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OOVVEERRVVIIEEWW  

 
Project management is more than project planning and everyone whoôs been in the 
project management industry for any length of time will tell you so.  Yet when we look at 
the tools for updating projects from information received in the field, it can be often 
intimicating. 
 
One of the most common tools that we think of when we think of updating project 
information is the venerable timesheet.  Even Primavera had Progress Reporter (and 
before that Webster) for well over a decade.  There are similar tools attached to most 
project scheduling packages on the market.  These tools are designed for  situations 
where resource levelling will be done to the individual level.  The paradigm is quite 
clear.  Planning is done from the top down.  Individuals are assigned to tasks.  These 
individuals will go to their desks and open up their copy of Oracle Primavera and then 
update the weekôs assignments with the hours and the progress theyôve accomplished 
for that week.  The results are then returned to the activities in question and, presto, the 
schedule advances. 
 
As lovely as that sounds, it doesnôt seem so easy when you try to apply the same 
paradigm to an industrial situation. 
 
What do you do to collect hours and progress when the project resources arenôt sitting 
at desks at all?  What if theyôre welders and carpenters and electricians?  What if 
theyôre working on a crew outdoors in inclement weather and have no intention of using 
a computer?   
 
What do you do when the resource planning isnôt managed down to the individual level.  
Instead, as it often is for EPC, for Heavy Construction or for Shutdowns, managed at a 
skill or trade level?  How do we update the information from the field then?   
 
Weôll take a look at how to apply 3rd party tools to this challenge over the next few 
pages. 
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CCOOMMMMOONN  EEXXIISSTTIINNGG  SSIITTUUAATTIIOONNSS  

 
Over the last 25 years, weôve seen a number of very common situations on how project 
managers deal with the challenge of collecting resource progress from the field.   Here 
are a few of the most frequently reported scenarios: 
 

Donôt bother 
This is by far the most common.  Project Managers who find it difficult to collect per-task 
information on resource usage most often throw up their hands and say they wonôt even 
start.  Instead, they allow data to be collected in several flavors.  Take down sheets by 
supervisors report on the progress of each task on a percent complete, units complete 
or remaining duration basis.  Resources are progressed ñas plannedò and the project 
scheduler looks continually at the future rather than worrying about how much time it 
took to complete the past.  
 
Labor time is collected separately on a time and attendance basis.  So, there is data on 
how much has been spent on what kind of skill and a notion of how on time or late a 
particular type of work is.  This allows some notion of how much effort was spent on it if 
the data is combined in some way. 
 
This may be the most common scenario but itôs also the scenario that generates the 
most common request for change from management.  In this new world of efficiency 
and governance, management has a few challenges of its own.  Itôs compelled by 
competitors who have management systems where they can identify in close to real 
time how much is spent on tasks within projects as they progress.  Or by management 
who must spend an inordinate amount of time reconciling the invoices of sub-
contractors after work is completed to determine how much work was done by the 
contractor and, more importantly, whether the contractor honored their obligations in 
terms of effort spent on certain tasks. 
 

Order out of chaos 
Many industrial environments use a work order or work sheet to assign work to each 
resource.  The resource fills in the work as itôs completed.  This hard copy sheet then 
ends up back in the project office where clerks take the information and try to get it into 
the corporate systems.  The most common method of doing this is to use Excel to make 
summaries of each sheet and then to import the summaries into Oracle Primavera and 
corporate tracking systems. 
 
The problem with such information is that it creates a huge volume of data that is not 
sorted in the way the original plan was made.  Getting it back into the format that the 
schedule would require in order to update the schedule with total hours is impossibility.  
So, only summary data ends up back in the corporate system. 
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Take it down 
Other organizations send a foreman or crew leader into the field with a take-down 
sheet.  This sheet includes the work for the entire crew.  The foreman or crew leader 
updates the information for each crew member and the information for the task the crew 
was working on in the same sheet.  The resulting pages end up back in the project 
office where a clerk updates the project status but rarely the individual crew entry work.   
 
