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Are you Tracking Actuals? How can you 
afford not to Track Actuals in today’s economy?  
Rick Deans | Vice President - Professional Services    
Hard Dollar

Tracking actual values - costs, man-hours, equipment hours, 
production units, etc - at the activity level - is the key to being 
able to close the loop between project estimating and project 

execution. I cannot tell you how many times, during my interviews 
with construction companies, people will say “We estimate that ac-
tivity at x cost / manhours / equipment hours / productive units per 
shift because that’s the way we’ve always estimated it.” 

Sure, it’s one thing to understand how a company has always esti-
mated a specific scope of work, but what about the actual execution as 
it occurs in the field? Without understanding how the work actually 
unfolds in the field, the same estimating mistake may be made over 
and over again. 

Here’s a practical example involving a concrete foundation: An 
estimator breaks the major foundation item into the smaller tasks 
that will be required to complete the work.

 Without tracking the actual productivity and costs - as incurred 
in the field - we’re just guessing as to what it actually takes to perform 
the discrete work elements that often comprise the cost model. 

Hard Dollar takes the guesswork out of the equation by allowing 
field personnel to record those resources, quantities and costs that 
were actually utilized in the field - on an activity by activity basis - al-
lowing for a true comparison between estimated and as-built (actual) 
values. 
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Figure 1:  During the estimating phase, Concrete Founda-
tion is broken down to include all of the elements that will 
be required to complete the work.

 In our example, formwork is always estimated at a certain rate 
(square meters per man-hour) and the pouring of the concrete is al-
ways estimated at a certain rate (cubic meters per day). 

Discrepancies between the ease / difficulty of the formwork and 
the pouring of the concrete may balance themselves out to “hide” 
actual productivity strengths or weaknesses. When accounting pro-
grams report the costs for “Concrete”, there may in fact be little vari-
ance with the budget, when the field performance of the formwork 
and concrete pours may have varied considerably with the estimate. 

If tracking is not done at the activity level, there is no way to pro-
vide “real” data back to the estimating team for subsequent tendering 
processes.

Figure 2:  A summary review of Actual, or As-Built Costs 
as compared to the budget – at the major item level -  
don’t tell the entire story.  In this case, all we know is that 
the work was performed for $1890 LESS than the budget.  
Based on this information alone, there is no impetus for 
changing any of the estimating assumptions the next time 
similar work is considered.

Figure 3:  By tracking actual hours, costs and productivity 
levels at the activity level, we can see that the formwork 
was performed well under budget, but the concrete pour 
cost much more than expected.

Figure 4:  Hard Dollar alerts project personnel to both 
positive and negative variations with respect to man-
hours, costs, and other key performance indicators.



present some key challenges that allow further 
differentiation. 

We need to build a new operations and 
maintenance architecture based on SOT and es-
tablish this as the standard architecture of opera-
tions and maintenance across the corporation. 
GIS solution vendors must address this issue as 
part of their long-term operations and mainte-
nance strategy. To address this issue we need to 
develop some guidelines so that the operator can 
accept or reject any of the changes while moni-
toring SOT. Once the operator gains confidence 
in the SOT algorithms he can switch to the next 
stage, where changes are applied. The operator 
can view the changes applied by SOT anytime 
and distribute reports to view all changes made 
by the SOT algorithms. 

In order to ensure SOT capabilities, we don’t 
need to create a new technical workflow, but 
GIS vendors must have a clearer understanding 
of the service provider’s existing workflow. 
Conclusion 

Generally, to reach high quality value in 
project operations, three major points must be 
considered: setting up a project, operations and 
maintenance (O&M), and self organizing tech-
nology (SOT). You can maximize the efficiency 
of setting up a project by developing, organizing 
and managing a company’s operational team. 
This will guarantee high project quality opera-
tions in any GIS firm. Building long-term op-
erations and maintenance strategy enables sig-
nificant reduction to operational expenses when 
operators can demand a complete SOT solution, 
enabled by distributed operations capabilities 
that can be changed anytime. This would reflect 
a significant advantage over the competition.

Dr.Kayyali, Ph.D in Computer 
Image Processing (WCU), he 
is IEEE/CIPPRS and Brit-
ish Computer Society (BCS) 
Chartered Fellow, he has notable 
international achievements in IT/
Telecoms/R&D projects, he was a 
researcher visitor at the University 
of California (UCSB) and execu-
tive manager and consultant at Trust Holding Dubai. He 
is currently a consultant and project director at UrbaSoft 
Maroc – a GIS/GPS solution provider firm. 
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By using Hard Dollar’s cross job (See 
Figure 6), web-based reporting tool (Project 
Portfolio Analytics), customers can then re-
view as-built values for projects with similar 
scope and parameters to use as the compa-
rable basis for upcoming project estimates. 

Utilizing this approach (See Figure 7), the 
discrepancy between estimated and actual val-
ues will continue to decrease over the course of 
time, allowing for more accurate, efficient and 
competitive cost models that are indicative of 
the actual effort required to execute. 

Figure 5:  Graphical analysis of Man-Hour performance, for a specific activ-
ity within a specific project, allows a Project Manager to understand exactly 
where the work stands at any point in time.

