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Construction Disputes Rarely Start in Court — They Start on
Site
How PMWEB Keeps Them From Ever Getting There

Walk onto any construction site in the GCC — a Riyadh giga-project, a Dubai high-rise, a Doha infrastructure programme
— and you will find the same thing: thousands of small decisions being made every day. A verbal instruction from a site
engineer. A site walk with no minutes. An email that gets lost in a long thread. A variation that was acknowledged in a

meeting but never formally approved.

Most of those decisions are fine. Some of them are not. And a handful — sometimes as few as three or four across a two-
year project — are the seeds of disputes that will later be measured in millions, decided by lawyers, and that poison

relationships between developers, consultants, and contractors long after the last concrete is poured.

The uncomfortable truth every experienced project director already knows: construction disputes rarely start in a courtrooms.

They start on site, long before anyone is thinking about litigation.

The Anatomy of a Dispute Nobody Saw Coming

Trace any major construction dispute back to its origin and you will find a familiar pattern:

* A site instruction was given verbally but never formally recorded.

* A concern was raised in a progress meeting and never captured in the minutes.

* A change in scope was acknowledged informally but never tagged to a schedule activity or a cost impact.
*  Anapproval sat on someone's desk while the team continued working in good faith.

e A site photograph that would have settled the matter was saved on a personal phone, not the project record.
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By the time extension-of-time claims, variation orders, and commercial notices land on the table months later, there is no
single, objective, time-stamped record of what actually happened. Everyone has a version of the truth — none of them can

be fully corroborated.

What looks like a legal problem at the end is, in almost every case, a data and communication problem at the beginning.

The courtroom is where the dispute is finally resolved. The site is where it was quietly created, months or years earlier.

This is exactly the gap a modern Project Management Information System is designed to close — and it is the reason

PMWEB has become the platform of choice for many of the most demanding capital programmes in the region.

What PMWEB Actually Changes on Site
At CMCS, we have implemented PMWEB as the PMIS backbone for some of the most complex capital programmes in the

GCC — from Saudi giga-projects and UAE flagship developments to government programmes overseeing hundreds of
concurrent projects. What the platform does is not magic. It is something far more valuable: it makes the act of documenting

every project event the natural, frictionless path for everyone involved.

Here is what that looks like in practice.

1. Every project event is captured at the source, in the right structure
PMWEB provides predefined templates for every type of project communication — site instructions, RFIs, transmittals,
meeting minutes, daily reports, non-conformance reports, safety observations, and correspondence. Each template enforces

exactly the fields that matter: who, what, where, when, referenced drawings, affected activities, and supporting documents.

When a site engineer is using a template that requires the right information to be filled in, “unclear instruction” stops being
an available outcome. Data quality is enforced at the point of creation — not reconstructed months later from memory and

email archives.
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2. Adaptive Forms mean the site always has a voice

Construction sites are not office environments. Connectivity drops. Engineers work inside structures, on scaffolding, and in
tunnels. PMWEB’s Adaptive Forms capability allows site teams to capture instructions, observations, and reports online or
offline — with photographs and video attached directly to the record — and synchronise automatically the moment

connectivity is restored.

The practical effect is that the gap between “something happened on site” and “it is in the system of record” collapses from
days or weeks to minutes. A resident engineer who observes a deviation from approved drawings no longer waits until the
evening to write an email. He documents it on the spot, with photographs, against the correct activity, with the right people

notified immediately.

Test adaptive Server Only
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o2  App Settings
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GCC_RED_SQ - Sougq - Mixed Use Development L -~
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002 program Draft &L -

system list

v ATTACHMENTS

3. Every communication is linked to the schedule — priority becomes objective

One of PMWEDB’s most underused capabilities is the ability to tag every site instruction, RFI, or issue to the associated

schedule activities. This single feature quietly transforms how projects are managed.

Suddenly, “what should we prioritise this week?” is no longer a debate driven by whoever is loudest in the meeting. It
becomes a filtered list of open items mapped against critical-path and near-critical activities. Priority becomes an objective
function of schedule impact, not a subjective judgment. That alone removes one of the most common sources of friction

between developers, consultants, and contractors.
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4. Workflows with delegation of authority — accountability, not bottlenecks

Every process in PMWEB runs on a predefined workflow, configured to mirror the client’s actual delegation of authority
matrix. An instruction below one threshold is approved by the project manager; above another, by the programme director;
above another, by the client’s steering committee. Notifications go out automatically. Delayed actions trigger escalation

alerts. Every task is time-stamped.

