Waiting Request for Information (RFI) Response 648 

 Under Review 649 

 Requested Additional Information 650 

 Approved or 651 

o Approved As Noted 652 

o Accepted 653 

o No Exceptions Taken 654 

o Make Corrections Noted 655 

o Revise And Resubmit 656 

o Rejected 657 

 Ordered 658 

 Received by Vendor for Fabrication 659 

 In Fabrication 660 

 Factory Acceptance Tests (FAT) 661 

 Shipped 662 

o Travel Status 663 

 Delivered Off-Site 664 

o Location Stored 665 

 Delivered On-Site 666 

 Installed 667 

 Site Acceptance Tests (SAT) 668 

The Project Team may wish to separate the status of the Submittal Process from the Order, Fabrication, 669 
and Delivery status. However, it is imperative that the Order, Fabrication, and Delivery portions are 670 
continually monitored in order to ensure there are no final issues during the last legs of the procurement 671 
process. If the Project Team wishes to separate the Submittal Process from Order, Fabrication, and 672 
Delivery, it is recommended that an additional “Submittal Status” field within the Procurement Log be 673 
added for the Submittal Process.  674 
 675 
Remarks: 676 
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The Remarks or Comments field in the Procurement Log provides a space to add a short summary of 677 
actions or issues pertaining to the current status of the particular submittal or procurement process. Such 678 
issues may include: 679 
 680 

 Date of Procurement Meeting scheduled after a Submittal Rejection 681 

 Anticipated date of re-submittal 682 

 Quality Control issues that came up during fabrication 683 

 Difficulties during shipping (such as a Truckers Strike) 684 

 Shipping Tracking Confirmation Number 685 

Copy Sent: 686 
The Copy Sent or CC field in the Procurement Log will allow the documenting of the parties within the 687 
Project Team that received final copies of the approved submittals for reference during their portion of 688 
work in the project. This field may be filled out early, based upon information gathered in coordination 689 
meetings as to which parties need certain information when it is available. A check mark, or “X” box may 690 
be added later to signify that the copy was actually sent. 691 
 692 
Procurement Logs are available, or may be modified from existing logs in several project management 693 
software programs currently available on the open market, as well as creating a new log using any 694 
database, spreadsheet, or word processor software. The use of database software will increase the ability 695 
to sort, filter, and create customized reports. 696 
 697 
The final make-up of the Procurement Log will depend on company practices or Owner requirements. 698 
Regardless of the programs used or the final look of the Procurement Log, the goal is to provide a detailed 699 
record of the Procurement Process, including the Submittals, Order, Fabrication, and Delivery to the 700 
project site for installation. The Procurement Log needs to be updated regularly and accurately. The 701 
Procurement Log should be reviewed at each Project Coordination or Progress Meeting, with constant 702 
review of any issues that currently impact or may have a future impact on the Project Schedule. 703 
 704 
 705 

Critical Path Method (CPM) Procurement Schedule: 706 
The procurement process for major pieces of material and/or equipment should be modeled in the project 707 
schedule. This practice allows for a better understanding of where each activity fits into the entire 708 
construction schedule and evaluates how critical each piece of work is through the analysis of computed 709 
total float. A CPM schedule containing properly defined procurement activities will also allow for quick 710 
analysis of anticipated or actual delays, assisting in possible recovery planning. 711 
 712 
The Procurement Schedule is as a subset within the Project CPM Schedule for the purpose of tracking the 713 
procurement process as it relates to the quick approval, fabrication, and delivery of essential items prior 714 
to the installation in the field. These items are not as detailed as in the procurement log, but are grouped 715 
together to provide a summary view of the process and if there are any delays in procurement in relation 716 
to the physical installation in the field. Each grouped item would include all submittals within the Submittal 717 
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Package that are required for approval before order and fabrication can begin. There are usually four 718 
distinct schedule activities for each group of submittals that are then tied to the installation activity within 719 
the project schedule. 720 
 721 

