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Critical Path Analysis
Deep dive analysis of longest 

path and near critical activities

Interactive
Planning Sessions
Importance of planning 

in early stages

Schedule Updates
Weekly update of 

summary schedule to 
review project progress

Independent
Schedule 

Assessment
Review and assess current 
planning and scheduling 

strategies 

Detail Planning
Perform ”what-if"

scenarios to evaluate 
risk and mitigation

Schedule
Risk

Assessments
Create model to be use 

in Monte Carlo or 
NetRisk iterations

AGENDA
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Master Schedule
Programs

Review and integrate 
different schedules from 
several workstreams on a 

major program
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MEET THE PRESENTER

Mr. Eduardo Nazario has extensive experience in
capital planning, project management, and project
controls for the pharmaceutical industry. He is a
proven expert in preparing and updating
construction schedules; planning, coordinating, and
executing construction activities; supervising
subcontractor work; and evaluating vendors and
subcontractors. Mr. Nazario’s software knowledge
includes NetPoint®, Primavera P6, Primavera
Enterprise (P3e), Primavera Project Planner (P3),
PrimeContract, and Microsoft Project.

E d u a r d o  N a z a r i o
M a n a g i n g  D i r e c t o r



4

NetPoint

highly visual

intuitive planning

critical path

GPM

Easy presentation of essential project information

Highly interactive

Can perform same calculations as Primavera

Ideal for Level 1-2 management and executive-level schedule 
representations

Easy to convey to stakeholders at all levels of expertise

Better way to present other near critical paths

Allows multiple activities to be placed on the same 
horizontal row

Permits more schedule information to fit onto a single page

A

B

A

B

A

B

A

B

Benefits of NetPoint
F o r  P h a r m a c e u t i c a l a n d  
M a n u f a c t u r i n g  P r o j e c t s  
S c h e d u l e s

C Especially effective in planning sessions where schedule changes 
are made live before a group of stakeholders
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Changes made 
live before 

stakeholders!

Allows multiple activities 
to be placed on the same 
horizontal row

More 
information 

in a single 
page!
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INTERACTIVE PLANNING SESSIONS
i m p o r t a n c e  o f  p l a n n i n g  i n  e a r l y  s t a g e s
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o In the IPS, usually you take an already 
develop summary schedule and add detail 
to it based on the feedback from the 
Project Key Stakeholders.

o Identifies work to be done, in which 
sequence it is needed, and defines which 
work is more urgent to ensure 
targeted completion.

o Effective project management requires 
developing and maintaining summary and 
detailed project schedules for all 
construction phases.

o Schedule management starts well before 
construction begins.

o The planning phase is where we schedule 
each task associated with design, bidding, 
construction, and commissioning CQV to 
avoid project delays.

Interactive Planning Sessions
C r i t i c a l  E a r l y  I n v o l v e m e n t
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CRITICAL PATH ANALYSIS
d e e p  d i v e  a n a l y s i s  o f  l o n g e s t  p a t h  a n d  

n e a r  c r i t i c a l  a c t i v i t i e s
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o Near-critical work: all sequences with float 
less than 5% to 10% of remaining duration 
of the overall schedule.

o Sequences with high float values: may be 
indication of missing logic.

o Inappropriate or overuse of constraints 
limits use of total float as an indicator of 
how much flexibility exists in schedule.

o First: deep dive analysis of longest path 
and near critical activities

o Monitor progress on critical path and sub-
or near critical paths.

o Identify lowest float path and trace flow 
activities on this path and see if it is 
“normal”: in a bar chart, it would be a 
continuous, cascading flow of work from 
data date to end milestone and all 
activities on the path make sense.

Critical Path Analysis
C r i t i c a l  E a r l y  I n v o l v e m e n t
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Clearly Identified 
Critical Path

Near Critical 
Activities
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BOD - Qualification

Engineering

Commissioning
Qualification

Construction

Start Production

Engineering Schedule
Compl.

Engineering

Construction Schedule
Complete

Construction

Commissioning / Qualification
Complete

C/Q

Isolated Schedules only reflect 
local criticalities
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BOD - Qualification

Engineering

Commissioning
Qualification

Construction

Start Production

Engineering Schedule
Compl.

