
























































































































Also, the Construction Management Association of America (CMAA) explains 
the responsibilities of a construction manager, which is basically a project 
manager that specializes in the construction industry.

General contractor

A general contractor oversees the daily operations of the job site and provides 
the equipment, materials and labor required for the execution phase of the 
construction project. General contractors usually hire subcontractors to 
execute specific tasks.

Below are some of the main responsibilities of a general contractor:

✓ Supervising the work of subcontractors
✓ Setting up job site safety protocols
✓ Applying for building permits and licenses
✓ Disposing construction waste
✓ Managing personnel on the construction site
✓ Communicating with the project owner and construction project manager

A general contractor is selected after the project owner reviews bids from 
multiple general contractors and chooses the bid that better adjusts to the 
project needs.

61



Managing subcontractors

Construction projects are complex in nature. They demand extensive planning, manual labor, 
and they call for various specializations. Realistically, no individual on the team has all of 
these specialized skills and, even if they did, it would be impossible to do it all themselves. 
This makes construction subcontractors a necessity for most modern construction projects.

What is a subcontractor?

A subcontractor is a free agent employed on a job-by-job basis when their skills are needed. 
Usually, these skills are specialized, rather than generalized.

Subcontractors are oftentimes self-employed and choose the jobs they wish to take, which 
can make it difficult to find work when they don’t already have a large network of clients. 
Even then, if these clients don’t have projects to complete, there is no demand for a 
subcontractor’s skills. One solution to this problem is finding contractors to work for, rather 
than independent clients.

Subcontactor vs. contractor: what’s the difference?

To fully understand the relationship between contractors and subcontractors, we must 
define what a contractor is. Contractors are people or organizations hired by owners to 
“build” a project, or at least some part of it. More often than not, contractors are used for 
construction projects where they are responsible for physically building something.

Subcontractors are then hired by contractors to work on a project when the contractor 
doesn’t have the time or expertise to do the tasks themselves. Subcontractors are hired and 
paid by the contractor.

The ideal relationship between contractors and subcontractors is a symbiotic one. 
Contractors need subcontractors for their skills and hard work, and subcontractors need a 
contractor’s large network of clients. This network ensures there is always work to be done. 
It also allows subcontractors to focus on their role in the project, rather than finding projects 
in the first place.
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Examples of Contractors

The most common example of a contractor is a construction contractor. Generally, the party 
who needs to execute a construction plan won't be able to complete the work themselves. 
For example, a company opening a new office will hire a contractor to manage the project.

Examples of subcontractors

Subcontractors are individuals with special skills. In construction projects, contractors will 
hire subcontractors who specialize in different aspects of the project, such as plumbing, 
electricity, painting, etc.

What is subcontractor management?

When contractors hire subcontractors, they must practice subcontractor management in 
order to keep projects running smoothly. This begins by identifying the project owner’s 
needs and choosing quality subcontractors accordingly. Creating the criteria we mentioned 
previously can be part of this process.

Once contractors hire subcontractors, it is their duty to fill them in on expectations and 
employer policies. This establishes communication and ensures everyone is on the same 
page. With practicing good subcontractor management, this debrief will be structured the 
same way for every project to ensure all information is addressed.

When everyone is on the same page, the bulk of subcontractor management begins. The 
contractor must constantly monitor subcontractors and the status of the project in order to 
be sure everything is running smoothly and subcontractors are meeting expectations. 
Subcontractors must also make sure that work conditions and communication remain 
top-notch.

With your team assembled and ready to move forward, you can 
focus on the construction project management process.
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The construction
project management
process





On the timeline side of the Gantt chart, you can link dependent tasks, set milestones and a 
baseline to capture the project plan to compare to your actual progress when the project is 
being executed. There are a lot more features to play with on the Gantt chart that will help 
you plan and control your project.

Once you have a construction plan that includes all the information you need to manage 
costs, scope, risks, time and other aspects of your project, it’s time to execute.

Project execution

At this stage, you’re executing the project and taking the project plan and implementing it 
while factoring in the changes and work management issues that can arise during such a 
process. Whatever deliverables you promised must come through in the timeframe you 
noted. Now, as a construction project manager, you must deal with the project owner, 
stakeholders and customers and teams. The latter have tasks that must be completed, 
which means workload management and resource allocation. You’ll be setting up meetings 
and reporting frequently throughout this stage. This is where your project management tool 
will really be tested, but more on that later.