Prepare Submittals
Review & Approval of 

Submittals

Order & Fabrication of 
Material and/or 

Equipment

Delivery of the Material 
and/or Equipment to 

the Project Site

Physical Installation of 
the Material and/or 

Equipment

 722 
 723 
It is the goal of the Procurement CPM Schedule to provide easily referenced activities that will track the 724 
material and/or equipment for the project from the submittal to fabrication to delivery and how it will 725 
affect the installation within the project. Ideally, the CPM schedule and the Procurement Log should be 726 
linked dynamically if possible, so that changes to the schedule will be updated in the log and/or vice versa. 727 
However, such a link is not possible without advanced project management software and may be required 728 
to be performed manually.  729 
 730 
It is recommended that procurement schedule include at a minimum only those procurement items that 731 
may affect the critical path, or project completion, and leave the remaining items to be tracked through 732 
the Procurement Log.  733 
 734 
However there are some projects that require a higher level of detail included in the CPM schedule. In 735 
those chases it is recommended that the maximum to be included in the CPM schedule to have activities 736 
grouped within the Submittal Package, unless specific material and/or equipment within the same 737 
Submittal Package require additional tracking. If more information is required, the Procurement Log is 738 
available that will have detailed information on each individual submittal item within the submittal 739 
package that will include information such as delays in original submittals, rejections and resubmittals, 740 
changes in scope, or other delays in the process. 741 
 742 
By grouping submittals packages, the amount of schedule activities within the procurement phase of the 743 
CPM Schedule is reduced to a controllable number. Limiting the number of procurement activities within 744 
a schedule may be essential to keep from befuddling the entire project schedule. An example: 745 
 746 

 The order of magnitude of the project is $5,000,000 747 

 Within this $5 million project there are approximately 500 work activities 748 

 There are between 16-23 CSI Divisions 749 

 Each Division may have 12 Sections of individual material and/or equipment requiring 750 

procurement 751 

 Each Section may require between 4-12 submittals for an individual material and/or equipment 752 
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 There are 4 schedule activities for each procurement item (Prepare, Review & Approve, Order & 753 

Fabrication, Delivery to Project). 754 

 There can easily be 1,500 to 2,000 procurement activities in the project schedule that has 500 755 

work activities. 756 

 This makes the procurement activities out numbering the work activities by 3:1 or 4:1 757 

The Procurement Log already provides detailed information on each procurement item with all of the 758 
appropriate dates. By duplicating all of this information within the CPM Schedule, the schedule then 759 
becomes more of a record keeping device instead of the project tool that it should be to enable the 760 
Contractor to build the Project and the Owner to monitor the Project’s progress. Another item to consider 761 
when limiting the number of procurement activities in the schedule is the time required to maintain the 762 
schedule with actual dates that are already accounted for within the Procurement Log. 763 
 764 
By grouping the procurement activities within the Submittal Package, the number of activities within CPM 765 
Schedule is reduced to the 4 activities (Prepare, Review & Approve, Order & Fabrication, and Delivery to 766 
Project) for each procurement item. This will reduce the ratio between work and procurement activities 767 
to a manageable number and reduce maintenance time.  768 
 769 
There may be instances where more detailed tracking of procurement items is desired; such as Structural 770 
Steel for individual buildings, or different types of Kitchen Equipment (Kitchen Hood & Walk-In Coolers) 771 
that may be essential to the interior construction. The Project Team should agree to the amount of detail 772 
and any exceptions for procurement activities within the CPM Schedule during the planning of the project.  773 
 774 
When building the CPM Schedule and adding procurement activities, there are ways that allow easy 775 
reference to the Procurement Log for each procurement items within the project schedule. While there 776 
are some scheduling software available that do not automatically provide the fields for these practices, 777 
there may be custom fields available that will allow similar functions within the software. 778 
 779 
Activity ID:  780 
The practice of creating “Smart Activity IDs” is common, and their use allows a user to know much about 781 
the schedule activity by its ID number alone. Using the CSI Specification number for the items in the 782 
Activity ID will allow users to immediately know what material and/or equipment the schedule activities 783 
to which they pertain. Adding a suffix to the CSI number may be used to separate the type of procurement 784 
activity (Prepare, Review & Approve, Order & Fabrication, Delivery to Project) as indicated below: 785 
 786 

