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OBJECTIVES 

• Gain knowledge and tools to independently assess projects and keep team members accountable. 
• Discuss using lessons learned and root causes for past issues to assess project performance.
• Discuss example progress indicators to help  identify potential issues.  
• Lower project risk and protect Owner interest. 

Proactive Project Management (PPM): For the purposes of this 
discussion, PPM is defined as identifying potential issues, 
asking questions,  and taking action, if necessary, before they 
impact the project.

OVERVIEW  

As owners, we turn to those we hire to tell us how the project is progressing. Thus, we may not 
know there is an issue until we are told, which is often too late. By looking at lessons learned and 

root causes of past issues, we can proactively identify potential issues and have a better ability to 

independently assess progress or, at a minimum, know when to ask questions.



1. Utilize Lessons Learned: Trace past project issues to their 

root cause. 

2. Use Root Causes to Establish Indicators 

3. Monitor Indicators

4. Ask Questions – Open Discussion – Take Action, If 

Required 

5. Share What Works With Other Owners

*These Are Examples That May or May Not Be Applicable Depending On The Project

PPM – The Process 



Project Fundamentals



Communication
• Control The Tone - We Are In This Together 

• Collaborative vs. Adversarial

•   Work Towards Establishing Trust
•   Listen – Learn 

Constructive and Supportive Accountability

• Open Discussion – All On The Table

• Trust and Verify

Maintain Positive Team Dynamic (Even When Things Aren’t Going Well) 
• Request Changes if Necessary 

“Nothing can tank 

a project faster 

than a non-

functional team.”

Project Team



• Sets clear framework for the project

• Allows for informed responses and quicker decisions 

• Keep everything within the bounds of the contract, nothing more, 

nothing less 

• Keep team members accountable 

• Issues keeping up with paperwork requirements could be an 

indicator of bigger issues 

Know Team Member Contracts and How They Relate

Contracts

Team Member – Contract Type
 DP = Design Professional 

 CP = Construction Professional (CM/GC, DBB, DB)

 PM = Program Manager 

 Cx = Commissioning 

 Misc. Consultant 



Useful Tool: Create A 
Table For Each 
Contract To Help You 
Understand 
Requirements and 
Track Deliverables



PPM During the Construction 
Phase
Forming An Independent Assessment



Critical Path Method (CPM) Schedule = Construction duration is determined by the amount of 

time to accomplish sequential activities required for building completion (critical path = zero 

float). Milestone dates are established to guage progress. Non-critical activities can shift. 

Milestones dates are concrete. 

Critical Path 
indicated by 
Red Line

Schedule – The First Review

Float = Time between 

scheduled task finish 

and impact to critical 

path. Critical Path 

Items and Milestones 
have Zero Float.



• Are the appropriate Milestones indicated. 

• Contractually dictated or Industry Standard

• Are Additional Needed?  

Schedule – The First Review

Milestones will be indicated with a icon 
and have zero-day durations (float). 
They should be listed separately and 
shown in the expanded schedule. 

Milestones



• What is out of our control?

• Long Lead Items 

• Specialty Items (Fabrication) 

• Is there enough time for Cx and 

Closeout activities at the end? 

Schedule – The First Review



Schedule Indicators – In Between Milestones

Task Durations: Spot check scheduled vs. actual time it takes to 

complete activities (as defined by the schedule). If tasks are frequently 

taking longer than scheduled it may be an indicator of bigger issues. 2-

Week Look Ahead Schedule



Schedule Indicators – In Between Milestones

Workforce: At OAC’s, as “How many people are on site?”. Compare that 

to the scheduled construction activities. If it seems low over time, that 

may be an indicator. 

Critical Equipment and Specialty Fabrication Tracking: Most 

manufacturers will provide real-time tracking options for equipment and 

other specialty fabricated items. Request updates at OAC meetings. 

Missing any of these dates may delay the project. Sometimes, it is worth 

paying to expedite delivery if it can be guaranteed. 



Budget 

• Request a spend-down projection from the 

CP at the beginning of the project.

• Variations are to be expected, if 

multiple PA’s are lacking there may 

be an issue. 

• Potential Issues: lower 

productivity, equipment delay, 

trade contractor issues, etc. 

• Look at Work Completed (This Period and 

Total) and % and compare month to month.

• For GMP projects where funds can shift between 

line items (outside of General Conditions), there 

may be items that come in higher or lower than 

the GMP document (which is an estimate with a 

not to exceed total). If a lot are coming in over, 

there may be an issue. 



Budget 

• Make sure the team is tracking potential costs including 

pending/potential change orders and consideration of risk, which 

should be discussed at every OAC and evaluated prior to adding 

additional scope. Contingency can be utilized as allowed by 

pending cost and Risk.  



Quality 

• Make sure all relevant stakeholders see 

and approve on-site mock-ups of details. 

In-place mock-ups allow stakeholders to 

see details in context. 

• The entire Core Team should walk before 

each OAC for informed discussions during. 

• When doing walkthroughs, look for 

deviations to standards. If everything looks 

the same except one, there may be an 

issue (or be a learning opportunity). 



Quality 

• Inspections should happen and reports issued per the contract. Pay 

special attention to pre-cover-up and Cx reports. If the same issues are 

noted over and over, there may be a sub issue. Issues should be 

confirmed correct prior to progressing (with pictures).

• If an OAC meeting is every two weeks, request the CP send out prior 

meeting minutes and relevant documents a week before the next OAC 

so everyone can review and approve. 

• Often if the CP is struggling other project functions or processes 

(Budget, Schedule, Administrative, etc.), Quality begins to slip. Pay 

attention! 



PPM During Design 



Overview 

“I would love to see this logic applied to design.” Bill Martin, UCF 

The issue with proactively managing the Design process is the structure of the DP contract as 

related to CP contract. By adding schedule, budget, and quality controls similar to those in the 

CP contract, we can better assess and proactively manage the Design process.

1. Utilize Lessons Learned: Trace past project 

issues to their root cause.

2. Use Root Causes Establish Indicators 

3. Create Controls To Better Monitor Progress



Schedule 

Issue: Behind Schedule, End of Design Phase

Add to the DP Contract:  

• Additional Milestones Between Phases 

• Task Durations For Design Components (Civil, 

Structure, MEP, Architecture)

• Incorporate “Two Week Look Ahead” 

Schedules To Monitor



Budget

Issue: Scope Creep

Add to the DP Contract:  

• Define Scope Fully At The End of Each 

Project Phase 

• Create A Change Order Process – All Added 

Scope Must Be Approved By Owner 

• Developing Agreed To Scope Should 

Not Add Scope



Quality 

Issue: Drawing Errors 

• Team reviews of drawings, specifications, design progress and 

coordination during design phases.

• Include Consultants 

•  Include 3rd Party Reviews (PM Team, Cx) 

Add to the DP Contract:  

• Implement BIM For Systems Heavy Projects

• DP To Provide Quality Control Plan - ASTM E1804 (Basis) 



Conclusion
Proactive Project Management

• Open Communication – Know Your Contracts

• Identify potential risks based on project experience

• Utilize Contractual Requirements and Project Data To Establish Indicators   

•  Active Engagement – Monitor Indicators 

• Ask Questions –  Open Discussion - Take Action, If Required

• Share What Works With

Remember: 

• Each project gives additional opportunities for creating tools for success, such as indicators, and a 

better understanding of what should and shouldn’t be happening at each stage of the project. 

• Every project is different so the same things may not work or be applicable. Therefore, the more 

PM strategies and tools you develop, the better. Test them all out, see what works. 



Discussion
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