Project monitoring and control

You can’t know the progress of your project if you don’t have a way to monitor it. You’ll be 
doing this during the previous stages of the project, but it’s important enough to demand its 
own separate stage in your management. You’ll want to have a way to note the progress, 
which is why you need to set up key performance indicators for cost control, time tracking 
and quality assurance. If you can stay on top of these figures, it’s less likely you’ll manage a 
failing project. Therefore, stay flexible and communicative throughout so you can adapt 
quickly to change when it occurs, and it always occurs.

The 4 stages of construction project management

When you’re managing a construction job, there are certain objectives you should consider. 
Just like in any project, you accomplish overall project success by breaking it down into 
phases. The following are four steps you can take to organize a successful construction 
project management project.
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01
Design

There are four parts to designing a construction project. It’s the project 
manager's responsibility to make sure your design meets with building codes 
and other regulations.

✓ The concept: What are the needs, goals and objectives of the project? You’ll 
be making decisions based on the size of the project, the site allocated for 
the build and the actual design of what you're building. This is comprised of 
a list for each room or space under consideration, including all critical data. 

✓ The schematic design: This is a sketch that identifies the various parts, 
materials, sizes, colors, textures, etc. It includes the floorplan, elevations, etc. 
and even a site plan.

 
✓ Develop the design: This requires research. What are the materials to use? 

What equipment will be needed? How much are the materials? What is the 
material take-off? You’ll be refining the original drawings from the previous 
stage now to reflect these decisions. Knowing local building codes and 
adhering to them will be important at this stage.

✓ Get the contract documents together: These are the final blueprints and 
construction specs. These will be used by outside contractors to bid on the 
job.

Preconstruction

Once the general contractor bids are accepted, but before ground is broken, 
you’ll want to work on these three steps.

✓ Assign a project manager: If the project manager hasn’t already been 
determined, you'll want to establish it now. Sometimes a project manager is 
on board early and participates in the first stages of a project, while other 
times they aren’t hired until the design is complete.

✓ Determine the rest of the personnel: Find a contract administrator or the 
person who helps the project manager. A superintendent is also needed to 
keep everything on schedule in terms of the materials, deliveries and 
equipment. Superintendents are also on-site to deal with construction 
activities. Finally, you want to have a field engineer, which is more of an 
entry-level position to deal with paperwork.
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✓ Investigate the job site: Check to see if anything is needed as the job site 
must be ready for construction. This might include dealing with 
environmental issues such as the suitability of the soil for construction.

Procurement

By this point, you've established your team and you’ve planned for the 
construction and materials necessary to complete it. Now you must purchase 
those materials and equipment. Depending on the organization, this might be 
the responsibility of the general contractor or subcontractors.

This is the stage you’ll be working with purchase orders, which are used as an 
agreement between the buyer and the seller.

Construction

Finally, you’re ready for the build! But first, set a preconstruction meeting to deal 
with work hours, the storage of materials, quality control and site access. Then 
get everyone on the construction site and set up as needed.

You’ll need to create a payment schedule and a process to deliver payments. 
This information needs to be transparent, not only to meet financial obligations 
but to maintain a happy and productive workforce and environment. Make sure 
your work orders are detailed enough to avoid misunderstandings between you 
and your contractors.

The last part of the project is after the construction is complete and the 
occupants move into or take ownership of the site. You must make sure all their 
requirements have been met, and usually provide a warranty period to make 
that arrangement official and binding.

Throughout the construction project management process, don’t forget to 
factor in risk.
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Few things are as risky as construction projects. There is heavy equipment, crews working in 
precarious situations and complicated logistics, safety hazards and risk factors to manage.

What is construction risk management?

Construction risk management is the process of evaluating and implementing procedures to 
reduce the impact of risks in construction projects. This risk management process involves 
thorough planning to create a risk management plan that allows project managers to identify, 
monitor and mitigate risks as they arise.

A construction risk management plan is developed in the early stages of the construction 
planning process. It details what project risks might occur and the risk response to resolve 
them. This includes designating someone on the crew to own the issue and address it.

What are the types of risk in construction projects?

In general, risk is anything that will delay the project or create further costs. There are many 
sources for risk on a construction site. To create a better risk management plan, it’s essential 
to know what risks there are, and where they will occur:

✓ Safety risk: Your crew is your most valuable resource. Nothing can be done without them. 
They are also subject to safety hazards, as many of the tasks assigned to them can be 
dangerous. While your crew is skilled and experienced, accidents can happen. Know the 
safety risks to your crew, what hazards they might fall prey to and create a safety plan to 
ensure employee safety.

✓ Financial risk: Without money, nothing happens. No one gets paid, you can’t rent 
equipment—you get the idea. That’s why any factors that can interrupt your cash flow 
need to be identified. This can include a cost increase for materials, competition in the 
market and so on. The more you understand the financial risk, the more likely you’ll stay 
within budget.

