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NEW CONSTRUCTION SUPERVISOR 

Planning Work for Construction  

 
 
Learning Outcomes: 
 

 Develop a daily work plan to guide activities based on priorities   

 Explain the role of the supervisor in planning and scheduling of projects 

 Develop strategies to address issues and adapt the plan 

 Record project information in a daily  journal 

 Demonstrate relationships between project activities 

 Identify some fixed and variable conditions that affect the outcomes  of a project 

 
Course Outline: 
 
Introductions and review of learning outcomes:  
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Daily Work Plan: 
 
In almost every productive activity in life, we have a plan. You will plan a holiday, plan your weekend, 
plan what food you need when you go shopping. Even though you may not formally write the plans 
down (create a work instruction), you will follow a basic plan in every activity you are involved in during 
a day. Whilst planning in your head is ok for your personal activities, it is generally not satisfactory in the 
workplace. This can be for a number of reasons but particularly relates to efficiency, safety and cost 
effectiveness.  
 
Planning is also essential regardless of your job role or responsibilities because as a worker you are part 
of a group or team. This might be a small team of two, or a large team such as a company or an 
organization. It is very rare for someone to work completely alone. Even in the most isolated of 
situations where you may be physically alone there is still a work plan, a communication process and an 
emergency response process. As a member of a team it is very important to realize that the actions of 
every individual will impact on the team as a whole. Quite simply, the way you work affects everyone 
else.  
 
Think about how you would feel if you worked with someone who showed the following habits: 
 

 Disorganized 

 Late 

 Does not bring the correct tools and equipment  

 Does not use safety gear  

 Leaves the workplace in a mess 

 Cannot be communicated with as they have not turned on the radio or mobile 

 Does not finish a job (manage their workload) in the designated time thus holding everyone else 
up 

  
At the very minimum the workplace should have a daily schedule for each worker and a written / verbal 
/ pictorial work instruction for each task. .  

 
 
Establishing Priorities in a Project Plan: 
 
Doing the right job at the right time is important in improving productivity.  Establishing the priority of 
each task is important in making sure the right job is being done first.  If a task is important it must add 
value to the goal.  Clearly understanding the goals is critical in establishing the priority of the things we 
need to do. 
 
 How do you keep a plan current, decide on priorities and keep on track?  
 

 Start each day with a list of thing you must get done:  

You may want to have a 5 minute meeting with the project team. What is the schedule for the 
day? What issues arose yesterday and how were they resolved? Any unanswered questions or 
concerns? How is the availability of supplies and materials? 
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 Keep a daily log of significant events.  

How do you as a leader record daily work? Why do you keep a detailed account of activities?  
(Accountability, organization, due diligence, to recall and address details/problems)  

 
Using a Tool to Establishing Priorities: 
 
There are different tools available to manage and prioritize a project plan. Stephen R. Covey in his book, 
7 Habits of Highly Effective People provides the ABC method of prioritizing tasks.  

 A = vital tasks       

 B = important tasks     

 C = nice to have done tasks 

It then subdivides tasks in these categories into A1, A2, A3, B1, B2, B3 and so forth. Discuss participants’ 
use of the Stephen Covey approach to prioritizing tasks.  
 
There are also pocket PC and palm task list applications that are useful tools to organize work. Outlook 
has an organization tool available.  
 
Priority: 
 

 A – High 

 B – Medium 

 C – Low  
 
Sample: 
 

TO DO LIST PRIORITY 

  Letter Number 
  A, B, C   

Organize drawings for next day's work.    

Talk to carpenter foreman about scaffold for tomorrow's work area.    

Determine how the error occurred.    

Do a routine walk around safety audit.    

Check with rental company for a replacement.    

Inspect reassigned area for hazards.    

Prepare for safety meeting.    

Talk to superintendent about BST Mentoring.    

Update project schedule.    
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Discuss tools that best suit the needs of the participants in the program. What is working and not 
working in the organization of your plans?  

 

TO DO LIST PRIORITY 

  Letter Number 
  A, B, C   
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 The Supervisor’s Role in Planning and Scheduling: 
 
 
What is the difference between planning and scheduling?  
 
