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Presenter
Presentation Notes
Hello, and welcome to CII’s webinar “CII Project Health Indicator.” We appreciate you taking the time to join us. 
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General Information

* Webinar is being recorded
* Please stay on mute

* Recording and slides available at www.construction-
institute.org/blog

* Ask questions via “Questions” box


Presenter
Presentation Notes
Some general information…this webinar is being recorded so we’ll keep everybody on mute. The material will be available on our blog and webinar page, which you see on the screen.

On your control panel, you’ll see a section called “Questions.” Please feel free to enter your questions there and we’ll address them at the end of the webinar.


http://www.construction-institute.org/blog
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Speakers

Mike Pappas, Cll Associate Director for
Deployment

Gerry Sepe, CEO of ePM
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Presentation Notes
I’m Mike Pappas, CII’s Associate Director for Deployment. I’ve been on staff at CII for 3.5 years, following 10 years of managing capital projects and 15 years of project management consulting. 

With me today is Gerry Sepe from CII member company ePM. Gerry, please introduce yourself.

I’m Gerry Sepe, CEO of ePM LLC an organization design and development company specializing on project and program organizations. We’ve been CII members for 10 years. I’m also lead for DCC’s Membership sub-committee. I’m please to join you today. 


L.
Agenda

» Background / Research
 Leading Indicators

* Inputs

» Qutputs

* Question & Answer


Presenter
Presentation Notes
Here’s our agenda for today’s webinar.

This webinar topic is brought to you by the Downstream and Chemicals Sector Committee. In their review of CII’s Knowledge Base, this was identified as a tool that looked beneficial but wasn’t widely used in the sector. So here we go…


L.
Project Health Indicator (IR 220-2)

» Designed for use during Execution "N

* Intended to quantify subjective aspects of performance

* 43 Leading Indicators
* Implementation:

« Use in addition to traditional project controls measures

« Use with a neutral facilitator and project team

« ~45-60 minutes to complete the questionnaire
» Score is a measure of potential risk of not achieving desired outcomes
 Take action!

« Use monthly or quarterly to track trends and identify issues
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Presentation Notes
This research began with the question “Are there leading indicators that are useful during Project Execution to predict project outcomes?” [POLL Q1]

The outcome of the research was the Project Health Indicator tool, which is an assessment checklist that was developed as a complement to the Project Definition Rating Index, or PDRI – the idea is to use the PDRI during Front End Planning, and use the Project Health Indicator during Execution.

It is intended to quantify the subjective or “gut feel” aspects of project performance. 

MP: it uses 43 leading indicators

Gerry: 43 leading indicators? That’s an interesting number. How did they arrive at that? 

MP: The research team started with about 180 leading indicators, they removed those included in the PDRI, and then they statistically reduced that to the most relevant 43.

Some notes about using the tool:
This does not replace traditional project controls measures
As you will see, due to the nature of some of the questions, it is important to conduct the review session with a neutral facilitator and representatives of the project team. Some questions might be effectively asked to the individual participants before the meeting – either using the Excel spreadsheet, an online survey, or personal interviews.
Most reviews take less than an hour to complete the questions – discussion of the issues can take longer.
Like the PDRI, the score represents your risk of not achieving desired results
[CLICK] This isn’t a silver bullet; you have to follow up on the issues where risk is indicated
Like many tools, you can use this monthly or quarterly to track trends and identify issues as the project situation changes over time. Of course, you can use the questions to focus the team’s attention on certain aspects of the work, say if the project needs to put specific attention on safety or quality performance, or the economics change and there is more of an emphasis on cost control, as a couple of examples.
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Leading Indicators

 Leading indicators are fundamental project characteristics
and/or events that reflect or predict project health. Revealed
in a timely manner, these indicators allow for proactive
management to influence project outcomes.
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Presentation Notes
The Research Team defined leading indicators as “fundamental project characteristics and/or events that reflect or predict project health. Revealed in a timely manner, these indicators allow for proactive management to influence project outcomes.”
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Leading Indicators — examples T ——

* The project team is experiencing a high turnover rate and instability
In team membership.

* The project team is losing confidence in the accuracy and validity in
the schedule.

* Owner and Contractor personnel are not properly aligned.