✓ Legal risk: Managing a construction project involves more than the constraints of time, 
cost and scope. There are legal constraints, such as regulations, code violations and 
contract terms disputes with your clients, vendors and subcontractors. Any of these 
things can send your construction project off track.
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✓ Project risk: Project risks are universal project management risks associated with 
managing any project. These include poor management of the resources, missing 
deadlines and falling behind schedule. The construction project manager must be 
thorough and aware of difficulties that can throw the project off track.

✓ Environmental risk: AKA an “act of God,” such as floods, earthquakes and other kinds of 
natural disasters. Anything nature unexpectedly unleashes that makes the construction 
site inaccessible is costly and potentially destructive for a construction project.

The risk management process

The process of mitigating risk for a construction project is no different than any other project. 
The only difference is the type of risks you’re managing in the construction industry. Here are 
the five steps of the risk management process:

✓ Identification: First, make a list of every possible issue that could arise. Do the research, 
talk to your crew and explore historical data from past construction projects that are 
similar to yours. While this identification list is always open for edits and updates, you 
should have a set deadline so that you don't get bogged down in analysis.

✓ Assessment: Not all risks are equal. Some are more likely to occur, others less so. One 
way to assess your list of risks is to use a risk assessment matrix, which charts the 
likelihood of each risk and the size of the impact it can have on your project. Creating a 
risk assessment matrix helps you when addressing the risk, if it appears.

✓ Mitigation: This is where you implement a contingency plan that will reduce the likelihood 
and impact of the risks you identified earlier. The top priority, of course, is those you 
defined as highly likely and having the greatest impact. These should be given an owner, 
who will be responsible for identifying the risk (if it occurs) and managing its resolution.

✓ Monitoring: This step is always ongoing, as you attempt to identify these risks when they 
show up. That includes monitoring the effectiveness of your mitigation plan. Also, 
stakeholders should be consulted and kept updated on these project risks. Engage other 
department leaders to help, and empower the team to respond to risk. Have them note if 
a risk has moved to a different spot on your risk assessment matrix.

✓ Reporting: Your construction risk management plan should be analyzed and shared with 
the crew and stakeholders. These reports on risk mitigation allow you to evaluate the 
effectiveness of the contingency plan. While this can be done with an Excel spreadsheet, 
using project management software is more efficient. Online tools gather the data 
automatically, create dashboards to illustrate progress and even generate reports that are 
easily distributed.
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Projects don’t end with the final deliverable. There’s paperwork to sign off on, teams to be 
released and more administrative loose ends to tie up.

What is post-construction?

Post-construction is the last phase of a construction project. It spans the time between the 
end of the physical construction and when the project is turned over to the project owner. 
During this time, the job site is cleaned up, equipment is returned and the labor force is 
released from this project and usually reassigned to another project.

It’s a period when everything is handed off to the client or project owner, from the actual 
construction to documentation. The owner’s team will also be instructed and trained on how 
to operate all the systems and equipment in their newly constructed project.

Post-construction activities

Here are some of the most important activities that are needed for a successful 
post-construction phase.

Final inspections

The final inspection is done after the completion of the punch list (defined 
below in the post-construction documents section). The construction team, 
including the general contractor and the architect, make sure that all the 
specifications of the contract have been met and that the structure is 
functioning properly. If everything is deemed okay, then the architect will sign a 
certificate of substantial completion. Next, if the structure complies with all 
local permits and regulations, the local government will issue a certificate of 
occupancy, which means that the building is ready for occupancy.

Walkthrough

The walkthrough is the term used to describe when the general contractor, 
architect and construction team inspect the structure during the final 
inspection. They literally walk through the job site and inspect all aspects of the 
structure to ensure it meets the quality standards as well as any contractual 
obligations.



5374

Handoff & turnover

While not a specific moment in time, the handoff and turnover is a process. It’s 
a period that allows for all the activities necessary to deliver the finished 
structure to the project owner. This extended phase allows the project owner to 
be fully aware and comfortable with the operation of all aspects of the newly 
constructed structure. The general contractor is present during this process to 
offer support to the client, such as staying in communication with the project 
owner and handing over blueprints and operation manuals to ensure that the 
project owner understands the intricacies of the structure.

Post-construction training

As noted, the general contractor will make sure that the project owner 
understands how the structure works. The training will also involve keeping the 
lines of communication open between the general contractor and the project 
owner to answer any questions related to the operation of the structure.

Seasonal testing

One final test is to see how the structure performs to standards in every season 
of that climate. That means checking systems, such as the heating, ventilation 
and air conditioning (HVAC), to see how they work in winter and summer 
conditions. Once the seasonal testing has been completed, the 
post-construction phase moves into its final review. This takes place a year after 
the building has been open to occupants. The final review will test to make sure 
that the building is still performing up to standards and the general contractor 
will respond to any concerns aired by the project owner.