The Manitoba Construction Industry relies on front line supervisors to ensure projects are completed on 
time and are profitable.  To accomplish this, supervisors must be able to interpret the schedule and 
develop a solid plan for the project. 
 
Planning aims at formulation of a time based plan. It is the plan of action for the coordination of various 
activities and resources to achieve specified objectives.  Planning is the process of developing the 
project plan.  
 
Scheduling means putting the plan on a calendar time scale. What is to be done? What are the activities 
involved? How is it to be done? When it is to be done? Where it is to be done?  
 
 
What are some basic rules of scheduling?  
 
When planning around a schedule, there are interdependencies that can affect the project timeline. 
These include: coordination of sub-trades, suppliers of materials, staffing and cost controls.  
 
For example: If you are building a roadway, permits are required, line locates have to be done, survey 
crews have to mark the area, the kind and type of equipment has to be secured, staff may have to be 
hired, construction materials have to be ordered (i.e. aggregate rebar geotextile and concrete etc.) 
 
Keep in mind:  
 

 Everyone involved in the schedule should assist in the preparation 

 Develop a plan that establishes the relationship between the individuals involved 

 Show details so small steps are not overlooked  

 Make realistic time spans including manpower and materials 

 Consider unknown variables, such as weather outside of your control 

 Consider set up time 

 Make sure start time aligns with preceding work completion 

 Consider job conditions on site 

 Explain completion date means work is to be done by that date 

 Create schedule by operation or by area 

 Be consistent in the format used for scheduling 
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What organizational skills would you use to ensure a productive jobsite?  
 

 Develop a project plan by breaking down the project goal into tasks or steps required to 

complete the project; consider the relationships between activities 

 Prepare a manpower, equipment and material plan and permits 

 Schedule daily work 

 Coordinate work with other trades 

 Involve the crew in the decision-making process 

 Make a weekly schedule and a “look ahead” schedule 

 Record changes to the plan as needed 

 Track progress and compare where you are relative to the overall project schedule 

 Document the job daily 

 
 
Fundamental Principles of Planning:  
 

 Time:  

The supervisor needs to plan adequate lead time to carry out the objectives of the project. 
Without adequate planning, the project will be hurried and lack clear direction. The planner 
needs to anticipate problems and consider alternative approaches to resolve them.  
 

 Information:  

A plan needs to have accurate and comprehensive information. The supervisor needs to make 
sure of all possible sources of information and only reject a source when the information is 
proven to be inappropriate after careful consideration.  
 
 

 Consider these steps: 

 Purpose for which information is needed 
 How the information will be used 
 Who can best contribute 
 What other sources are available 
 Request information 
 Measure value of information against set objectives 
 Prepare a plan 

 

 Resources:  

Make sure the equipment, material and manpower is available to carry out the plan.  
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Basic Requirements of a Plan: 
 
Clearly defined objectives with a plan of execution  
 

 Simple and easy to follow plan as much as possible 

 Proper analysis and classification of actions without overlooking essential steps in a sequence 

 Flexibility to seek other alternatives 

 Balance of work with other operations 

 
 

Steps in the Planning Process:  
 

 Define the task / set objectives within given time, agreed cost and acceptable degree of quality 

 Organize the information relative to the task at hand 

 Select alternative courses of action: consider pros and cons  

 Conduct a cost analysis between alternative methods 

 Authority to proceed: Confirm the plan in writing. Present the plan and the reasons for the 

choice based on the analysis in order to seek approval.   

 Issue Instructions to those responsible to carry out the plan 

 Put the plan in effect in a schedule including the date and time the work will start 

 Observe, analyze and follow up: delegate and oversee work 

 
 

The Role of the Supervisor: 
 
The supervisor leads by example and will strive to demonstrate skills of a well-planned, smooth running 
operation that anticipates problems before they happen.  
 
 
3 Key Success Factors: 
 

1. Complete project on time 

2. Complete project within budget 

3. Maintain standard of quality 

 
 

How can a supervisor lead a project successfully?  
 