Activity ID Description 

07320-10 Prepare Roof Tiles Submittals 

07320-20 Review & Approve Roof Tiles Submittals 

07320-30 Order & Fabrication Roof Tiles 

07320-40 Delivery Roof Tiles 

 787 
Activity Codes:  788 
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The use of Activity Codes allow for easy grouping, sorting, and arranging similar activities when preparing 789 
reports. Including specific Activity Codes for the procurement process will increase the efficiency when 790 
preparing procurement reports and how they affect the CPM Schedule. Such Activity Codes may include: 791 
 792 

 Type of Activity 793 

o Procurement 794 

o Mobilization 795 

o Construction 796 

o Systems or Mechanically Complete 797 

o Startup & Commissioning 798 

o Close Out 799 

 Phase 800 

o Prepare Submittals 801 

o Review & Approval Submittals 802 

o Order & Fabrication of Material/Equipment 803 

o Delivery to Project 804 

o Deferred Submittal 805 

 Priority 806 

o High Priority Submittals 807 

o Medium Priority Submittals 808 

o Low Priority Submittals 809 

 CSI Specification Numbers 810 

 Responsibility 811 

While the above examples of Activity Codes mostly deal with the Procurement Process, the use of activity 812 
codes for all phases of the project is encouraged and should be agreed within the Project Team during the 813 
planning process. 814 
 815 
Logic Ties & Restraints:  816 
As in normal CPM practices, each schedule activity should have a predecessor and successor. Procurement 817 
and submittal activities should be tied to their logical predecessors and successors from the start of the 818 
project until the material and/or equipment is installed in the project. As an example: 819 
 820 
Concrete mix designs are usually a readily available data sheet for each concrete mix to be used in the 821 
project. The process will be to prepare the submittal then the Engineer will review and approve or return 822 
the submittal. The submittal is required to be approved prior to placing concrete on the project, and there 823 
is not a fabrication or delivery activity needed. Thus the successor to approval of the Concrete Mix Design 824 
should be the first concrete placement on the project, as indicated below: 825 
 826 
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Prepare Concrete 
Submittals

Review & Approve 
Concrete Submittals

Place Concrete 
Foundations

Excavation Foundations
Install Formwork at 

Foundations
Place Rebar at 
Foundations

Place Anchor Bolts at 
Foundations

 827 
 828 
Other procurement items may require fabrication, lead times, and extensive shipping before being 829 
delivered and available for installation. While many items have a limited number of procurement 830 
activities, additional activities may be desired depending on the time requirements, and should be agreed 831 
upon by the Project Team.  832 
 833 
Consider the requirement of using specific materials from another country. The material (in this case 834 
Italian Granite for countertops) is provided only by a single supplier, who estimates a 6-week lead time 835 
after approval for providing the slabs of granite to be shipped. Shipping from Italy to North Dakota (USA) 836 
is estimated at 3-weeks. The time between obtaining approval of the submittals until the time the 837 
subcontractor can begin fabrication is 9-weeks, assuming there are no problem getting the material 838 
through customs. In this case, the Project Team agrees that the entire process should be scheduled within 839 
the Project Schedule and this particular material will be carefully tracked, as indicated below: 840 
 841 

Prepare Italian 
Granite Countertop 

Submittals

Review & Approve 
Italian Granite 

Countertop 
Submittals

Order & Lead Time 
for Fabrication of 

Italian Granite Slabs                 
(6 weeks)

Shipping Italian 
Granite to 

Subcontractor         
(North Dakota, USA)     

(3 weeks)