Engineering

Construction Schedule
Complete

Construction

Commissioning / Qualification
Complete

C/Q

Integrated Schedule Exposes true 
project critical path
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SCHEDULE UPDATES (WEEKLY)
u p d a t e  o f  s u m m a r y  s c h e d u l e  

t o  r e v i e w  p r o j e c t  p r o g r e s s
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o For activities in progress, need to establish actual 
start date, actual finish date & interim progress 
completion (if not finished).

o During a weekly meeting, when the discussing 
the progress, the actual data can be modified live 
and helps to make the decision quicker.

o Schedule variances checks:
ü Are interim milestones or completion dates significantly 

different than previously scheduled?
ü Have the critical path or float values changed?
ü Which activities were worked out-of-sequence?

o NetPoint helps to effectively capture the 
project progress.

o Updates: 
ü Weekly, Bi-Weekly or Monthly
ü 2, 4, or 6 week lookahead
ü Identify critical path for a specific building

o Data collection on actual performance:
ü Direct observation (site visits, walks)
ü Quantity Surveying
ü Update from PM, site resources (superintendents & 

engineers)
ü Contractor reports

Schedule Updates
P r o j e c t  P r o g r e s s  R e v i e w
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DETAIL PLANNING
p e r f o r m  " w h a t - i f "  s c e n a r i o s  t o  

e v a l u a t e  r i s k  a n d  m i t i g a t i o n
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Using detail Level 2 NetPoint 
schedule, project team is able to 
determine overall impact (if any) to 
integrated schedule if an activity in 
a near critical path is delayed

Multiple scenarios presented side 
by side to allow stakeholders to 
easily understand different aspects 
and issues

Detail Planning
" w h a t - i f "  s c e n a r i o s
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Scenario 1

Milestone:
Ready for 

construction
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Scenario 2

Activity 
delayed

Impact to the 
schedule live
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INDEPENDENT SCHEDULE ASSESSMENT
r e v i e w  a n d  a s s e s s  c u r r e n t  p l a n n i n g  a n d  s c h e d u l i n g  s t r a t e g i e s   
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P r o v i d e  S c h e d u l e  H e a l t h  F e e d b a c k

Independent Schedule Assessment

Review and assess 
current planning and 
scheduling strategies 

Independent view on overall 
cycle time to develop and 

execute projects

Schedule includes and identifies 
appropriate contingencies and 
what they should be used for

Identify use of constraints in schedule: should be 
minimized and may create “negative float," 
which needs to be reviewed and changed

Schedule complies with 
contract-mandated times or 

desired completion dates
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01. Scope Completeness

02. Schedule Basis & Assumptions

03. CPM Integrity

04. Reasonableness of Critical Path

Consistency with execution plans
Schedule basis documents

Identified minor “clean-up” of logic 
deficiencies

Third party review and comparison 
with the industries benchmarks

Independence
Schedule
Assessments

05. Readiness as Schedule Control Tool

Review & assess 
current planning 
and scheduling 

strategies

Provide feedback on 
overall cycle time to 
develop and execute 

projects activities
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MASTER SCHEDULE - PROGRAMS
r e v i e w  a n d  i n t e g r a t e  d i f f e r e n t  s c h e d u l e s  f r o m  s e v e r a l  

w o r k s t r e a m s  o n  a  m a j o r  p r o g r a m



26

Master 
Schedule

Workstream 1

Workstream 2

Workstream 3

Contains activities that ALL 
have predecessors and 
successors (i.e. good logic 
and quality, minimal use of 
constraints).

Integrated Schedule Overview for a Program

o Captures key data and interdependencies between workstreams.

o “Handshake” milestones identified between various workstream sub-schedules.
o Master schedule includes basic outline activities/logic/milestones for other remaining workstreams.

o Aligns with program milestones.

Workstream schedules would 
remain under ownership of 
workstream leads, who would 
maintain responsibility for 
execution.
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SCHEDULE RISK ASSESSMENT
c r e a t e t h e  m o d e l  t o  b e  u s e d  i n M o n t e  

C a r l o s  o r  N e t R i s k  i t e r a t i o n s
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Obtain project most current integrated 
schedule.

Analyze critical path and near critical 
activities to understand project logic.

Develop schedule model (no more than 
200 activities) that captures drivers 
of integrated schedule.

Apply all major risk items (from risk
register) to an activity in SRA schedule
model.

Schedule Risk 
Assessment
S c h e d u l e  M o d e l
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Schedule Risk Assessment

Commonly Used 6-Step Process for Analysis

Review Identify Model Range Simulate Summarize

Project Scope,
Project Assumptions,
CPM Schedules, Estimates
Execution Plans & Strategy

Critical & “Risk Sensitive” 
Sequences
Project Risks & Uncertainty

Summary Sequences
Probabilistic Branching

Durations of 
Critical Activities

PertMasterTM

NetRisk

Reports, Graphics,
Options to Mitigate Risks
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Schedule Risk Assessment
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Schedule Risk Assessment
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Schedule Risk Assessment

A bounding envelope; 2 
curves, early & late 

probabilities
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Q & A TIME
p l e a s e  a d d  y o u r  q u e s t i o n s  t o  t h e  Q & A



May 11 & 12, 2023

Eduardo Nazario
Managing Director, PMA Consultants
787.224.2226
enazario@pmaconsultants.com
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THANK YOU
w e  h o p e  y o u  e n j o y e d  t h i s  s e s s i o n !