Why wouldnôt the crew entry resource usage be updated?  Because itôs not in a format 
that the schedule readily accepts.  The project clerk would be required to go to multiple 
lines on the take-down sheet and enter them as line item updates in some kind of 
timesheet that could be organized to summarize to the skill level.  Itôs again an 
impossible task.  Instead, the summary task progress is noted and the rest of the sheet 
is eitehr summarized for payment purposes or put into a big collection of such sheets 
and used for invoice reconciliation. 
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CCRREEWW  EENNTTRRYY  

 
If an industrial organization has determined that it must collect timesheets in some way 
from the field or plant floor, then one of the best ways to solve this challenge would be 
to have a crew progress entry interface.  Such an interface is not delivered by default 
within Oracle Primavera. 
 
The interface would need to provide the following: 
 

1. An ability to identify individuals with particular meta data such as their contracting 
company and the billable rate that would be used in an invoice.   

2. An ability to group individuals into crews and possibly into more than one crew 
3. An ability to group individuals by the same trade or skill that was used in 

resource planning back in the Oracle Primavera schedule 
4. An ability to collect hours in a non-homogenous fashion across the crew.  That 
means that itôs not just the crew did 8 hours on this but this person within the 
crew did so many hours on this and that person in the crew did so many hours on 
that. 

5. An ability to update the interface with any changes from the Oracle Primavera 
schedule since the last shift 

6. An ability to update the Oracle Primavera schedule with the task progress, the 
resource assignment progress, the costs and even the Steps if used. 

7. An ability to use the data for invoice reconciliation when contractor invoices are 
received 

8. An ability to send crew timesheet data to Finance and/or HR for payroll, human 
resource tracking or billing purposes. 

9. An ability to keep an auditable record. 
 
Whew! Thatôs some list.  But without these minimal requirements, weôre right back to 
using Excel or not tracking the data at all. 
 
A few other ñnice to haveôsò would be: 
 
ü An ability to automatically create a take down sheet with the crewôs and activityôs 
pertinent information for the dayôs shift 

ü An ability to trap user-definable errors 
ü A robust reporting engine 
ü A web interface 
ü An ability to not have to work across the Internet as many Industrial and 

particularly heavy construction sites have sporadic or no Internet access. 
 
While creating such an interface on a custom basis is, of course, possible and some 
organizations have dug in and written such systems themselves, it should be obvious 
from the list of functions listed here that such an effort would not be trivial or 
inexpensive. 
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TTIIMMEECCOONNTTRROOLL  IINNDDUUSSTTRRIIAALL  

 
One example of a third party application that was designed specifically to provide this 
type of crew update interface for Oracle Primavera would be HMS Softwareôs 
TimeControl Industrial TCi).  TimeControl Industrial is based on the long standing 
timesheet system by Canadian-based HMS Software.  TimeControl has been around 
since the mid-90ôs and HMS Software has been a Oracle Primavera technical partner 
since 1997 when they completed their first link to Oracle Primavera from TimeControl. 
 
TimeControl Industrial 
includes a crew entry 
interface which allows 
crews to be defined 
from a list of 
individuals who can 
each have their own 
labor rates or whose 
rates are defined by 
role or trade. 
 
The TimeControl 
Industrial timesheet 
system is a complete 
timesheet 
environment.  This 
means that there is a 
timesheet that is 
designed for back-
office personnel, as 
well as the crew 
timesheet for field personnel.  Since all the timesheet data can be linked to both project 
tasks from Oracle Primavera and non-project tasks which might not be managed within 
Oracle Primavera, the organization can have a single comprehensive timesheet 
database that can be used for the entire organization.  This system can provide data to 
multiple applications at once including Oracle Primavera itself where both the actual 
labor hours and progress as well as the estimate to complete can be updated, Human 
Resources applications where vacation, sick leave, and other entitlement time can be 
tracked for the internal staff, Payroll where the pay for both salaried and wage 
personnel can be updated, Billing where the per-project invoicing information can be 
summarized, Finance/ERP applications for a variety of purposes and other systems as 
required.  
 
TimeControl Industrial includes several key elements of functionality that makes using 
the system to collect project updates for Oracle Primavera ideal.  They include: 
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A Crew Timesheet which allows information to be entered by a clerk for the entire crew 
at once. 
 
Complex Rate tables which allow not just multiple rates to be entered per employee but 
an ability to track the potentially complex rates that come from multiple trades with 
multiple contractors, multiple union contracts and other conditions. 
 