Fabrication Italian 
Granite 

Countertops

Delivery Italian 
Granite 

Countertops

Drywall Hang & 
Finish

Interior Painting Install Ceiling Grid
Install Lights & 

Diffusers at Grid 
Ceiling

Drop Ceiling Tiles Install Casework
Install Italian 

Granite Counter 
Tops

Install Finish 
Plumbing at Italian 

Granite 
Countertops  842 

 843 
Another exception in the process is the Deferred Approval. This requires that the Subcontractor design 844 
the system by a licensed engineer (in this case an Aluminum Curtain Wall System) that will be reviewed 845 
by the Owner’s Engineer, and then sent to the Permitting Agency for their review and approval. It has 846 
been decided by the Project Team that the Deferred Approval must be obtained before installation, but 847 
the Subcontractor may take the risk of fabrication before final approval has been given.  848 
 849 



 
 

 
 

 

(Peer Review Draft) Planning & Scheduling – Tracking the Procurement Process 

March 31, 2015 

24 of 29 

Design Aluminum 
Curtain Wall System

Owner’s Engineer 
Review & Approval 

of Aluminum 
Curtain Wall System

Deferred Approval 
of Aluminum 

Curtain Wall System                       
(Minimum 16 

Weeks)

Fabrication 
Aluminum Curtain 

Wall Frames

Delivery Aluminum 
Curtain Wall Frames

Erect Structural 
Steel, Bolt up & 

Welding

Concrete Slab on 
Deck 1st, 2nd, 3rd 

Floors

Lightweight 
Concrete Slab on 

Deck at Roof

Exterior Framing, 
Substrate 

Lath & Plaster 
Exterior Walls

Install Aluminum 
Curtain Wall Frames

Install Curtain Wall 
Glazing

 850 
 851 
 852 
Cost Loading: 853 
Many contracts allow the billing for large material and/or equipment purchases once the items have been 854 
delivered to the project site, or an agreed upon off-site location. For these instances, it is acceptable to 855 
cost load the “Delivery” activity in the Procurement Schedule which will indicate when the Contractor 856 
anticipates delivery and payment for each particular procurement item.  857 
 858 
There are also costs associated with the preparation of submittals, such as shop drawings requiring a 859 
detailer or engineering costs in deferred submittals. Many contracts do not allow for cost loading or billing 860 
for such submittal preparation activities, and expect these costs to be rolled up in either delivery or 861 
installation activities. However, the method of planning for these costs should be agreed within the 862 
Project Team at the beginning of the project in order to not delay the submittal and approval of the 863 
Baseline Schedule over inappropriate cost loading for procurement activities. 864 
 865 

Timing of Deliveries: 866 
Except for materials and equipment required at the beginning of the project, many procurement items 867 
will be scheduled for fabrication and delivery sooner than realistically expected. While it is recommended 868 
to have all procurement submittals approved early in the project, there is nothing keeping the successor 869 
activity of Order & Fabrication from starting immediately after the approval by the Owner. In addition to 870 
these activities remaining without actual dates during schedule maintenance and repeatedly showing up 871 
as activities without progress, the project cost forecasts and Earned Value will be inaccurate. 872 
 873 
While there may be instances where material and/or equipment may be delivered earlier than the date 874 
of installation, there are many factors that the Project Team should consider, including cost effectiveness, 875 
location of storage, loss or damage, possible shipment delays, and possible ease of access issues 876 
prohibiting delivery after surrounding work is completed. These exceptions should be considered by the 877 
Project Team when early delivery is requested. 878 
 879 
Just-in-Time Deliveries: 880 
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Using a Just-in-Time system for deliveries will ensure more accurate estimations on material and/or 881 
equipment deliveries as well as Cost Projections and Earned Value analysis during the schedule 882 
maintenance. In order to ensure Just-in-Time delivery in the CPM Schedule, the scheduler may: 883 
 884 

 Create a lag time between the predecessor and successor activities giving a “best guess” when 885 