 Treat people as individuals not as numbers on the time sheet 

 Respect others 

 Know your role and responsibility and convey information clearly and accurately 

 Do not criticize without good reason 

 Listen and accept others ideas and suggestions 

 Recognize the contribution of others 
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 Create good working conditions 

 Allow others to take responsibility and make decisions 

 Show avenues for advancement / promotion 

 Improve morale through kind acts, words, a smile or a joke 

 Build on strengths and work on improving the weaknesses of the working team 

Let team know your expectations and how performance is measured. 

 
 
Strategies to Address Issues Faced when Planning: 
 
 
What can interfere with a project plan?  
 
For example, a project owner has daily inspections of a house that is being built. He or she continually 
tries to direct activities directly with the trades on site.  How would the supervisor deal with this type of 
distraction? The supervisor would need to have a heart to heart with the owner to establish boundaries 
for that owner.  
 
 
Obstacles to a Plan:  
 

 Time Span:  

Short term plans can be detailed and exact while long term plans should be flexible and more 
general with the ability to build in details 
 

 Unpredictability of Events:  

Be prepared to take corrective action in unforeseen situations such as weather 
 

 Mental Ability:  

Failure of the planner to foresee factors that may lead to delay 
 

 Lack of Information:  

Collection and analysis of information 
 
 

Changes to a Project Schedule: 
  
Typically there are numerous changes in any project schedule and every change is accompanied by a 
cost.  Your analysis of the situation will be an important factor in these decisions since you are closest to 
the project. 
 
Develop a checklist. Consider:  
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 Is this change one that requires consultation? If so, who should be consulted? 

 Will extra material be necessary? 

 Who should be contacted to set new delivery times? 

 Is there a need to eliminate any completed work? 

 How much time will be spent in meetings discussing change (s)? 

 What other work will be affected by these changes? 

 What staffing and materials need to be rescheduled? 

 Will overtime be required to meet the schedule? How much? 
 

Give an example of a time a change was required on a project.  
Why was the change made and how did it affect the budget and the schedule? 

 
 
Why might changes be made?  
 

 Cut costs 

 Improve working conditions 

 Increase production 

 Eliminate added charges 

 Reduce conflict 

 Improve safety 
 

Who needs to be informed when a project changes? 
 
 
How can you avoid distractions at work?  
 
To avoid distraction effective and efficient construction supervisors follow some simple guidelines. They 
are: 
 

 Organize, plan your day and make commitments 

 Manage interruptions: 
 
 Ask them to schedule some time with you 
 Ask them to handle the problem themselves 

 

 Avoid non-productive activities 

 Manage meetings 

 Leave detailed instructions for others 

 Deal with a situation once 

 Learn how to use productivity tools 
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Daily Journals: 
 
 
What is the advantage of a daily journal?  
 
The use of a “day planner” is a valuable resource for construction supervisors.  
 
Advantages include: 
 

 Scheduling “to-do” items on future days.  Choosing the best time to tackle the activity and 
putting it under that date. 

 Avoid forgetting tasks 

 Enter daily events as in a job diary  
 
In addition, construction supervisors should keep a daily log book or diary. The daily log may be a hard 
copy book or an electronic email. It is important to note that text messaging does not allow the user to 
store information permanently. Important conversations may be lost resulting in a potential problem or 
lawsuit if the supervisor does not have proof that information was conveyed and properly recorded.  
 
 
How is the daily journal used to record project information?  
 
This diary or “job journal” can be used to record project information such as; 
 

 Time and results of important conversations, meetings or discussion. 

 Stages of the project under construction (especially the exact date) 

 Number of employees on site 

 Numbers and types of sub-trades onsite and activities being performed 

 Materials ordered / back ordered, received, stored, returned 

 Equipment delivery details 

 Design problems 

 Material problems 

 Record of spot changes or extras required 

 Completed tests and inspections including approvals by testing personnel 

 Record of delays including causes, responsibility, reasons, corrective actions 

 Safety matters, especially accidents, injuries and incident details 

 Job schedule progress and follow-up actions 

 Housekeeping matters 

 Weather conditions 
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 Training that’s taking place (learner / mentor)  

 
The use of a day planner or a job journal will help you eliminate wasted time. However, as the 
supervisor it is easy to be distracted and become inefficient. 
 