The question “who is sitting on this?” suddenly has a real-time answer, visible to everyone with the right access. The single most
common claim scenario — “we waited three weeks for an instruction and it cost us money” — is either prevented outright, or

documented with such precision that the cost and time impact can be calculated objectively rather than argued adversarially.
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5. Integration means cost and schedule impact are never hidden

A site instruction is rarely just a site instruction. It has cost consequences. It has schedule consequences. It may trigger a

change order, a commitment revision, or a budget transfer.

Because PMWERB is a genuinely integrated platform — not a loose collection of modules — every event flows through to
the cost and schedule views automatically. A potential change order raised on site appears in the cost worksheet. An approved
variation updates committed values. The earned-value picture reflects reality rather than last month’s snapshot. When

disputes do arise, the contemporaneous record of cost and time impact is already there. There is nothing to reconstruct.
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6. Time-stamped traceability — the evidentiary backbone

Every workflow action in PMWEDB is time-stamped and attributed. Who issued the instruction, when, to whom, when they
acknowledged it, when they responded, what attachments were added at each step. This creates what lawyers call a

contemporaneous record — and it is the single most valuable asset a project can have the day a dispute is threatened.

In onr experience across the GCC, the majority of disputes that would have gone to conrt, arbitration, or the DAB instead
resolye at the negotiation table once one party produces the PMWEB aundit trail. The facts stop being in question. Only the

commercial answer remains to be agreed.
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Fighting Smarter, Not Harder

A shift is underway across the construction industry, and it is most visible in the mature markets: developers, contractors,
and consultants are moving away from all-or-nothing legal battles. Mediation, dispute avoidance boards, structured

negotiation, and early neutral evaluation are increasingly replacing the slow grind of formal proceedings.

That shift is only possible when both sides share a common factual record. When they don’t, every dispute becomes a
forensic exercise — hundreds of billable hours spent reconstructing events from scattered emails, conflicting meeting
minutes, and unreliable recollections. When they do — when a PMIS like PMWEB has been the single source of truth
throughout the project — disputes compress dramatically. The conversation moves straight from “what happened?” to
“what is the fair commercial answer?” That is the conversation every owner, contractor, and consultant would rather be

having.

Protecting Relationships, Not Just Rights

The real cost of a construction dispute is rarely the legal bill. It is the relationship — between a developer and a contractor
who were meant to deliver the next three projects together, between a consultant and a client with a decade of shared history,

between a main contractor and the subcontractors who are the backbone of the next programme.

Every dispute that reaches a courtroom is, in some sense, a failure of the project’s ability to resolve issues while the project
was still alive. PMWEB does not eliminate disagreements — disagreements are a normal and healthy part of any complex
capital project. What it eliminates is the ambiguity, the delay, and the information asymmetry that turn disagreements into

disputes, and disputes into litigation.

Projects managed on PMWEB are not conflict-free. They are projects where conflict is resolved early, on the facts, with the
relationship between the parties still intact at the end.
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The Question Worth Asking

Construction disputes are not inevitable. They are the predictable output of projects run on fragmented information, unclear
instructions, and ad-hoc communication. They are also the single largest destroyer of value in the industry — in legal fees,

in delayed handovers, in damaged reputations, and in partnerships that never recover.

At CMCS, we have spent years implementing PMWEDB as the platform that closes the gap between what happens on site
and what is recorded in the system of truth. Not because documentation is glamorous — it isn’t — but because, in our

experience, the projects that don’t end up in a courtroom are the projects where every party trusts the record.

The conversation about PMWEB is not really about software. It is about whether your next project finishes in a handover
ceremony — or in a hearing room. We would welcome the chance to show you how the clients we work with across the

UAE, Saudi Arabia, Qatar, and Kuwait have made the first outcome the default.

About PMWEB

PMWERB is an enterprise-class, web-based capital construction project management platform trusted by organisations
worldwide including Harvard University, the United Nations, and Atlanta Airport. Built on Microsoft NET technology,
PMWEB manages the entire project lifecycle within a single integrated platform — from portfolio planning and cost
management through document control, procurement, scheduling, asset management, and business intelligence. With
150+ pre-configured SSRS reportts, drag-and-drop dashboard design, multi-currency support, and open REST/SOAP API

integration, PMWEDB delivers enterprise capability with implementation timelines measured in months, not years.
gr > p p y p ) V!

About CMCS

CMCS (Collaboration, Management and Control Solutions) is the regional PMWEB implementation partner for the GCC
and MENA regions, awarded PMWEDB Partner of the Year 2025. CMCS specialises in digital project management
solutions for real estate developers, infrastructure owners, and construction companies across the Middle Fast and North
Africa.
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