* The PM is lacking the required level of experience and skKills.
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Here are some examples of leading indicators in the tool…

The Research Team chose to write the Leading Indicators from a negative perspective, because essentially you’re looking for signs of trouble with this tool
�You can see the intangible / qualitative aspects of the statements

You can also see that some of the questions have some sensitivity, and are best handled by a neutral facilitator, and you might even want to send the questions to the team as prework.
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Project Health Indicator
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Here is a simple project timeline. 
[CLICK] We use traditional project controls during Execution. 
[CLICK] We use the PDRI during Front-End Planning to make sure we’ve done the proper work to the proper degree to support realistic schedule and cost estimates for authorization.
[CLICK] You use the Project Health Indicator during Execution. Notice that the green bar fades into black as the “value” of the Leading Indicators declines over time – essentially you “run out of runway.” Remember the definition of leading indicators includes that if they are “revealed in a timely manner, [they] allow for proactive management to influence project outcomes.” This is where we got the tag line for the webinar: “Anticipate your project’s performance and inform your action plans with the Project Health Indicator Tool.”

Gerry, your company does a lot of work preparing for project transitions – the beginning of EPC, the mobilization of construction, major contractors and major subcontractors; module fabrication, module assembly, and the start of commissioning. Do you think a tool like this can be used effectively to help plan for these transitions?

Gerry: Sure, we see many examples of project teams under-prepared for transitions. For many reasons, transitions will “pressure test” your project organization. Just taking the opportunity to use this PHI will gave better insight to the risks you will face.  An example I’m recalling is a mega-project that did well to face the workload in front of them getting through FEED. They felt the same discipline and effort would be effective in execution. Unfortunately, as they mobilized to international fabrication sites, they were overwhelmed by the many challenges there and quickly fell behind. Starting execution on the back foot is a very difficult place to be. 



i = n Leading Anelyse
Project Health Indicator — input statements ™= "«—

Leading Indicators

1 | The project team is lacking in the necessary expertise, experience, breadth, and depth to
successfully execute the project.

2 | The project team is experiencing a high turnover rate and instability in team membership.

3 | The project team’s response to Requests for Information, questions, and changing events
that can significantly impact the project results is slow, inadequate, or incomplete.

4 | The project team is losing confidence in the accuracy and validity of the schedule.

5 | Project milestones are not being met and are consequently jeopardizing future project
milestones.

6 | Construction is awarded before adequate completion of project design, including discipline
design packages, resulting in an incomplete scope definition at time of award/start of
construction.

7 | Business goals, project objectives and priorities, and critical success factors are not being
consistently used by project team members and key stakeholders to guide decisions.
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Presentation Notes
These are the first 7 leading indicators, as an example of what is in the tool. Note that these are largely organizational performance matters. 

Gerry, your company does a lot of work with organizational performance. What do these kinds of questions indicate to you? 

Gerry: Some of these indicators are obviously related to organizational performance, for example, the questions about individual or team capability. #7 caught my eye since lack of alignment around goals, objectives and priorities is more subtle yet a huge impact on project performance.  Putting a project into execution will include more and larger teams of contributors, companies, agency people and so on. They will bring their known practices, values and beliefs. Without solid onboarding, and indoctrination, you’ll find them moving in different directions. 
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This is a shot of the input screen – for each leading indicator, the team answers the degree of problems it has with that statement – from serious problems to no problems. You do this for all 43 leading indicators. As we mentioned earlier, some of the questions require some sensitivity…

Note: completing the tool inputs is what take up to an hour! 


Leading Analyse
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Leading Indicators — Detailed Descriptions 7= «—
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Leading Indicator 4

The project team is losing confidence in the accuracy and validity of the schedule.

Measurement Considerations

1 The project schedule is not consulted on a weskly basis to monitor progress and set priorities. The
team has no confidence in the schedule.

2 The project schedule is consulted on an ad hoc basis by most team members, but does not tend to
influence work priorities. Multiple inaccuracies have been found in the schedule.

3 The project schedule is regularly used by the Project Controls people, but engineering and/or
construction are managing the work by “gut feel.” The schedule has some significant inaccuracies.

4 The project schedule is consulted by all key stakeholders, but the sequence of work and critical path
shown do not reflect the opinions of key stakeholders.

5 The project schedule is consistently used as a tool by key stakeholders. The general logic and critical
path are agreed. The schedule is adjusted as warranted.

Description

There appears to be a lack of alignment amongst the project team members and other key stakeholders
associated with the accuracy and validity of the schedule. Confidence in the schedule is paramount. If
the validity of the schedule is placed under suspicion, the team loses the sense of urgency toward
meeting the schedule target dates due to the diminished confidence in the schedule.

