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ABSTRACT

Traditional construction progress reporting, based on comparing total
actual progress to planned progress, often creates a false sense of
accomplishment, masks critical delays, and leads to poor
decision-making. The standard method calculates variance as:

PLANNED PROGRESS -~ TOTAL ACTUAL
PROGRESS = VARIANCE

To address these issues, we propose a refined approach that tracks
planned activities separately from overall progress, using:

PLANNED PROGRESS -~ PLANNED ACTUAL
PROGRESS = VARIANCE

This separation gives project managers a clearer view of project status
by focusing on scheduled and critical path activities, enabling early
identification of delays and more targeted corrective actions.
Monitoring critical path activities ensures any slippage affecting the
project’s.

This smarter tracking method enhances decision-making, improves risk
management, optimizes resource allocation, and boosts productivity. It
also increases stakeholder satisfaction through more accurate and
reliable reporting.

To fully evaluate progress and make informed decisions, project
managers should integrate three components:
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1. Planned Progress — Total Actual Progress = Variance
2. Planned Progress — Planned Actual Progress = Variance
3. Slippage in Critical Path = Project Delay

Adopting this integrated approach moves project management beyond
traditional reporting, leading to better project outcomes.
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INTRODUCTION

Progress measurement is a key element of project management for
construction projects. Progress reporting is a critical tool for tracking
performance and ensuring projects stay on schedule. Inaccurate
progress reporting will jeopardize the ability to spot early warning signs
of trouble ahead. Accurately measuring the progress of a project is
always a challenge. The industry standard is to compare overall actual
progress against overall planned progress, then highlight any variance.
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PLANNED PROGRESS-ACTUAL PROGRESS=VARIANCE

On the surface, this seems logical—it provides an overall picture of how
much work has been completed relative to what was planned.

Problem Statement:

The typical progress reporting method has a significant limitation: it
does not differentiate between progress achieved on critical path
activities and non-critical activities. Some tasks in the overall schedule
may be started and completed out of plan, boosting overall progress
numbers, but if they are not part of the plan, especially if not on the
critical path, they do little to ensure timely project completion. This can
create a false sense of progress achieved, misleading project managers,
stakeholders, and clients.

EXAMPLE OF MISLEADING PROGRESS REPORTING

Before painting a scenario of above problem, it is important to
understand the concept of critical path A project's critical path consists
of the essential tasks that dictate the overall timeline of project. Any
delay in these activities directly affects the project's completion date.
Conversely, tasks not on the critical path have float, meaning they can
be delayed without impacting the final deadline.

Reporting flaw example:

To illustrate this problem, consider a construction project where:
* The overall planned progress at a given point is %50.

* The actual progress reported is 955.
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PLANNED PROGRESS-ACTUAL PROGRESS=VARIANCE
{95 =%55-%50 (AHEAD)}

At first glance, this looks like a positive situation, as the actual progress
is ahead of schedule. However, the critical path schedule may show a
slippage or extension of the project completion date, as the %5
progress ahead of schedule may be coming from non-planned and
non-critical activities being started and completed early. In reality, the
planned activities are only at %47 completion, meaning the project is
actually %3 behind schedule.

PLANNED PROGRESS-ACTUAL PROGRESS=VARIANCE
{9%3 =%47-%50 (BEHIND)}

Due to this %3 delay in planned activities, overall project schedule is
showing slippage in completion date, whereas typical planned vs actual
numbers are showing the project is %5 ahead of plan. Despite this
positive variance in reported progress, the project is at risk of delays
because the critical work is not progressing as planned.

WHY TRADITIONAL PROGRESS REPORTING
IS INACCURATE

The standard approach of aggregating progress can be misleading due
to several factors:

1. Focus on Volume Over Impact - Reporting methods often weigh all
activities equally, failing to differentiate between those that move the
project forward and those that are merely filing time (Plan Radar, 2024).



Institute.
Kingdom of Saudii
Arabia

p" Project
Management
xXr

2. Masking Critical Delays - A project can appear on track (or ahead)
when in reality, crucial work is lagging. By the time this is recognized,
corrective actions may be costly and difficult to implement (PMI, 2022).

3. False Confidence Among Stakeholders - When stakeholders see an
overachievement in reported progress, they may assume the project is
ahead of schedule, leading to unrealistic expectations and poor
decision-making (Cupix, 2024).

4. Lack of Early Warning Indicators - Traditional reporting does not
provide a clear early warning if the project is slipping on critical path
activities, making it harder to take proactive measures (Pinnacle
Management, 2023).

A SMARTER APPROACH SEGREGATING CPM
SCHEDULED ACTIVITIES PROGRESS FROM OVERALL
ACTIVITIES PROGRESS FOR ACCURATE REPORTING

To ensure progress reporting reflects true project health, project
managers need a more precise approach. The differentiation between
Actual and Effective progress helps in avoiding overconfidence in
misleading progress figures which can be implemented as follows:

1. Track planned Progress Separately - Instead of relying on a single
overall progress figure, progress on planned/critical path activities
should be tracked independently. This ensures that if non-planned
/non-critical tasks are advancing, they do not distort the real schedule
performance.
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2. Track the overall progress of all activities - In addition to tracking
critical path progress, it's also essential to monitor the overall progress
of all activities, including non-critical tasks. This provides a
comprehensive view of the project's status and helps identify potential
issues that may not be immediately apparent when only focusing on
critical path activities.

CONCLUSIONS
MOVING TOWARDS MORE RELIABLE REPORTING

The right tools can make a significant difference in accurate progress
tracking. Industry-standard scheduling tools, such as Primavera P6 and
MS Project, provide critical path tracking capabilities. Procore and Asta
Powerproject offer better real-time progress visualization, while 4D BIM
(Building Information Modeling) integrates scheduling with 3D models for
visual tracking.

In addition, using Earned Value Management (EVM) alongside Critical
Path Method (CPM) improves reporting by combining schedule, cost, and
performance tracking to give a more accurate picture. EVM metrics,
such as Earned Value (EV), Planned Value (PV), Cost Performance Index
(CPI), and Schedule Performance Index (SPI), provide a comprehensive
view of project progress.

The construction industry must move beyond traditional progress
reporting methods that simply compare planned vs. actual percentages.
Not all progress is equal, and focusing on non-planned and non-critical
work can create a dangerous illusion of being on track.
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By adopting the proposed smarter approach, monitoring both the
progress of the critical path activities and the overall progress of all the
activities while focusing on the progress that truly impacts project
completion, managers can gain a more realistic view of where the
project stands. This shift will enhance decision-making, improve risk
management, and prevent costly surprises.

So, in progress reporting two progresses should be reported in parallel
along with slippage in critical path for better clarity and for smart
decision making

1. Planned Progress-Total Actual Progress=Variance
2. Planned Progress-Planned Actual progress=Variance
3. Slippage in critical path=Project delay

Accurate progress reporting isn’t just about tracking work—it’s about
tracking the right work.
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FIGURE CAPTIONS

Figure 1. Traditional Progress Reporting Method: Comparing total
actual progress to planned progress.

Figure 2. Proposed Smarter Progress Reporting Method: Tracks
planned activities separately from overall progress
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FIG. 2
PROPOSED SMARTER
PROGRESS REPORTING
METHOD



