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MissionMission

Provide Provide Construction Managers and Owner Construction Managers and Owner 

StakeholdersStakeholders with Real Time Information Relating with Real Time Information Relating 

to Project:to Project:

♦♦ SchedulesSchedules

♦♦ CostsCosts

♦♦ Quality ControlQuality Control

�� DesignDesign

�� ConstructionConstruction

�� PostPost--ConstructionConstruction

�� Multiple Stakeholders Multiple Stakeholders –– no experience in DBno experience in DB

�� Medical staff, interior designers, administratorsMedical staff, interior designers, administrators



ComplicationsComplications

Design Build Construction of Surgical Centers has Design Build Construction of Surgical Centers has 

a number of complications:a number of complications:

♦♦ Multiple Owner/StakeholdersMultiple Owner/Stakeholders

♦♦ Surgeons, medical specialistsSurgeons, medical specialists

♦♦ Medical System AdministratorsMedical System Administrators

♦♦ Owner Contractually Hands Off DesignOwner Contractually Hands Off Design

♦♦ Performance based requirementsPerformance based requirements

♦♦ Owner stakeholders lose daily controlOwner stakeholders lose daily control

♦♦ Risk in CommunicationsRisk in Communications

♦♦ Partnering makes most sensePartnering makes most sense

♦♦ Requires innovative communicationsRequires innovative communications



MONITORING & REPORTING TOOLSMONITORING & REPORTING TOOLS
Current SystemCurrent System

PROJECTPROJECT

COSTSCOSTS

QUALITYQUALITY

CONTROLCONTROL

SCHEDULESSCHEDULES



SCHEDULESSCHEDULES

PROJECTPROJECT

COSTSCOSTS

QUALITYQUALITY

CONTROLCONTROL

�Preconstruction Milestone Schedule

�Contractor Baseline & Monthly Updates

�Overview Reporting

�Specifications Requiring Cost & Resource Loading

�Dashboard - Engineering, Construction, Maintenance

SCHEDULESCHEDULE

MONITORING & REPORTING TOOLSMONITORING & REPORTING TOOLS
Current SystemCurrent System



�Preconstruction Estimate/Budget

�Contractor Budget at Design Stages

�Monthly Estimates & Cost Reports

�Variance Reports (Over-run and Under-run)

�Work Orders, Change Orders, Directives

�Dashboard - Engineering, Construction, Maintenance

PROJECTPROJECT

COSTSCOSTS

QUALITYQUALITY

CONTROLCONTROL

SCHEDULESCHEDULE

PROJECTPROJECT

COSTSCOSTS

MONITORING & REPORTING TOOLSMONITORING & REPORTING TOOLS
Current SystemCurrent System



PROJECTPROJECT

COSTSCOSTS

ISSUESISSUES

SCHEDULESCHEDULE

�Design – Facility, Utilities, Permitting, Geotechnical

�Construction – Inspector Daily Reports, RFI’s, Meeting 

Minutes, Deficiency Reports, Safety Reports

�Compliance with Performance Goals

QUALITY QUALITY 

CONTROLCONTROL

MONITORING & REPORTING TOOLSMONITORING & REPORTING TOOLS
Current SystemCurrent System



IMPROVING THE CURRENT 

PROCESS
• Provide an integrated enterprise system

– Summary management at program level

– Collate existing information

– Provide new communication and analysis 

tools – allow all team members access

– Eliminate repetitive data entry

Primavera Enterprise Provides the Tools For 
Effective Program Management



PROGRAM MANAGMENT
What is Program Management?

Who can benefit from Program Management?

Any Medical Group implementing a Program for 

Construction of Surgical Facilities, especially Design-Build 

where the Contractor is the Designer

What are the Primavera Enterprise Tools?

Project Management, Methodology Manager, 

MyPrimavera, Portfolio Analyst, Timesheets

Monitoring of Schedule, Budget, Quality and Staff 

Resources to help make good business decisions in 

a DB construction program with multiple projects



PRIMAVERA TOOLS OVERVIEW

• Project Management Module

– Allows program view of multiple projects

– Owner needs monitoring ability for design 
performance portion of Contractor Design-Build

– Owner needs visibility throughout process

– Use for planning, tracking, and controlling projects. 

– Store and manage all projects in a central location. 

