
 



 

 

 

 

 

Narayan Acharya, PMP having more than 29 years of hard core Project 

Management experience in Mega Electrical Projects including on field experience, 

back office support to Overall Project Management. 

Have worked with major Indian and MNC EPC companies like Ion Exchange, 

Siemens, Tata Power, Bharat Bijlee, Cable Corporation of India and overseas 

company T & D Power Solutions Ghana West Africa. 

After earning  above rich experience , floated his own Company “ACHARYA 

ENGINEERING SERVICES”, an End to End Solutions Provider in Electrical Projects. 

www.acharyaengg.com 

 

 

 

 

 

 

 

 

 

 

 

 

ABOUT THE AUTHOR 



 

 

 

 

 

 

 

1. INTRODUCTION 

 

2. MAIN FACTORS IN CLAIM MANAGEMENT 

 

 

2.1.1. SCOPE CLARITY 

2.1.2. DOCUMENTATION 

2.1.3. TIMING 

2.1.4. ACCEPATBILITY 

2.1.5. IMPLEMENTATION 

 

3. CONCLUSION 

 

 

 

 

 

 

 

 

TABLE OF CONTENT 



 

CLAIM MANAGEMENT 

 

 

 

INTRODUCTION 

Claim Management is very complex subject in the Project Industry. All the 

companies executing the projects face losses due to poor claim management. 

Many claims remain unresolved. But with proper Project Management 

Techniques and General Management, a company can easily overcome the losses 

due to poor claim management. If done properly and in a systematic way, this 

claim management can give additional values to the companies. Nevertheless, 

there are conflicts arising out of this claim management which remains the key 

issue to be resolved. 

 

MAIN FACTORS IN CLAIM MANAGEMENT 

Following are the main factors in Claim Management: 

1. Scope clarity 

2. Documentation 

3. Timing 

4. Acceptability 

5. Implementation 

 

 

We will go in depth about the above factors. 

 



1) SCOPE CLARITY: Whenever the Project Manager thinks that the work he is 

executing is not in scope, then he has to be very sure about this additional 

work. He should see the specifications properly and 

sometimes it may happen that the work, prima facia 

may not appear as a part of the scope but some 

clauses may imply that the work which is thought to 

be additional can be part of regular work. Normally 

the client will try to include all the works in the 

scope statement and hence clarity becomes very 

important in claim management. We will go through the various aspects of 

scope clarity: 

 

 

 

 Situational: This arises due to work being modified due to the current 

situation. It becomes necessary to change which results in additional work. 

But here also client will take the support of word MINOR MODIFICATIONS 

to deny the additional work. 

 

 Technical: This arises due to deficiency in Technical specifications provided. 

Sometimes client is not aware fully about the product or process or services 

and hence contractor may claim for additional work for the additional 

services. But as an ethical Project Manager, one should not exaggerate the 

claim management, if the work is part of standard products or processes or 

services. Same can be clarified to client while understanding the scope in 

initial stages. 

 

 

 



 

 

 Financial Limitations: This is the main 

aspect in accepting and denying the claims. 

During the course of execution of work, 

Project Manager must see for major 

financial implications which will affect his 

company as well the client. He has to alert 

both his Superiors and client about the financial implications of the 

additional work. Once the financial limitations are known to the client as 

well as contractor, then there will be minimal conflicts arising due to claim 

management. 

 

 Mandatory Requirements: Sometimes dues to changes in standards or 

announcement of new policies from the government (EEF), the additional 

work has to be done which is not thought off previously. Hence client will 

have to assess the impact once the cost and schedule implications are 

confirmed by the contractor. 

 

 Increase in work: Normally the quantum of work is mentioned in the order 

given by client. But many times, the work exceeds the quantum of work 

given in the order. The work may not be extra work but will be an 

additional work which Project Manager has to inform his client as it will be 

affecting client’s overall budget. 

 

 

 

 



2) DOCUMENTATION: One of the important features of Communications 

Management, which the Project Manager 

has to follow strictly. This is very 

important work which will help in success 

of claim management. Any instructions 

received for additional work has to be 

documented. We will some of the 

scenarios now: 

 

 

 Verbal Instructions: Client likes to give change instructions verbally so that 

he will not be responsible for implications if any as there no records. 

Sometimes the verbal instructions are given in the review meetings or 

during regular visits. What should the Project Manager do in this case? 

Simple, the Project Manager has to make a document in the form of 

Minutes of meeting or status reports which shall be mailed to client. With 

this, now the onus lies with the client whether to accept or reject the 

additional or change of work. Professional client will always respond to the 

e-mail, or reports but some clients will keep silences which will ultimate 

result in their acceptance. 