Post-construction documents

Some consider the post-construction phase the most important of a building’s life cycle 
because it involves a close working relationship with the general contractor and the building 
owner. It’s during this phase that the owner will take responsibility for the building. To 
manage that transition are many post-construction documents such as:
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Punch list

The punch list is document that shows the work that still needs to be done on 
the job site. It’s called this because holes were once punched in a list to indicate 
that they still needed fixing. Today, the punch list collects items that need 
immediate attention. The punch list can also indicate damage that was done 
during construction and requires attention. The items on the punch list must be 
completed before the general contractor can receive payment for the job.

As-built drawings

The use of as-built drawings, also known as record drawings and red-line 
drawings, is to compare and contrast the design to the final build. Then a 
detailed blueprint of the building and the land around it as actually constructed 
is done. This is a revised set of drawings submitted by the general contractor 
upon completion of the project to reflect all changes made in the specifications 
and working drawings during construction. 

Notice of completion

This is a post-construction document recorded by the property owner to notify 
potential mechanic lien claimants that a specific construction project has been 
completed. This is done to reduce the time in which a subcontractor, material 
supplier or general contractor can record a mechanic lien against a private 
works construction project. This shortens the deadline for a mechanic lien.

Inspection reports

A post-construction inspection report is a formal, written site inspection report 
that contains full details of what has been witnessed on site, including 
photographs. It will detail the state of compliance and add recommendations as 
needed with the relevant parties.

Certificate of occupancy

As noted above, the certificate of occupancy says that a building fully complies 
with the development plans that were submitted and approved by the local 
building authority. This document will say what the structure is used for, that it’s 
suitable for occupancy and it complies with all building codes.



Operation & maintenance manuals

These are detailed documents that contain all the instructions needed to 
properly manage and maintain the construction facility or property. It’ll include 
many things, such as machine operating procedures and engineering drawings, 
equipment placement, maintenance schedules, emergency protocols and 
safety guidelines.

Warranty letters

This is where the general contractor guarantees to the project owner that all 
materials and equipment used in the construction project will be new unless 
otherwise specified, that all work will be of good quality, free from faults and 
defects and in conformance with the contract documents.

Release of liens

The release of liens is a document that’s filed with the public land records as the 
official notice that the lien has been removed. Once payment has been 
received, the general contractor has a duty to remove any lien that was filed 
against the property.
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Construction project
management with
ProjectManager



If you’re looking for a simple, effective alternative to expensive construction project 
management software, ProjectManager is it. Our online software is affordable, easily 
accessible and requires no intensive training sessions for your team to get started.

Build your construction project plans on Gantt charts

ProjectManager’s award-winning Gantt charts organize your tasks and display 
them on a visual timeline so you can see the entire construction project in one 
place. This helps you estimate duration, schedule resources and link dependent 
tasks that might otherwise create bottlenecks later in the project. Our Gantt 
charts are great for task management, time management and construction 
scheduling.

Manage your work & your teams

Using our construction management software with multiple project views gives 
you more flexibility to use the right tool for the job. Task lists are great to 
organize your own work in daily to-do lists, or for teams that need a punch list 
for walkthroughs on the job site. Task lists, Gantt charts and calendar views are 
great task management and time tracking tools for construction project 
managers, general contractors and subcontractors.
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Assign people

ASSIGN PERSON AVAILABILITY ASSIGNED

Mike Cranston 12 HOURS 4 HOURS

Jess Hill 16 HOURS 5 HOURS

TOTAL: 9 HOURS
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Keep track of your team, gear & costs

Having a live resource calendar to keep track of your labor costs, equipment 
and manage your team’s availability is how you stay on budget. You need to 
know what hours your crew can work and when they’re on holiday or PTO. 
ProjectManager helps you manage workload, rates and overages for accurate 
cost estimation.

Stay on schedule & avoid slippage

Monitoring your project execution phase is essential to the project performing 
as planned. Real-time dashboards give you a high-level view, collecting data 
and calculating that information into graphs and charts that show a number of 
project metrics to keep you on track.

Get details & keep stakeholders informed

Our reporting features go further than the dashboard, focusing on project 
variance, tasks, cost and more. Whether your project involves residential home 
building, heavy industrial construction, commercial construction or engineering 
construction, it only takes one click to make a detailed report. The better your 
data, the better your decision-making process. Our reporting tool can filter your 
information to show what you want to see and also target it for stakeholders.
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Ready to try ProjectManager
for yourself?

Contact us
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