– Provides consolidated summary information

– Provides in-depth analysis tools for schedulers

– Partnering with DB Contractor requires a system



PRIMAVERA TOOLS OVERVIEW

• MyPrimavera Module
– Combines any number of projects for a 

program view

– Provides an interface for project managers who 
require Web-enabled project management 
functionality.

– Users can create, manage, status, and 
schedule projects using their Web browsers.

– Provides different views based on specific 
functionality and data access for the different 
roles that exist on a project team.



PROGRAM MANAGEMENT SERVICESPROGRAM MANAGEMENT SERVICES

Post Construction

Construction

Planning & Design

Success in Program Management Services 

Requires Performance that is ....

Thorough ♦♦♦♦ Proactive ♦♦♦♦ Responsive ♦♦♦♦ Communicative



PROGRAM MANAGEMENT SERVICESPROGRAM MANAGEMENT SERVICES

Planning & Design

♦Design Goal Management

♦Coordination of Designers &  
Consultants 

♦Pre-bid Schedule Development
♦Constructability Review
♦Cost Management

♦Value Engineering
♦Analysis of What-if Scenarios 

for Construction Alternates
♦Monitor Achievement of  

Performance Goals at early 
stages



PLANNING AND DESIGN 

• Provide a Program for Multiple Project CM 
Packages

• Allow Program-Wide Decisions

• Improve Planning for Upcoming Projects
– Resource & Manpower Planning

– Ability to Examine Different Methods of Construction
– Examination of Project Duration 

• Flexibility in Creating Financial Models

• Good Communication Among Full Team

• Provides Program Uniformity in Peer Review & 
Certification of Surgical Facilities

Owner ObjectivesOwner Objectives



PLANNING AND DESIGN 

• Projects are easily coordinated and 
managed through the system organization.

– Enterprise Project Structure 

– Organizational Breakdown Structure

– Work Breakdown Structure

Construction Management SolutionsConstruction Management Solutions



Enterprise Project Structure (EPS)Enterprise Project Structure (EPS)

� Big Picture – Program Organization

� Can Organize Projects by :

�Type – Plastic Surgery, Orthopedic

�Location – Medical System, District

�Funding Source – Private, Federal, State, Local

�Budgets – Capital Improvement, Maintenance

CONSTRUCTION MANAGEMENTCONSTRUCTION MANAGEMENT

TMS                                           Tidewater Medical System



Enterprise Project Structure (EPS)Enterprise Project Structure (EPS)

Projects are Organized by Areas 

within the Standard EPS

CONSTRUCTION MANAGEMENTCONSTRUCTION MANAGEMENT

Tidewater Health Services

Expand each Area EPS to View Status 

of Current Area Projects



Organizational Breakdown Structure (OBS) Organizational Breakdown Structure (OBS) 

� OBS Organizes Personnel by 

Project Responsibility 

�System Administrators

�Surgeons, staff

�Construction Managers

�Inspectors

CONSTRUCTION MANAGEMENTCONSTRUCTION MANAGEMENT

Tidewater Health Services



Work Breakdown Structure (WBS) Work Breakdown Structure (WBS) 

� WBS Organizes Work by 

individual elements 

�Use of Consistent Coding allows 

quick analysis 

�WBS allows fast summarization of 

cost of work elements

CONSTRUCTION MANAGEMENTCONSTRUCTION MANAGEMENT

Rivanna Medical Group

Mods - Upgrades

Facility Maintenance

Peninsula Plastic Surgery



PLANNING AND DESIGN 

• In-house Pre-Bid Schedules provide long-
term planning opportunities

– Cost loading with predicted costs shows 

future funding needs

– Cash Flow predictions can be made

– Resource loading with estimated numbers of 

Designers, Construction Managers, Project 

Managers, or Inspectors shows future 

manpower needs

Planning for Upcoming ProjectsPlanning for Upcoming Projects



PLANNING AND DESIGN 

• Alteration of variables allows for analyzing 
different construction methods:
– Resource Availability

– Costs for alternates

– Production Rates (due to funding constraints, 
permitting issues, labor availability, etc.)

• Project durations are calculated from 
variables, finding the “best fit” duration for 
time and cost

Planning for Upcoming ProjectsPlanning for Upcoming Projects



PLANNING FOR UPCOMING PROJECTS

Hampton Roads Center

Peninsula Surgical Center

Plastic Surgery of VB

Ben Hugo, M.D.

