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Construction Auditing

By Ron Risner

Auditing Field Reports and Logs

Have you ever looked at a construction 
project, and observed the on-site fi eld 
trailers, the materials being delivered, 
equipment being used, along with 
workers coming and going, and 
wondered how all of those “moving 
parts” work in unison? Or, even better 
how all of those “moving parts” remain 
under control? You might be interested 
in knowing that there are a number of 
controls—reports and logs—which are 
maintained in the fi eld to help manage 
the project. Let’s take a look at some of 
these reports and logs, to see how they 
help keep things under control and 
what you should look for as part of your 
construction audit. Keep in mind that 
most large contractors have construction 
software that help maintain these logs 
while other smaller contractors might still 
maintain manual or Excel spreadsheets. 
Either way it’s good to know from a 
control standpoint that these logs are in 
place. 

Request for Information (RFI) Log

Commercial projects such as the one 
your healthcare facility may undergo 
consist of a set of drawings, plans and 
specifi cations. While the architect is 
responsible for developing these, it is up 
to the contractor and/or subcontractors 
to ‘interpret’ them. But what if these 
documents don’t make sense to the 
contractor or subcontractors? The 
answer is a process called a Request 
for Information or RFI. The contractor 
completes an RFI form and asks the 
architect for clarifi cation (i.e. asks for 
information about some part of the 
drawings they don’t understand). For 
control purposes these RFI’s should be 
sequentially numbered and maintained 

on an RFI log. Once they have been 
logged the architect typically responds 
within several days. Subsequently as the 
architect’s answer is received the RFI log 
is updated to refl ect that an answer was 
received. The contractor can now feel 
comfortable that they will construct the 
project as per the architect’s or engineer’s 
design. 

Submittal Log

Probably the most commonly used log in 
the fi eld is the submittal log. Submittals 
are anything that is “submitted” between 
the architect, general contractor, owner, 
subcontractors, engineers and/or other 
parties involved in the project. Submittals 
can consist of paint colors, carpet samples, 
drawings, letters or any other form of 
correspondence. Why a submittal log? It 
allows everyone to keep track of what is 
going on. 

Equipment Log

As part of the cost of a construction 
project the owner typically pays for the 
equipment that will be used. On a fi xed 
price (lump sum) contract the owner has 
less administrative concern about which 
equipment comes and goes since the 
cost is included in the price. However, 
on a cost plus or guaranteed maximum 
price contract the equipment usage will 
be billed to the owner on a daily, weekly 
or monthly basis. One way to control 
the cost is to monitor the movement 
of equipment to and from the fi eld 
via an equipment log. This log lists all 
equipment brought to the site, the number 
of days it was on site and the day it was 
removed. When the contractor’s monthly 
invoice comes each month the equipment 
costs can be compared to the equipment 

log to ensure that the billing was correct. 
Of course, someone independent of the 
equipment owner should maintain the log 
for control purposes. 

Materials Received Log

Some contractors like to maintain what 
is known as a materials received log. 
For instance they maintain a log of all 
delivery trucks that come and go each 
day. For example, this could be concrete 
trucks to trucks that provide lumber or 
steel beams. As the contractor receives 
the monthly billing from the material 
suppliers each month, they can then 
check receipts to the quantities billed to 
them. 

Backcharge Log

Periodically contractors and 
subcontractors inadvertently damage 
each others work. For instance, a plumber 
might mistakenly damage the drywall 
that has already been completed by the 
drywall contractor. Who pays for this 
damage? Hopefully not the owner. The 
best way to control these costs is for the 
contractor to maintain a backcharge log. 
The log lists the damage that occurred, 
the date, a description of the damage, 
who caused the damage, who repaired the 
damage and who paid for the damage. 
In the example cited, the backcharge log 
would show that the plumber paid the 
drywall contractor to repair the work. 
For example, if the drywall contractor 
estimated $300 to repair the damage, 
the plumber was backcharged—via a 
change order—for $300 and the drywall 
contractor was credited an additional $300 
for the work performed. The backcharge 
log helps maintain control over such 
instances.
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Weather Report Logs

Contractors have an obligation to meet the 
scheduled deadline for completion of the 
project. If they don’t it is not unusual for 
them—per the construction agreement—
to potentially suffer “liquidated 
damages”. That is, they have to pay 
the owner a set amount of money—say 
$5,000 a day—for not completing the 
project on time. In that respect, they build 
into the project schedule a number of 
“normal” bad weather days for the area. 
However, since an abnormal amount of 
poor weather conditions could delay the 
project the contractor keeps a log of daily 
weather. If, for instance, the number of 
rain days exceeds what is normal for the 
area they may claim—if they are behind 
schedule at the end of the project—that 
they were delayed because of excessive 
rain or flood. The weather log will show 
abnormal weather and is an acceptable 
way for the contractor to prove the delay 
an act of God and therefore potentially 
forego the liquidated damages. Note: For 
the owner to validate the weather report 
log they can refer to websites which track 
daily weather conditions. They can then 

compare the log to what is normal for the 
vicinity. 

Daily Activity or Field Log

Many, but not all, general contractors 
like to maintain a log of daily 
accomplishments (i.e. the foundation 
was laid today). Use of this log is 
manifold. It shows them daily progress 
but it also shows what activity 
occurred on what day should there be a 
disagreement with the owner over cost 
and/or schedule. Reconstructing daily 
activity can become important when 
there is a dispute. 

Non-conforming Log

As one might expect there are occasions 
when a subcontractor does not construct 
the project according to the plans, 
specifications or drawings. This is 
typically called “non-conforming” work 
and is usually identified or noted by the 
contractor or architect during routine 
walk-throughs. Under most construction 
agreements, the owner has the right to 
either accept the non-conforming work 
(i.e. it is not a safety or security issue 

or, the subcontractor can be forced to 
re-do their work at their cost). In order to 
control the non-conforming work some 
general contractors will maintain a non-
conforming log for future reference. To 
support this log a contractor will typically 
take a picture of the non-conforming 
work before it is repaired. 

Sign In/Out Sheets

Sometimes projects are so large that it 
becomes almost impossible to track which 
laborers showed up for work, went to 
lunch and never came back or left without 
anyone knowing. I once worked on a 
project with over 5,000 laborers on a given 
day. Since the owner wasn’t sure they 
would be billed properly for labor costs 
they requested that all laborers sign in 
and sign out each day. This way when the 
payment applications came in each month 
they could compare the billing to the sign-
in and sign-out sheets. 

Summary

While a construction site contains many 
moving parts, there are tried and true 
ways to maintain controls in the field. We 
have listed here a number of reports and/
or logs which project and construction 
managers have developed over the 
years to help maintain control over field 
activities, including the cost of labor, 
equipment and materials. In addition 
to field reports and logs there are other 
accounting and/or financial logs and 
reports which are maintained in the field 
office or back office. We will discuss those 
in the next column. NP
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