For a schedule to be a key project document, it has to be treated as a “tool” and not a “deliverable.”
Schedules will change during the course of a project — but the baseline schedule should remain fixed.

Source Documents References
* Project Schedule * Research Summary 12-1, Project Objective
* Progress Monitoring System (home office and Setting, Second Edition
field) * Research Summary 6-1, Project Control for
Engineering
* Research Summary 6-5, Project Control for
Construction
* |Implementation Resource 107-2, Continuous
Assessment of Project Performance
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Presentation Notes
Each Leading Indicator has a definition, a detailed description of the 1-5 assessment scale, and other useful information.
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Leading Indicators — impact on safety e
performance Lagglng
No. Leading Indicators Weight
19 | The project is not following the requirements of a project specific safety plan 79
during construction.
17 | Potential safety related problems are not being resolved in a timely manner. 69
14 | The project is experiencing a high level of safety incidents. 65
16 | The project team personnel lack involvement in safety inspections, awareness of 58
safety issues, and education in safety practices.
18 | The project is experiencing an increasing level of worker non compliance in safety 43
practices.
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All 43 Leading Indicators impact all 5 project outcomes, but to varying degrees

Here are the top 5 Leading Indicators that have the greatest impact on project safety outcomes 

I had a discussion with a colleague recently about safety training and behavioral observations being leading indicators. That is certainly true, and since 2006 when this research was completed, the industry definitely has a much greater emphasis on training and behavioral observations, such that they are critical components of project-specific safety plans today. Because they are included in the safety plan, with this tool they would be addressed as part of Q19 (the first line).


Leading Analyse
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Leading Indicators — impact on quality T ——
performance Lagglng
No. Leading Indicators Weight
12 | A project specific quality plan is not consistent with the contract documents 41
(plans and specifications).
1 The project team is lacking in the necessary expertise, experience, breadth, and 40
depth to successfully execute the project.
32 | The project is frequently asking vendors, suppliers, service providers, and 18
contractors to perform functions outside their areas of expertise and experience.
13 | The project fails to follow the quality plan for construction in relation to the roles 37
and requirements of those who are responsible for that plan.
23 | The level of maintenance and reliability personnel involvement in detailed design is
low and the personnel lack alignment with other project team personnel with 36
respect to maintenance issues for the facility.
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Here are the top 5 Leading Indicators that impact project quality outcomes [WAIT 10s]
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- - - ‘ pert:?nsi:ance
Leading Indicators — impact on schedule &= «—
performance Lagglng
No. Leading Indicators Weight
5 | Project milestones are not being met and are consequently jeopardizing future 42
project milestones.
22 | The project lacks sufficient staff, bulk materials, small tools, and construction 39
equipment to adequately support planned construction activities.
37 | Actual schedule activities are lagging behind planned scheduled activities over a7
several reporting periods.
1 | The project team is lacking in the necessary expertise, experience, breadth, and 36
depth to successfully execute the project.
31 | The project is experiencing difficulties in integrating schedules between project 34
participants.
9 | Significant project scope items are inadvertently omitted from bid packages. 34
4 | The project team is losing confidence in the accuracy and validity of the schedule. 34
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Here are the top 5 Leading Indicators that impact project schedule performance [WAIT 10s]



Leading Analyse
- - - ﬁ pertzfr'ssi:ance
Leading Indicators — impact on cost T —
performance l_agglng .
No. Leading Indicators Weight
38 | Forecasts-to-complete based on actual project experience, actual commitments, 42
and actual expenditures are projecting overruns.
42 | Material and/or equipment prices are increasing rapidly for certain types of 39
materials/equipment that represent a high percent of the project cost.
9 | Significant project scope items are inadvertently omitted from bid packages. 39
11 | The project is experiencing a high level of engineering/design/specification errors 38
and scope changes.
28 | Project changes are not being processed in a timely manner for decision making 35
(includes defining cost and mark-up rates, evaluating schedule impact, obtaining
appropriate approval authority, and initiating dispute resolution procedures).
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Here are the top 5 Leading Indicators that impact project cost performance [WAIT 10s]
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Leading Indicators — impact on Loading

. . e < —

stakeholder satisfaction <t Lagging

No. Leading Indicators Weight

1 | The project team is lacking in the necessary expertise, experience, breadth, and