Center for Aesthetic Care

�In-House Schedules

�Cost loaded

�Resource Loaded

�Organizes long-term schedule and 

predicts funding and manpower 

needs

TMS Facilities
Maintenance
Utilities



PLANNING FOR UPCOMING 

PROJECTS
Fiscal PlanningFiscal Planning

�Fiscal Planning allows for adjustment of 

project starts or examination of proposed 

phasing plans

�Helps accommodate available funding, 

especially in cash flow income streams



Construction

PROGRAM MANAGEMENT SERVICESPROGRAM MANAGEMENT SERVICES

♦Full Program Design & Maintenance
♦Construction Management
♦Schedule Analysis

♦Time Impact Analysis/What-if Scenarios
♦RFI & RFP tracking

♦Documentation
♦Quality Control Management

♦Coordination / Communications
♦Risk Analysis

Planning & Design



CONSTRUCTION 

• Implement Project Controls for Construction 

Projects

– Analyze and Maintain CPM Schedules

– Document Physical Percent Complete and Estimates 
to Complete 

– Provide Tools for Time Impact Analysis

• Provide a Program Containing CM Packages

– Document Control & Communication

– Issue/Risk Identification

• Prepare and Coordinate Cost Performance 

Reports

Owner ObjectivesOwner Objectives



CONSTRUCTION

• Primavera provides one tool for analysis, 
complete with layouts and filters that 
enable quick, efficient analysis in support 
of organizational goals

– Project Management Module for in-depth 

access to analysis tools

– MyPrimavera Module for program-wide 

project views and communication



CONSTRUCTION

• CPM Schedules required by:

– Project Specifications

– Cost Loading requirements

• CPM and TIA analysis ensures Owner 
participation in funding needs for changes

• All project documentation recorded 
electronically, linked to each issue, 
analysis, request for change, etc.

Project ControlsProject Controls



PROJECT CONTROLS
Classic Bar ChartClassic Bar Chart

Bar Charts provide basic project 

management capabilities

Peninsula Plastic Surgery



PROJECT CONTROLS
Critical Path ViewCritical Path View

Critical and Near-Critical 
activities can be filtered for in-

depth analysis

Peninsula Plastic Surgery



PROJECT CONTROLS
Milestone TrackingMilestone Tracking

Milestone Tracking allows quick 

views of interim phase 
completion, inspection dates, 

project completion dates, peer 

review coordination as well as 
facility certification dates

Peninsula Plastic Surgery  -



PROJECT CONTROLS
Budgeted Resources ViewBudgeted Resources View

Baseline Plans can be 
examined for budgeted 

resources 

(Design or Construction 

Manpower, Equipment, 
Materials)

Peninsula Plastic Surgery



SCHEDULE RESOURCE LOADING

� Designers, CM Staff & Inspectors

� Number of Crews

� Crew Composition

� Number of Shifts

� Work Days / Hours

� Major Equipment

� Mobilization / Demobilization

� Crew Assignment

� Work Hours / Maintenance

� Major Quantities

� Long Lead Items

� Pre-Approved

� Major Work Package Delivery

� Cash Flow Predictions

LABORLABOR

EQUIPMENTEQUIPMENT

MATERIALSMATERIALS



PROJECT CONTROLS
OverOver--allocated Resourcesallocated Resources

Actual limits on resources can 
be imposed to show over-

allocated resources

Peninsula Plastic Surgery



PROJECT CONTROLS

• Time Impact Analysis via CPM Scheduling

– Provides the means to evaluate time/cost 

requests

– Provides best way to maintain control of 

changed conditions and Owner change 

requests

– Supports negotiation of time and cost

– Fairly places calculated risk back on Contractor

– Supported by case law



PROJECT CONTROLS
Time Impact AnalysisTime Impact Analysis

Examines 
Schedule for 
impacts by 

modeling delaying 
events



CONSTRUCTION

• Facilitates Owner & CM review of entire program

• Keeps all team members in knowledge loop

• Allows at-a-glance view of program
– MyPrimavera dashboards

– Real time data availability

• Issue and Risk Identification

• Allows program-wide budget and cash flow 
analysis

• Allows sharing across projects of critical 
Designer and CM resources

Program ManagementProgram Management



CONSTRUCTION

• Improve internal communication and 
understanding of projects at project level

• Document Control
– Printed Reports

– RFI, Submittal, Change Management Logs

– Correspondence Logs

• Issue and Risk Identification

• MyPrimavera allows roll-up program-wide 
review

Construction ManagementConstruction Management



• All data summarized to both Project and 
Program level information

• Access to real time information in Project 
Management Module
– Dashboard Views

– Simple Navigation

• Ability to communicate with project staff in a 
common workspace 

• Owner Stakeholders can have custom 
workspaces to view as much detail as needed.