Material/Equipment usage entry which allows not just labor usage but also the usage of 
materials and equipment consumed by the crew in the field to be tracked and updated 
back in both the Oracle Primavera schedule and the Finance system. 
 
TimeControl Industrialôs link to Oracle Primavera allows a bi-directional movement of 
data between the timesheet system and the schedule.  This movement of data can be 
done in the background from server to server. 
 
TimeControl Industrial also includes HMS Softwareôs TimeControl Consolidator which 
allows satellite TimeControl implementations to update their field databases 
independently and then have the data flow back to a centralized database for updating, 
analysis or reporting purposes.  This allows a field office which might not have 
consistent Internet or network access to operate on its own including doing updates to 
the Oracle Primavera schedules and even payroll systems being used in field and yet 
maintain the corporate database up to date for reporting purposes back at the office. 
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FFIIEELLDD  LLEEVVEELL  TTIIMMEESSHHEEEETTSS  

 

The TimeControl Crew Entry interface 
 
Aside from the weekly 
timesheet that is 
designed for back 
office workers, the 
TimeControl Industrial 
Crew Entry interface 
allows crews to be 
assembled and then 
their time entered for 
the entire crew at 
once. Crew Entry 
supports Daily 
Timesheets or Weekly 
Timesheets.  
Timesheets can be 
entered multiple times 
per day such as once 
per shift. Blank 
timesheets can be 
used as take-down 
sheets and can be carried by the foreman or supervisor who updates the manual form 
and then the timesheet for the entire crew is entered at one time.  
 
The Crew Entry 
includes the Crew List 
in which individuals 
can be made part of 
one or more crews.  An 
individual can belong 
to more than one crew 
at one time.   
 
Crew Entry timesheets 
include approvals for 
either each indivual on 
the crew or the entire 
crew at one time.  
TimeControl Industrial 
includes an Automated 
Validation Rule system 
which can apply an 
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unlimited number of business rules to the timesheet data.  Also, exception reporting can 
identify discrepancies in the data at an early juncture so if there are problems with how 
data is being collected and updated, project managers can intervene immediately. 
 
The Crew timesheet interface is very flexible and user defined fields can be applied both 
within the timesheet itself and to the tables to which the timesheet data is attached.  A 
common configuration would allow entries of shift-specific conditions to be entered 
directly on the timesheet to identify payroll-specific conditions such as weather, 
hazardous conditions, task-specific elements such as stand-by professionals vs. 
deployed professionals and so on. 
 
Aside from the Automated Validation Rules, approvals can be done at multiple levels for 
the crew timesheet information.  This definition can be the same or different for each 
crew. 
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TTRRAACCKKIINNGG  NNOONN--LLAABBOORR  CCOOSSTTSS    

  

The TimeControl Material/Equipment Management Entry 
 
TimeControl 
Industrial supports 
Material usage 
entry.  Aside from 
labor entries which 
list the hours and 
costs associated to 
personnel working 
on a project, there 
are often non-labor 
resources that are 
used.  The Material 
Management 
system in 
TimeControl 
Industrial allows 
entries of other 
resources such as 
materials, 
equipment, rentals, 
even costs to be 
tracked.  The TimeControl rates system has been extended from the in TimeControl 
Industrial to allow rates to be defined for any type of resource, not just hours.   
  
Just like the TimeControl Industrial Crew Entry interface, information can be entered in 
on a per-shift, per day or per week basis and once entered; the information can be 
approved through as many levels of approval as may be appropriate for that type of 
information.   Separate approval paths can be created for equipment and materials or 
materials for certain groups vs. materials for other groups.  There is no limit to the 
number of approval paths that can be defined. 
 
Material and Equipment information is entered for project and/or non-project tasks and 
optionally linked to the resource records in Oracle Primavera.  This allows non-labor 
costs in the Oracle Primavera schedule to be updated on a task-by-task basis making a 
complete financial record of the projectôs costs.  Reconciliation of the material usage on 
the project schedule vs. the material costs in Finance becomes a thing of the past as 
the TimeControl Material and Equipment usage can be used as the source data for both 
systems. 
 


