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I am sure you are familiar with the typical scenario that 
plays out on home renovation TV shows. The client shares a 
lengthy wish list of must-haves with the designer. All agree on 
the project’s scope, a budget is set, the design is completed, 
permits are received, and construction starts.

Halfway through the demolition phase, the client pops in 
to see how the project is progressing and to announce they 
want to upgrade to granite countertops in the kitchen. It is 
unfortunate timing because the team just discovered water 
damage in the bathroom from an old leaky toilet. The entire 
bathroom ˲oor and plumbing must now be replaced, which 
was not in the budget.

The designer is left scratching their head, wondering how 
to make space in the budget for these surprises. Instead 
of ordering the granite counter, they must account for the 
replacement sub˲oor and plumbing. The client is disappointed 
that they must sacri˱ce one of their must-haves to make it 
work, and they won’t get what they want.

If you have ever worked on a traditional design-bid-build 
project, you can probably empathize with the disappointed 
reality show client.

You’ve most likely been on the receiving end of vague 
speci˱cations, unforeseen conditions, schedule delays, and 
budget surprises for things that simply cost more than 
expected. You want to receive what you’ve asked for when you 
ask for it. There isn’t any more money or time, so the project 
must be executed within the budget you initially planned, but 
miscommunication, scope de˱nition, and schedule creep may 

prevent you from getting everything you want.

What if there were a way to avoid the surprises? What if you 
could depend on your designer and construction manager as 
your trusted advisors, who show you design solutions you can 
afford and mitigate risk through scope de˱nition and shared 
risk?

No More Surprises: The ONEprojectTEAM Project 
Delivery Method

Enter the ONEprojectTEAM project delivery method, 
emphasizing collaboration and communication to arrive at 
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 » Prioritize safety and balance quality, schedule, and cost.

 » Create a culture of caring where innovation, trade-offs, 
quality, and value are integral to the project.

 » Use cost to inform design.

 » Provide early target cost and schedule certainty.

 » Deliver the best value on time and within the allowable 
budget.

ONEprojectTEAM uses a similar set of steps as a traditional 
delivery method to arrive at substantial completion but 
improves ef˱ciency, resulting in overall time savings. Letɢs 
compare the steps.

OLD STEP: BASIS OF DESIGN (BOD)

The design phase results in a laundry list of program 
requirements with minimal concern for cost or schedule. The 
BOD is a one-and-done step without formal change control. 
The design team often re˱nes the scope without regard for the 
value, requiring inef˱cient value engineering (VE) to return to 
budgeted cost.

NEW STEP: BUSINESS CASE AND CHARTER PHASE

The entire team of stakeholders develops the value 
proposition, clearly identi˱es the conditions of satisfaction, 
and determines whether the design solution is within the 
allowable cost. Interactive scope control works through 
trade-offs via continuous re˱nement of the scope, not scope 
reduction. Stakeholders are challenged to improve ef˱ciency 
with just-in-time decisions.

You do not move on to the next step unless you have met all 
the criteria.

OLD STEP: PROCUREMENT

Traditional clients wait for the entire design evolution to reach 
90% of issued for construction (IFC) before they start material 
and subcontractor procurement. Construction managers’ 
estimates prepared during design at traditional 30-60-90% are 
only a non-binding opinion of probable cost without ˱rm input 
from the material suppliers and specialized contractors who 
perform the work.

Estimates are bene˱cial in guiding the design process but 
typically result in VE without knowing what will be included 
in the ˱nal design or live market pricing. Anybody can take 
a set of IFC documents and competitively bid the work and 

lose months of valuable project planning, coordination, and 
material fabrication. The wait-until-it-is-fully-designed step 
takes too long and has little to no ability to in˲uence the 
overall price without inef˱cient time-consuming rework.

NEW STEP: TRADE PARTNER SELECTION AND 
DESIGN ASSIST

Choosing by advantages, a method designed to make decision-
making more effective, replaces traditional lump sum bidding 
by deploying a quali˱cations-based selection. Trade partners 
are selected in the charter phase. They become integral 
stakeholders and trade experts with live market pricing and 
expertise to detail a federated design model with fabrication 
grade details.

This virtually eliminates the traditional “wait for design” ethos 
and replaces it with designing around the best quality material 
that ˱ts the budget and schedule. The client has a team of 
subject matter experts to align the details with a keen eye 
toward best practices, maintenance reliability, and life-cycle 
cost.

OLD STEP: SCHEDULING

The traditional method tells people what to do without deeply 
engaging the exceptional planning and scheduling skills 
shared across the project team.

The plan is often just a well-intended laundry list of things 
that need to be done and is not bought into by the person 
performing the task. Nobody wants to be told what to do. High-
performing team members prefer to be spoken to as subject 
matter experts who share the burden of completing the task as 
a team.

NEW STEP: PULL PLANNING

The key to keeping your schedule commitments is found in 
time management. Working from a target completion date 
backward allows tasks to be sequenced so their completion 
releases work when needed.

According to Parkinsonɢs Law, schedules are self-ful˱lling. 
Work tends to expand to ˱ll the available time. You may take 
longer than necessary to complete a task or procrastinate, then 
complete the task right before it is due. Save time by breaking 
larger tasks into smaller steps and then ˱nish each step in less 
time, which makes more time for later tasks that often take 
longer than expected.
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Applying time management to design and construction results 
in lean project execution. With an overarching goal of showing 
respect for other people and their time, apply these tenets:

 » Optimize the whole.

 » Remove waste.

 » Focus on process and ˲ow.

 »
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