MyPrimaveraMyPrimavera

CONSTRUCTION MANAGEMENT



MyPrimavera
Dashboard ComponentsDashboard Components

Customizable workspace allows 

team members to select views

Project:  Peninsula Plastic 
Surgery Center

Project: Peninsula Plastic Surgery



MyPrimavera
Gantt Chart ViewGantt Chart View

Bar Chart can be viewed within 

MyPrimavera

Peninsula PS Center

Project:  Peninsula 

Plastic Surgery Center



MyPrimavera
Dashboard with CalendarDashboard with Calendar

Project Statistics and Project 

Calendar available for overview



MyPrimavera
Tracking Critical ActivitiesTracking Critical Activities

Identification of late critical activities is 

made simple through project layouts.

Owner Stakeholder responsibilities can 
be filtered and shown in real time online 

reports for constant monitoring

Project:  Peninsula Plastic Surgery Center



MyPrimavera
Project Status & BudgetProject Status & Budget

Dashboard View of 

Budgeted Costs and 
Actual Costs

Project:  Peninsula Plastic Surgery Center

Phase 1,   Peninsula Plastic Surgery Center



MyPrimavera
Milestone TrackingMilestone Tracking

Dashboard view of Project 

Milestone Status

Project:  Peninsula Plastic Surgery Center

Certification Team Visit

MEP Rough-ins Complete

Substantial Completion

Notice to Proceed



MyPrimavera
Issues ViewIssues View

Quick and simple issue tracking and control

Input directly by Contractors

Resolved by Designers in system

Monitored by CM Agent & Owner

Viewed by all project team members



CONSTRUCTION MANAGEMENT
View of Project Issues

Details of Issues Readily 
Available to Project Staff



CONSTRUCTION MANAGEMENT
View of Project Documents

Project Documents Posted for 
Project Staff

Tidewater Medical Systems - PPPS



MyPrimavera
Document ControlDocument Control

Project Documents available 

online

Orthopedic Surgery of Hampton Roads

Orthopedic Surgery of 

Hampton Roads



Project Milestones & Activities

� Sample Printout Report  

�Project Listing displays all projects for 

program

� Utilized by Construction Managers

� Available for Owners/Stakeholders on 

web

�Available for all team members

CONSTRUCTION MANAGEMENT



CONSTRUCTION

• Project Management monitors 
Contractor’s payments and Owner’s 
internal costs

• Schedule updates contain current cost 
data

• All data exchange contained on website

• Owner has access to web based real time 
reports 

Cost ReportingCost Reporting



COST REPORTING

Tracks Internal Budget 

and Costs

Current Budget Report



COST REPORTING
Current Budget Report

Performs Earned Value 

Calculations and Displays in 
Graphical Format – Monitors Non-

Critical Work



COST REPORTING

• Time and Cost Contingencies, Design, 
Construction, Other Budgets are assigned 
to all projects from Master Database

• Actual Spending in each budget category 
recorded for projects from database

• Budget Summary report printed monthly



COST REPORTING
Budget Summary Report

Budget summaries can be 

printed for all EPS levels

All users have ability to drill 
down into summary to review 

details



Construction

Planning & Design

PROGRAM MANAGEMENT SERVICESPROGRAM MANAGEMENT SERVICES

Post Construction

♦Documentation Review

♦Records Research

♦Schedule / Delay 

Analysis

♦Entitlement Analysis

♦Risk Analysis



REA & CLAIMS AVOIDANCE / 

RESOLUTION

• Program Management System promotes 
good documentation necessary for 
review/resolution of disputes

– Schedules

– Documents

– Issues

– Risks



REA & CLAIMS AVOIDANCE / 

RESOLUTION

• Integration of documentation into a 
centralized storehouse

– Issues/Risks/Documents correlated to specific 

construction activities

– Documentation kept current in single place

– Contemporaneous information

– Searchable database



14APR03

Total Delay  560 Days

Weather

17
Floods

131

Contractor Delay

C.O.

