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CONSTRUCTION PROJECT RECOVERY TRIAGE
CHECKLIST

Purpose: A practical checklist to assess the effectiveness of quantity surveying
and cost control practices across the project lifecycle. Designed to help owners,
EPCs, and contractors protect margins, improve forecast accuracy, and maintain
commercial control.

1. Cost Management Strategy & Setup

0 Cost management strategy aligned with project objectives

0 Roles and responsibilities for cost control clearly defined

o Contractual cost obligations fully understood

0 Cost reporting and governance structure established

O Integration between cost, schedule, and contract controls defined

2. Estimate Validation & Baseline Control

o Approved control estimate established

0 Estimate aligned with contract scope and assumptions
0 Basis of estimate documented and approved

o Contingency philosophy defined

0 Estimate reconciled to budget and funding approvals

3. Cost Breakdown Structure (CBS)

o CBS aligned with WBS and contract structure

0 Cost codes consistently applied across systems
o Direct and indirect costs clearly separated

0 Cost visibility at appropriate level of control

4. Quantity Take-Off & Measurement

0 Quantity take-offs validated and approved

0 Measurement rules defined and consistently applied
0 Installed quantities tracked against budget quantities
0 Re-measurement rules understood (if applicable)

0 Quantity growth and erosion monitored
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CONSTRUCTION PROJECT RECOVERY TRIAGE
CHECKLIST

5. Commitments & Procurement Cost Control

o All commitments captured and approved

0 Purchase orders and subcontracts aligned with budget
o Commitment changes controlled and documented

0 Forecast exposure for uncommitted scope identified

6. Progress Valuation & Payment

0 Valuation methodology defined and contract-compliant
0O Progress quantities independently verified

o Applications for payment accurately prepared

o Payment certifications tracked against contract timelines
0 Retention correctly calculated and managed

7. Forecasting & Cost to Complete

0 Forecast methodology defined and consistently applied
0 Cost to complete based on quantities and productivity
0 Risks and opportunities reflected in forecast

0 Forecast reviewed and updated regularly

0 Management reserve and contingency usage tracked

8. Change & Variation Cost Control

o Variations clearly identified and logged

0 Change pricing rules applied consistently
o Provisional sums and allowances tracked
0 Pending changes reflected in forecasts

0 Change recoverability assessed

9. Earned Value & Performance Measurement (if applicable)

0 Physical progress rules defined

0 Earned value metrics aligned with quantities

0 Cost and schedule performance trends analyzed
o Early warning indicators defined
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CONSTRUCTION PROJECT RECOVERY TRIAGE
CHECKLIST

10. Cost Reporting & Transparency

0 Cost reports accurate, timely, and auditable
o Variance analysis clearly explained

0 Forecast changes traceable and justified

0O Executive-level cost summaries provided

11. Commercial Risk & Claims Readiness

0 Cost records support change and claim entitlement
o Productivity impacts tracked and substantiated

o Disruption and inefficiency costs identified

0 Audit trail maintained for all cost movements

12. Final Account & Closeout

o Final quantities reconciled

0 All variations agreed or resolved

o Final forecast reconciled to actuals
o Final account strategy defined

0 Closeout documentation complete

How to Use This Checklist

Unchecked items represent potential cost and commercial risk.
Addressing these gaps early improves cost predictability, cash flow, and
final account outcomes.

How CDI Experts Helps

CDI Experts supports project teams with independent quantity
surveying, cost control, and commercial management—helping
organizations maintain control from estimate through final account.
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