. 35
depth to successfully execute the project.
34 | The project team is not being realistic and truthful when project circumstances are 29
unfavorable.
5 | Project milestones are not being met and are consequently jeopardizing future 28
project milestones.
4 | The project team is losing confidence in the accuracy and validity of the schedule. 27

28 | Project changes are not being processed in a timely manner for decision making
(includes defining cost and mark-up rates, evaluating schedule impact, obtaining 27
appropriate approval authority, and initiating dispute resolution procedures).
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Here are the top 5 Leading Indicators that impact stakeholder satisfaction with the project [WAIT 10s]
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This is the first of two output dashboards – this shows the risk to achieving successful outcomes, overall and in the specific areas of cost, schedule, quality, safety, and stakeholder satisfaction. Based on the research, the gauges are red from 0-700 points, yellow to 850 points, and green to 1000 points. But these ranges are customizable based upon different project objectives, priorities, risk tolerance, and other project-specific factors.



Project Health Indicator — output
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The second dashboard shows your performance on each of 8 different project management practices. 

Is the team and/or business aligned to the project goals? (8 of the 43 questions address Alignment)
Are changes under control? (4Qs)
Is the project being impacted by constructability issues? (4Qs)
Is the contract strategy meeting the needs of the project? (3Qs)
Is any part of the project showing issues with quality? (5Qs)
Is the project’s safety performance showing distressing signs? (7Qs)
Are the project schedule and cost negatively impacted? (8Qs)
Is the team’s performance negatively affecting the project? (4Qs)

Each question applies to only one of these practices, but as we said before, each question applies to all of the project outcomes to varying degrees.

Gerry asks Mike about the relationship between safety performance and safety practice (different scores on the dials)

There are 7 questions that make up the “Safety Practice” section of the survey. All 43 of the questions impact the “Safety Outcome,” to various degrees. So in this example the Safety Practice is doing very well, but there are areas outside the Safety Practice that are impacting the Safety Outcome.
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Project Practice Area

Results statistically correlated

Project or executive level use

Trends over time
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As we summarize our presentation on this tool, please submit your questions using the question box in your GoToWebinar control panel.

This is an easy to use, customizable tool.
It quantifies qualitative measurement – by converting “gut feel” and anecdotal information into quantitative scores using algorithms. Don’t simply take the quantitative answers at face value – proper interpretation requires experience and freedom from bias.
It supplements traditional quantitative project controls measures
It predicts risks and systemic process deficiencies by Project Outcomes and Project Practice Areas
The results were statistically correlated to success
It is suitable for both project and executive level use
It can be used to measure trends over time

[POLL Q2]




Q&A
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OK, let’s see what kind of questions we have…


[POLL Q3]


Thank you very much!

* General comments: Communications@cii.utexas.edu

» Specific questions: Mike.Pappas@cii.utexas.edu

GSepe@epm.cc
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Presentation Notes
OK, that’s all the time we have for today. Thank you very much for joining us. We appreciate your time, and we hope you enjoyed the webinar. Don’t forget to check CII’s Events page for the Advanced Work Packaging Summit on Sep 1-2 and for future webinars.

Stay safe, and we’ll see you next time.


mailto:Communications@cii.utexas.edu
mailto:Mike.Pappas@cii.utexas.edu
mailto:GSepe@epm.cc
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PHI vs Cost Performance

Cost Correlation

< Series 1 = | inear Regression

1000

900
<
|- e pp——— ttt§5>\& |
800 o
1o c\
700 froommmmmmmmmmnee C , °

600 : :
o ' i \\\\\\\f
: P
500 : :

Project Cost Health Score
e
oS
/

400

300 f

80 90 100 110 120 130
Performance (Actual / Budget)




	CII Project Health Indicator�Anticipate your project’s performance and inform your action plans 
	General Information
	Speakers
	Agenda
	Project Health Indicator (IR 220-2)
	Leading Indicators
	Leading Indicators – examples 
	Application of PHI
	Project Health Indicator – input statements
	Project Health Indicator – input
	Leading Indicators – Detailed Descriptions
	Leading Indicators – impact on safety
	Leading Indicators – impact on quality
	Leading Indicators – impact on schedule
	Leading Indicators – impact on cost
	Leading Indicators – impact on stakeholder satisfaction
	Project Health Indicator – output
	Project Health Indicator – output
	Summary
	Q&A
	Slide Number 21
	PHI vs Schedule Performance
	PHI vs Cost Performance