 

 Written Instructions: Project Manager has to analyze the impact of change 

request or additional work and if it is major one which is impact the cost 

and schedule, then he should insist for written instructions from client. This 

can be in form of a letter or sometimes signature on the documents itself 

where the changes are marked. 

 

 

 Approval process: Some extra work or additional work may arise when 

client gives approval on the documents submitted. It is the prime 

responsibility of the Project Manager to analyze the comments and inform 

accordingly to client in writing. 



 Order Amendment: Sometimes the impact is very high and, in this case, 

unless and until an order amendment is issued, Project Manager should not 

commence the additional work. Or an e-mail confirming the additional 

work can also be given by client as an acceptance which can be used for 

order amendment in future. In Many cases, clients do not like to amend the 

order regularly but will do so at the end of the project. In such case the 

acceptance e-mail or letter will be of immense help. 

 

 

3) TIMING: Timing is very crucial in any aspect of Project. In claim 

Management also, timing plays a key role. Project Manager has to see the 

timing of reporting the additional work. After 

receiving the change instructions, a Project 

Manager with his experience should be able to tell 

whether the change request will attract additional 

work immediately. He can analyze the change 

request and find out the impact on cost and 

schedule and inform in writing immediately to the 

client. If the additional work is not reported in time to the client, client may 

assume that this is a normal work and would not pay attention to it once it 

is brought to their notice at a later date. 

 

 

4) ACCEPATBILITY: The decision on additional 

claims by the client leads to major conflict 

resolution. Their acceptability of the claims will 

enable to the Project Manager for quick 

implementation as well do the impact analysis. 

However, the acceptability depends upon 

following factors: 

 



 

 Budget constraints: Client has to see their budget before accepting the 

claim. They will use the contingency reserves for settling the claim but also 

has to look for benefits being derived from the claim to overall project. 

They will also modify their cost baselines. For the Project Manager, he has 

to see that acceptability given by client is meeting his additional expenses. 

Sometimes he may have to put a claim and forced unacceptability by client 

but still he has to present his claim and decision to continue will be left with 

his superiors. Project Manager shall not leave any claim without taking it to 

appropriate authorities. 

 

 

 Schedule constraints: Sometimes in order to speed up the work, client may 

agree for the claim but if the claim results in additional time, and then he 

has to analyze the impact on overall completion of the project. They have 

to weigh the additional time v/s additional claim and accept the claim. For 

project Manager he has to see the schedule impact from his future 

commitments. Increase in schedule may result in retaining the resources 

for some more time which otherwise would have been planned for some 

other assignments. 

 

 

 Quality constraints: For achieving certain quality level, client may accept 

the claim. Again, the quality improvements through this claim will come 

with additional toppings of cost and schedule impact. This has to be 

analyzed and decision to be taken accordingly by the client. For Project 

Manager, he has to see whether quality improvement program suggested 

by client is feasible or not. He should not be over confident in accepting any 

kind of changes in quality of project work. 

 



5) IMPLEMENTATION: This process remains the 

vital link for accomplishment of the claim 

raised. Not always the Project Manager gets 

extra time and resource for completing the 

additional work but has to manage within the 

available time and resources. This claim may 

lead to improved efficiency of the entire project 

team. However, some quality may be 

compromised which a Project Manager has to keep a watch. Following 

aspect needs to be looked upon while executing the additional work: 

 

 

 Planning: If it is a repetitive work, then planning will not be difficult as 

rolling wave planning technique can be applied. But if a new work is 

involved then the entire process of planning has to be done. Meticulous 

planning of the deliverables in the additional work will lead to timely 

execution and subsequently will result in realization of additional claims. 

 

 

 Execution: The deliverables are achieved by first assessing the planning and 

changes to be done in the processes. Final deliverables should be validated 

from the client and properly documented. 

 

 

  Risk Management: As seen in the Risk Management, one risk may lead to 

introduction of residual risks. Same way the additional claim may lead to 

risk of some new claims which should be properly mitigated. Proper risk 

response planning will eliminate the risk of additional claim. Also, 

sometime the claim may not be honored by the client for whom a proper 

risk response planning has to be in place. 

 



 

  Controlling, Monitoring and Closing: This additional work has to be closely 

controlled, monitored. Proper validation of the deliverable is the key. 

Finally, realization of additional claim will lead to closure of the Claim 

Management. 

 

 

CONCLUSION: Although the process of claim management is similar to 

Integrated change Management Process, but extra efforts are needed to look into 

the Claim Management as it displays Project Management skills of a Project 

Manager and his ability to give value to his company as well as his client. 
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