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Opening your Arms to 
Collaborative Delivery

Dick Bayer
One of the many ReAlignment Groups
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Owner Engagement: The Value Proposition

• On time
• On Budget
• Great Quality
• Impeccable Safety

Project Delivery
Where we are today
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https://www.pwc.com/sg/en/capital‐projects‐infrastructure/assets/cpi‐
correcting‐the‐course‐of‐capital‐projects.pdf October, 2013
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"32 percent of the total 
time spent at the typical 
U.S. construction site 
involves actual direct 
work.”

[LePatner, Barry, Broken Buildings, Busted Budgets (University of Chicago Press) pg. 36]
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37% of everything that 
comes onto a project

site is wasted

https://www.youtube.com/watch?v=Mi9‐
sHFMhYo&feature=youtu.be

Project Delivery
Progress
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Project Delivery
Refine/Refocus
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Owner Engagement: The        Value Proposition

• Visibility/ Transparency
• Collaboration
• Trust
• Commitment
• Achievement
• Knowledge

Project Delivery
Visibility and Transparency
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Visibility and Transparency

•Our values 
must be clear 
and understood

• Should guide 
project 
development
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Visibility and Transparency

•Our processes should be clear and workable

Visibility and Transparency

•Everyone needs to see budget and schedule
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Visibility and Transparency

From the Owner:
• Realistic budgets
• Realistic 
timelines

• Information 
sharing

• Decision making

From the Design Team
• Open processes
• Set Based Design
• Design to budget
• Design from the inside out
• Open about design fees 
and costs

Visibility and Transparency

From the GC/CM
• Transparent costs
• Transparent profit 
• Management to value 
rather than org chart

• Design assist

From the Trades
• Transparent costs
• ROM pricing for sets of 
options

• Design assist in both costs and 
offsite possibilities
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Project Delivery
Collaboration
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Collaboration

Known Unknown

What we assume/ what we 
predict

Manage Risk Collaboratively
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Understanding the Work: Early Team Formation

Time
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CM/GC Hired

Concept Design Implementation

Construction

Architect Hired

Engineers Hired

100%

Major Trades Hired

Pre-Construction Services

Valid.

Owner

Manage Risk Collaboratively

Known Unknown

What we assume/ 
what we predict

Manage Risk Collaboratively
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Known Risk

Insurance
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Manage Risk Collaboratively

Collaboration

From the Owner:
• Realistic budgets
• Realistic 
timelines

• Information 
sharing

• Decision making

From the Design Team
• Open processes
• Set Based Design
• Design to budget
• Design from the inside out
• Open about design fees 
and costs
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Collaboration

From the GC/CM
• Transparent schedule
• Servant leadership
• Team strategy
• One project, one 
team

From the Trades
• Collaboration 

• in planning
• In handing off work
• In rejecting bad 
predecessor work

• In accountability to those 
behind you

Project Delivery
Trust
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Trust 
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Trust: The Cost of Not Trusting 

• Lawyers
• Law suits
• Reporting
• Duplicate reporting
• OAC meetings
• Monthly reports
• RFIs
• Submittals

• Meetings
• Estimates
• Checking estimates
• Checking the 
checkers who 
checked the 
estimates

• Auditing
• Auditing the auditors

• Bonds
• Insurance policies
• SDs
• DDs
• CDs
• Bidding
• Defaults
• Processes that add 
no value

Trust
From the Owner:
• Relationships
• Proven reliability
• Best value 
contracting after 
prequalification

• Open to new 
players

• Celebrate 
victories

From the Design Team
• Open relationships with 
stakeholders

• Developing great 
competence in the 
building vertical

• Developed relationships 
with builders

• Active participation from 
beginning to end
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Trust

From the GC/CM
• Transparent 
everything

• Trusted ally, trusted 
mentor

• Open office, learning 
center

From the Trades
• Knowledge sharing
• Hand‐offs of work
• Sharing better practices
• Discovering/disclosing 
anamolies

• Best implementation: first 
time

Project Delivery
Commitment
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Commitments
Goals and incentives The problem with making an 

extrinsic reward the only 
destination that matters is that 
some people will choose the 
quickest route there, even if it 
means taking the low road.
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Commitments
Goals and incentives In fact, the business school professors 

suggest they should come with their own 
warning label: “Goals may cause 
systematic problems for organizations 
due to narrowed focus, unethical 
behavior, increased risk taking, decreased 
cooperation, and decreased intrinsic 
motivation. Use care when applying goals 
in your organization.”

Commitments
Projects are networks of commitments
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Commitment
From the Owner:
• Available 
resources

• Decision making 
process that’s 
clear and 
understandable

From the Design Team
• Create sets of options
• Design from the inside out
• Draw only what releases 
work or what is valuable 
to the customer

• Commit needed resources 
throughout the project

Commitment

From the GC/CM
• Transparent 
everything

• Create shared 
communication 

• Deliver on promises
• Make work ready

From the Trades
• Communicate directly
• Commit to work—crews, time, 
area, cost

• Be accountable for making up 
where necessary

• Be present at hand‐offs
• Pull the cord on defective or 
incomplete work
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Project Delivery
Achievement
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Achievement

Focus on Value: • Make work better
• Do work that releases work
• Never have work waiting for 

workers orworkers waiting for 
work

• Make work safer: Go home in 
the condition you arrived
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Achievement

In light of our results, managers who 
say—or secretly believe—that 
employees work better under pressure, 
uncertainty, unhappiness, or fear are 
just plain wrong. Negative inner work 
life has a negative effect on the four 
dimensions of performance: people are 
less creative, less productive, less 
deeply committed to their work, and 
less collegial to each other when their 
inner work lives darken.”

Achievement

The “key to 
leveraging the 
progress principle: 
giving people 
meaningful work.”
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Project Delivery
Knowledge
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Knowledge

• Culture refers to the cumulative deposit of 
knowledge, experience, beliefs, values, 
attitudes, meanings, hierarchies, religion, 
notions of time, roles, spatial relations, 
concepts of the universe, and material 
objects and possessions acquired by a 
group of people in the course of 
generations through individual and group 
striving.

• Culture is the systems of knowledge shared 
by a relatively large group of people.

Align your actions with your values
How do you promote people?

• Saviors
•Heroes
•Workaholics
• Social relationships 
with superiors

• Cost cutting
• Back biters

• Collaborators
• Planners
• Safe workers
• Creativity
• Curiosity
• People empowered to ask 
Why?
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Align your actions with your values
When things go wrong what do you do?

• Start demanding reports
•Demanding action
• Imposing your iron will
• Scheduling meetings

• Trust your people to fix the 
problem

• Empower them to fix the 
problem

• Provide them with the 
resources they need to fix the 
problems

How do you gather/share 
information?
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How do you gather/share information?

Visibility
Transparency

Collaboration

Trust

Commitment

Achievement

Knowledge
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Visibility
Transparency

Collaboration

Trust

Commitment

Achievement

Knowledge