49

Excusable
197 Days

Inexcusable  363 Days

REA & CLAIMS AVOIDANCE / RESOLUTIONREA & CLAIMS AVOIDANCE / RESOLUTION

♦ Differing Site Conditions
♦ Changed Conditions
♦ Change in SOW or Design Program 

♦ Design Errors, Failure to Meet Specs
♦ Loss of Productivity
♦ Project Delays

ISSUES HANDLED

♦ Negotiation Strategy
♦ Construction Resequencing
♦ Design Alternatives

♦ Impact Analysis / Risk Assessment

RESOLUTION METHODS



Integrated Schedule / Risk Management 

Approach

♦Baseline / Progress Schedules
♦Claims Avoidance Planning
♦Time Impact / Delay Analysis
♦Claims Resolution



Lessons LearnedLessons Learned
Lessons Learned from Design Build Construction Lessons Learned from Design Build Construction 

of Surgical Centers:of Surgical Centers:

♦♦ Remember, Owners rarely understand DBRemember, Owners rarely understand DB

♦♦ Hold early Design Build training sessionHold early Design Build training session

♦♦ Hold periodic meetings to reinforce DBHold periodic meetings to reinforce DB

♦♦ Formal program development teamFormal program development team

♦♦ Medical administratorMedical administrator

♦♦ Medical specialists Medical specialists -- Surgery & Anesthesia Surgery & Anesthesia 

♦♦ Primary nurse staffPrimary nurse staff

♦♦ Interior designer (usually provided by MD)Interior designer (usually provided by MD)

♦♦ Equipment supplierEquipment supplier

♦♦ Accreditation peer reviewerAccreditation peer reviewer

♦♦ Design development feedback crucialDesign development feedback crucial



Lessons LearnedLessons Learned
Lessons Learned from Design Build Construction Lessons Learned from Design Build Construction 

of Surgical Centers:of Surgical Centers:

♦♦ Get involved in accreditation standards earlyGet involved in accreditation standards early

♦♦ Include maintenance portion of accreditationInclude maintenance portion of accreditation

♦♦ Visit peer reviewerVisit peer reviewer’’s surgical suite if possibles surgical suite if possible

♦♦ Plan expansion for additional physiciansPlan expansion for additional physicians

♦♦ Budgeting feedback more important than DBBBudgeting feedback more important than DBB

♦♦ Program should include serious discussion Program should include serious discussion 

about all other potential services (hair about all other potential services (hair 

transplants, skin care, nontransplants, skin care, non--surgical services)surgical services)

♦♦ Weekly constructability reviewsWeekly constructability reviews

♦♦ Program team approves plans only, no Program team approves plans only, no 

submittal review (review only for compliance)submittal review (review only for compliance)



Lessons LearnedLessons Learned

Lessons Learned from Design Build Construction Lessons Learned from Design Build Construction 

of Surgical Centers:of Surgical Centers:

♦♦ Projects are successful only if the competing Projects are successful only if the competing 

goals of the Stakeholders are metgoals of the Stakeholders are met

♦♦ Surgeon Stakeholder Surgeon Stakeholder –– Quality & DesignQuality & Design

♦♦ Medical Administrator Medical Administrator –– Cost & TimeCost & Time

♦♦ Design Build requires timely communicationDesign Build requires timely communication

♦♦ Partnering is the most effective meansPartnering is the most effective means

♦♦ A Program provides the frameworkA Program provides the framework

♦♦ Open & real time communications vitalOpen & real time communications vital

♦♦ Enterprise Program Management provides a Enterprise Program Management provides a 

reliable way to learn from these lessonsreliable way to learn from these lessons



SummarySummary

Design Build Construction of Surgical Centers is Design Build Construction of Surgical Centers is 

best served by:best served by:

♦♦ Initiation of a Program approachInitiation of a Program approach

♦♦ Partnering throughout the constructionPartnering throughout the construction

♦♦ A system that allows realA system that allows real--time resolution of all time resolution of all 

issuesissues

♦♦ Enterprise Program Management is the best Enterprise Program Management is the best 

solutionsolution

♦♦ Primavera Enterprise system provides the Primavera Enterprise system provides the 

right processes and tools for successright processes and tools for success

♦♦ Properly done, all goals can be met in every Properly done, all goals can be met in every 

projectproject



Design-Build Surgical Center 
Program Management

Questions?

Chris Carson, PSP

Alpha Corporation
Norfolk, Virginia