No matter how good you are at planning and scheduling, not all situations can be anticipated.  Be 
prepared to deal with changes. 
 
 
Important Points: 
 

 Frequently monitoring the activity schedule in the early planning stages will go a long way in 

identifying, forecasting and solving problems. 

 Every bit of information impacts the schedule. Activities are critical when time cannot be slipped 

and / or when specific resources are involved.  Zero in on critical activities each time the schedule is 

reviewed. 

 The successful supervisor will anticipate and solve these problems before they occur. 

 Sometimes someone else’s poor planning may affect your project plan. This calls for some creative 

problem solving. 

 Successful planning and scheduling requires an understanding of how various conditions can affect 

the project.  These conditions can be controlled in some cases and not in others. They are often 

termed “fixed” and “variable” conditions. 

 The bottom line on any project is to make money. The project needs to end on time and within 

budget; time is money.  There is often a bonus for completing a project ahead of schedule and 

within budget and a penalty for being late and beyond budget.  

 
 
What are some fixed and variable conditions that may affect the project plan?  
 
Changes in conditions will have a “chain reaction” on your schedule.  Planning and scheduling in an 
environment where conditions don’t change is fairly straightforward.  How changes in variables are 
handled will determine the success of the project. 
 
 
Scheduling Manpower and Materials: 
 
In any construction project, manpower is a major variable cost item.  One of the supervisor’s most 
important responsibilities is to maintain manpower at the most efficient level.    
 

 Too many workers on site actually reduces productivity. 
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 Too few workers cause expensive delays and often results in overtime costs. 

 Having the wrong mix of skills (or sub trades) on the job can be costly. 

 Using journeymen for laborer tasks wastes costly resources. 
 

Expecting unskilled employees to perform job tasks for which they are not trained can be costly. There is 
a common expression in construction, “you don’t have time to plan but you do have to fix”. Too often 
time is spent re-doing a task rather than planning to do it right the first time. Make sure lines of 
communication are open with employees. Daily tool kit meetings can avoid unnecessary mistakes.  

 
 
Manpower Allocation:
  
Although the bar chart is usually not used for manpower allocation, you can note these requirements on 
the chart (along the timeline).  This might be helpful in planning the disposition of crews and a 
forecasting surplus and shortfalls of skilled tradesmen. 
 
Manpower allocation is determined in consultation with the project owner, general contractor, sub-
contractor and suppliers. For example, the Disraeli Bridge is on a fast track with 18 months to build 2 
bridges plus roadways. If the project is fast tracked by the owner, the City of Winnipeg, the general 
contractor will work with the suppliers and sub-contractors to determine manpower allocation, 
equipment needs and supplier delivery schedules.   
 
Another project example was the MTS Centre.  One company has to get in the stairs and bleachers. They 
were scheduled during the day shift. Due to the business of the construction site and safety concerns, 
the construction crew in consultation with the general contractor rescheduled the installation of the 
stairs and bleachers during the evening.  
 
 
Supervisor Resource Guide:  
 

 Individual work plan chart 

 Priorities for the work plan (ABC method) 

 Show relationships between activities including manpower allocation 
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APPENDIX A 
 
 

List your work plan for the day as a series of tasks. 

       

What tools and equipment are needed for each task? 

       

What is the anticipated time taken to finish a task? 

       

Will you work alone or have workmates? What will they do? 

       

What happens if I don’t finish the task on time? 

       

What issues outside my control may have an impact on completing the task? 

       

Suggest an Alternative Plan: 
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APPENDIX B 

 

 
 

Construction Activity Estimated Time for Each Activity 

Order permits  

Order and Receive Materials  

Form and Pour Slab  

Frame Structure  

Shingle Roof  

Install Electrical  

Install Doors and Windows  

Put up Siding  

Install Insulation  

 