Order & Fabrication and Delivery to the Project Site will happen.  886 

 Create logic relationships or restraints between the Order & Fabrication activity and an actual 887 

work activity in the project that will trigger the Order & Fabrication activity and delivery 888 

happening near the time the material and/or equipment is needed within the project. (e.g. Start 889 

the Order of Metal Studs and Drywall activity after the Structural Steel has been installed) 890 

 Some of the newer scheduling software allows assigning an “As Late As Possible” constraint to 891 

the activity that will use all of the Free Float to the Order & Fabrication and Delivery activities 892 

before starting.  893 

Whatever the method used to create the Just-in-Time delivery activities within the CPM Schedule, it 894 
should be agreed within the Project Team and used consistently throughout the project schedule. 895 
 896 
Maintenance of the CPM Procurement Schedule: 897 
As with the Project CPM Schedule, the Procurement Schedule requires constant maintenance throughout 898 
the Procurement Process in order to accurately forecast delivery dates and alert the Project Team for any 899 
problems that may affect the Project Schedule.  900 
 901 
Prepare Submittal Activities: 902 
The start date for the Prepare activities is the date that the Responsible Party was directed to provide 903 
their submittals. The Finish date is when the submittals have been submitted to the Owner for review. 904 
While the start date for these activities is more important during the forecasting of the succeeding 905 
activities, it is the Finish date that is important to track during schedule maintenance.  906 
 907 
Review & Approve Activities: 908 
The start and finish dates for the Review activities are as recorded in the Procurement Log. For multiple 909 
submittals within the Submittal Package that were grouped together for the CPM Procurement Schedule; 910 
the Start date is when the first submittal was submitted and the Finish date is when the last submittal was 911 
approved that enabled the Responsible Party to order and begin fabrication of the material and/or 912 
equipment within that Submittal Package.  913 
 914 
Order and Fabrication Activities: 915 
The Order & Fabrication dates are also as recorded in the Procurement Log. The activity Start is when the 916 
Responsible Party was given authorization to proceed with manufacture or fabrication of the material 917 
and/or equipment within that Submittal Package.  918 
 919 
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The Finish date is noted as when the material and/or equipment is ready to be delivered to the project 920 
site. If there is normal shipping time for the delivery, it may be included within the Order & Fabrication 921 
activity. However, there may be times that special shipping needs require an additional activity as stated 922 
earlier. 923 
 924 
Delivery Activities:  925 
The delivery activities are usually a single day activity to record when the material and/or equipment have 926 
been delivered to the project site. This is usually to mark the date the Subcontractor or Supplier are able 927 
to bill for the material and/or equipment delivered, but will also indicate the completion of the 928 
Procurement Process for that Submittal Package item. 929 
 930 
The Start and Finish dates recorded for delivery should be the dates the delivery actually happens with 931 
recorded delivery slips to back it up.  932 
 933 
It is essential that all Actual Start and Finish dates within the Procurement Schedule are as accurate as 934 
possible to avoid any credibility issues in the future. Forecasting actual delivery dates for payment within 935 
an earlier period than reality should be avoided. 936 
 937 

Recommended Practices  938 
1. Procurement items should be prioritized for the Submittal Process depending on when it is 939 

required how long it takes to be delivered after the Submittal has been approved, and the 940 

scheduled total float. 941 

2. The Submittal Process should be completed approximately within the first 25% of the project’s 942 

duration (e.g. a 2 year project should have all submittals complete within the first 6 months) 943 

3. The Project Team should work together in completing the Submittal Process as early as possible 944 

to ensure materials and equipment are ordered and delivered so as to not impact the project. 945 

While it may be the responsibility for the Contractor to submit and the Owner to review; the 946 

entire Project Team has the responsibility to complete the project together.  947 

4. Rejected Submittals should trigger a Procurement Meeting that will get all of the parties involved 948 

in finding resolution to the rejected submittal and keep the procurement process moving.  949 

