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PROSPECTIVE VS. RETROSPECTIVE

DELAY ANALYSIS FOR
CONSTRUCTION PROJECTS

by Vivek Malviya
Delay & Quantum Expert, MASIN

Delays are an inherent challenge in construction projects, arising from factors such
as design changes, resource shortages, and unforeseen events. To effectively address
these delays, two primary methods of delay analysis are utilized: prospective analysis
and retrospective analysis. These approaches differ in timing, purpose, data
requirements, and outcomes. This article explores their advantages, disadvantages,
and relevance in construction project management, supported by insights from the
SCL Protocol and AACE Recommended Practices.

What Is Delay Analysis, and Why Does It Matter?

Imagine you’re driving a car through unfamiliar terrain. Prospective delay analysis
acts like a GPS system, predicting obstacles ahead and offering detours.
Retrospective delay analysis, on the other hand, is like reviewing a dashcam
recording to understand where and why you got stuck. Both tools are invaluable,
but their utility depends on when and how you use them.

Understanding Prospective Delay Analysis
Prospective delay analysis is a forward-looking approach applied during ongoing

projects. It forecasts the potential impacts of delay events on the project's critical
path, enabling proactive decision-making.



Advantages
« Proactive Management: Allows stakeholders to mitigate potential delays in real-
time.
« Real-Time Insights: Facilitates adjustments to sequencing, resource allocation, or
schedules.
« Simpler Methodologies: Techniques like Impacted As-Planned (IAP) and Time
Impact Analysis (TIA) offer clarity during ongoing delays.

Challenges
- Baseline Accuracy Is Key: A flawed baseline program can lead to unreliable
forecasts. Analysts must validate the baseline’s logic and assumptions.
« Complex Projects Pose Risks: Forecasting becomes less reliable in large-scale
projects with numerous variables and uncertainties.
« Limited in Capturing Final Outcomes: It doesn’t account for actual subsequent
progress or unforeseen impacts.

When to Use ?

Prospective analysis is particularly useful during ongoing projects, especially for
addressing straightforward delays or meeting contractually required forecasts.

Methods of Prospective Analysis
I.Impacted As-Planned (IAP): Adds delay events to the baseline schedule to
evaluate their potential impact. Best for simpler, early-stage delays.
2. Time Impact Analysis (TIA): Incorporates delay event subnetworks into the
baseline program and recalculates impacts. Ideal for evolving, long-duration
projects.

o Reference: AACE RP 29R-03, Section 3.6 [23].
Interactive Tip: Next time you’re involved in an ongoing project, ask yourself,

“What adjustments can I make today to avoid bigger issues tomorrow?” Prospective
analysis will provide the answer.
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Understanding Retrospective Delay Analysis

Retrospective analysis, conducted after delays have occurred or the project has
concluded, examines actual events and their impacts through a forensic lens.

Advantages
« Comprehensive Understanding: Evaluates delay causes and impacts based on
factual data.
« Critical for Disputes: Provides detailed accountability, essential for legal or
arbitration cases.
« High Accuracy: Uses actual project records and progress data, minimizing
speculative assumptions.

Challenges
« Resource-Intensive: Requires extensive time, effort, and financial investment.
« Dependence on Documentation: Incomplete or inaccurate records can
compromise analysis reliability.
« Reactive Nature: Focuses on understanding past events rather than preventing
future delays.

When to Use ?

Retrospective analysis is best suited for resolving disputes, especially in complex
projects where understanding delay responsibility is crucial.

Methods of Retrospective Analysis
1.As-Planned vs. As-Built: Compares planned schedules with actual progress to
identify variances.
2. Time Slice Window Analysis: Evaluates delays by splitting the project timeline
into “windows” for detailed review.
3.Collapsed As-Built: Removes delay events from the as-built schedule to
determine their impact.

Interactive Tip: If you’re reviewing a project post-completion, consider retrospective
analysis your detective’s toolkit for uncovering the truth.
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Comparative Analysis of Methods
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Comparative Analysis of Methods
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Key Takeaways and Considerations

« Prospective Analysis:

o Use it during ongoing projects for real-time mitigation.

- Ensure your baseline program is logically sound and validated.
» Retrospective Analysis:

> Opt for it when resolving disputes or understanding delay impacts post-
completion.

o Ensure project records are comprehensive and accurate.

« Transitioning Between Methods:

o Ensure consistency and validation of data when shifting from prospective to
retrospective approaches. Engage experts to maintain accuracy and
reliability.

« Contemporaneous Submissions: Address delay impacts as they occur to minimize
disputes.[1]

« Record Keeping: Comprehensive records are vital for both methodologies to
ensure accuracy and accountability. [2]

« Choosing the Right Method: Factors like project complexity and available data
guide the choice of analysis method. [1]

[1] SCL Protocol, Core Principle 4 [22].
[2] SCL Protocol, Core Principle 1 [22].
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Conclusion

Both prospective and retrospective delay analyses are invaluable tools in managing
construction delays. Prospective analysis emphasizes proactive mitigation, while
retrospective analysis provides detailed accountability. By understanding their
strengths and limitations, stakeholders can leverage the appropriate method—or a
combination of both—to improve project outcomes, resolve disputes, and ensure
accountability.

Final Thought: Whether you’re navigating ongoing delays or resolving past disputes,

delay analysis i1s your compass. Choose the right tool, stay informed, and
collaborate with experts to steer your project toward success.
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