Figure 6:  Graphical, web-based re-
porting allows for analysis of true, 
as-built data across many jobs with 
similar attributes for comparison pur-
poses.

Figure 7: Productivity can be reviewed 
across all, many, or a few selected 
projects to determine the overall 
health of a portfolio of projects.

Since 1998, Rick Deans has been working with Hard 
Dollar customers to understand their business objectives 
and processes relating to estimating and managing 
large, complex projects.  
As Vice President, Professional Services, Rick oversees 
Hard Dollar’s training and consulting services, 
ensuring customer satisfaction and helping to cre-
ate educational products that continue to meet the 
industry’s needs. Prior to joining Hard Dollar in 1998, 
Rick worked within the software industry for 8 years 
as a Technical Recruiter and for 5 years as a partner 
in a small construction firm. Rick received his BA in 
Economics from UCLA in 1986.
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CMCS NEWS

HARD DOLLAR Certification for CMCS Team
Hard Dollar has successfully completed a 
5-day Training Programme for its global part-
ners  in Dubai from September 28 to October 
2. This training was basically conducted to car-
ry out certification process for their partners in 
the Middle East, UK and Australia.The train-
ing was conducted by the Hard Dollar team, 
Scott Hyman, Director, International Business 
Development & Reseller Programs and Wil-

CMCS earns ISO certificate 
for project management measures

Billions of dollars are wasted every year on 
failed project investments 
throughout different sectors 
across the Middle East, dent-
ing profits and harming repu-
tations in the process. On 
a global scale, 24 percent of 
all projects fail, are cancelled or delivered but 
never used. 

In this context, CMCS has asserted its 
position as a leading project portfolio man-
agement provider in the region by earning the 
ISO 10006:2003 certificate for achieving in-
ternational quality standards in project man-
agement, which stipulate a set of corrective 

CMCS participated in the recently conclud-
ed Cityscape Dubai 2009 held in the Dubai 
International Convention and Exhibition 
Centre last October 5-8, where property de-
velopers, investors, architects, designers, gov-
ernment authorities and other related indus-
tries showcased their products and services. 

Cityscape Dubai 2009 participation successful

liam Skip, Principal Consultant.
CMCS team members who attended the 

session included Syed Ali Hasan, Walstan 
D’Souza, Laila Rojail, Gagan Preet Kaur, 
Mohamad Sabbouh and Nisrin Boukai. They 
have accomplished Hard Dollar Certification 
and this makes them capable of handling in-
dependently the  Training and Implementa-
tion of Hard Dollar.

This year’s participation featured guest exhib-
itor,  EarthCam, which provides heavy duty 
robotic network cameras that is remotely 
controllable over the Internet via a password 
protected website. The stand invited numer-
ous visitors representing the engineering and 
construction industry.

measures that help businesses maximize proj-
ect success levels.  This certifi-
cate marks a new milestone 
in CMCS’ commitment to 
implement benchmark stan-
dards in project management, 
after the company was award-

ed the ISO 9001:2008 certificate for quality 
management system in June 2007.

Aiming to reduce the number of failed 
projects, CMCS has stressed on the impor-
tance of implementing benchmark project 
management practices to help bolster the suc-
cess rates of development projects currently 
being undertaken in the Middle East.

Enhance Capital Flow 
Through Project Portfolio 

Management
Oracle and CMCS invite you to an in-
formative and engaging half-day event to 
discuss today’s most pressing issues and 
opportunities with oil and gas colleagues 
and industry leaders.  You’ll learn about 
new project portfolio management prac-
tices to:

•	 Assess, prioritize, and select projects
•	 Manage, model, and assess risk
•	 Optimize routine, complex, and cap-

ital work
•	 Access real-time data and respond to 

rapid changes

WHEN:    October 28, 2009
WHERE:  Le Meridien Hotel 
               Tourist Club Area, Abu Dhabi
TIME:       8:30-14:00

Registration is free. Seats are limited.
Email us at events@cmcs-mena.com 
or call +971 4 365 4850.

CMCS is participating in the Kuwait Oil 
Contractors Conference and Exhibition 
on Nov. 8-9 in Hilton Resort, Kuwait 
City. Bassam Samman will be speaking 
during the event about Project Portfolio 
Management and Dr. Tariq A. Aldowai-
san will be talking about required part-
nership between the local contractors, 
manufacturers, vendors and the local oil 
companies. Visit CMCS and Gulf Lead 
Consultants at Booth No. 9. 

CMCS to participate 
in Kuwait Oil Contractors 

Conference and Exhibition

CMCS at GITEX 2009
CMCS will give a presen-
tation on Oracle Primav-
era Project Portfolio Manage-
ment Solution on October 
19,  during GITEX Technol-
ogy Week. Be at the Oracle 
Seminar Room 4, located 
at the entrance of Hall 5, at 

This logo is a copyright of GITEX 
Business Solutions

2p.m.  Look for CMCS at Hall 5, Stand 
WS-6. GITEX runs from October 18-22 
at the Dubai International Convention 
and Exhibition Centre.