5. Deferred Approval submittals should be planned early in the project to ensure approval from the 950 

permitting agency as quickly as possible.  951 

6. Procurement process for Owner or Outside Sources provided material and/or equipment should 952 

be carefully planned and enough time given that this process will not impact the project schedule. 953 

7. The Procurement Process should be tracked within the project by two methods; the Procurement 954 

Log and as a subset of the CPM Project Schedule 955 

8. The Procurement Log is a detailed document that tracks every facet of the procurement process, 956 

with exact dates, comments, and changes to each submitted material and/or equipment. 957 
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9. The CPM Procurement Schedule is a subset of the Project Schedule. It provides a summary of 958 

grouped submittals or selected significant submittals for each material and/or equipment and 959 

how approval, fabrication, and delivery may affect their installation within the project. 960 

10. Cost loading of procurement schedule activities, if performed, should be on the Delivery activities 961 

only. Preparation of submittals and administrative costs should not be normally loaded into 962 

Preparation activities, unless specified by contract. 963 

11. “Just-in-Time” delivery practices should be used in projecting early delivery dates for procurement 964 

items in order to reflect a realistic cost projection and earned value during the project, as well as 965 

keeping storage costs low. 966 

 967 

Suggested New Definitions for RP 10S-90 968 
Priority System: Pertaining to the Procurement Process; the creation of priorities when preparing and 969 
reviewing for approval Submittals in order to concentrate on higher priority packages first before moving 970 
on to the lower priority submittals. This process ensures the submittal process is moving forward in a way 971 
that will not impact the project itself by late delivery of material and/or equipment due to late submittal 972 
approval. The Priority System may be defined numerically, alphabetically, alphanumerically, or using 973 
common terms such as “High, Medium, and Low”. 974 
 975 
Procurement Log: The Procurement Log (also known as a procurement register, and similar to the 976 
submittal log, or submittal register) is a detailed list of all items requiring formal submittal, approval, 977 
fabrication, and delivery to the project site. Each action within the process is recorded establishing the 978 
date each phase of the procurement process starts and finishes. 979 

 980 
Procurement Schedule: The procurement schedule is a subset of the CPM Project Schedule that tracks 981 
the Procurement Process through the submittal process, fabrication, and delivery to the project site. The 982 
level of detail of this schedule is less than what is recorded in the Procurement Log and submittals may 983 
be grouped by Submittal Package, or selected significant items, unless specific tracking is required. Each 984 
line item should be linked in a path from preparation, approval, fabrication, delivery, and then to the 985 
schedule activity that actually installs the material and/or equipment within the project. Such schedule 986 
activities help ensure that the procurement process is moving forward and the delivery of material and/or 987 
equipment does not delay the project. 988 

 989 

Submittal:  A submittal (or Vendor Data) is a contractually-required document and/or sample that must 990 
be supplied to the Owner’s representative for review. It contains detailed information designed to help 991 
ensure that the proposed material and/or equipment meet the requirements of the contract documents. 992 
The submittal may be in the form of Product Data, Shop Drawings, Samples, Certifications, Warrantees, 993 
or other requirements pertaining to the specified material and/or equipment will be installed in 994 
accordance with the requirements of the contract documents. 995 

 996 
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Submittal Log: A detailed list of submittals sometimes grouped by specification section recording 997 
significant information such as dates when submitted to owner, returned, and when approval is obtained 998 
or required actions needed to obtain approval.  999 

 1000 
Submittal Package: A group of submittals required by a single specification section within the submittal 1001 
log. Each package would include all of the submittals required within each specification section (i.e. Mix 1002 
Design, Product Data, Shop Drawings, Certifications, Warrantees, etc.).  1003 

 1004 
Submittal Process: The process where the contracted party provides detailed information to the Owner 1005 
or their representative (i.e. architect, engineer, construction manager, or designer) as to required material 1006 
and/or equipment to be installed as part of a project.  1007 

 1008 
Submittal Status: A line item within the Coordination Meeting Agenda that reports the status and issues 1009 
of any particular Submittal from preparation to delivery. 1010 
 1011 
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