	Author
	Company
	Title

	Hilbert Robinson
	NOVACES, LLC
	Program Manager

	Doug Johanson
	St. Alexius Medical Center
	Director of Engineering

	Jill Yri
	St. Alexius Medical Center
	[bookmark: _GoBack]Designer



Audience: General Audience		Format: Case Study
Industry: Facilities Management and Construction, Healthcare
Presentation title: Taming the Chaos in the Annual Capital Budgeting Process with Multi-Project Critical Chain

	Learning Objectives
	Questions

	Demonstrate that a year’s worth of capital projects can be completed in 9 months with CCPM 
	What caused the engineering department to be interested in CCPM specifically?

	CCPM can be implemented successfully even when the work is done entirely by outside contractors
	Why didn’t the contractors resist the idea of shorter project durations?

	Unlike other project management interventions, the CCPM intervention can be completed in a short time
	Do you see this working in every situation where construction work is contracted out?



Abstract:
St. Alexius Medical Center is over 100 years old but you wouldn’t be able to tell from touring their facilities.  They spend millions in an annual capital program to keep the buildings in great condition. In addition, as the health services offered changes to mirror the changing and expanding needs of the served population, it has been necessary to reconfigure and even add to the buildings accordingly.  The annual construction budget had been growing over the last several years but contractors operate in one of the tightest labor markets in the country.  Projects had been taking longer and longer to complete, due dates were notoriously unreliable and more and more of the hospital beds were out of commission at any given time.  The pressure to start more projects before others were complete was intense.  This in turn made it very difficult to maintain any discipline over the annual capital budgeting process as committed funds would be re-directed in mid project to accommodate emergent needs.

What needed to be changed?
Projects were taking too much time to complete.  There were several reasons for this: 
1. The available contracting workforce was spread too thin on the ground.  
2. There were frequent work interruptions
3. There was also evidence of “batching” by trades to minimize the number of trips to the site
4. Sometimes, workers would also be directed to leave one project to work on another project 
5. Each project was contracted separately so pooling of resources was impossible

What was the intended future state?
The Engineering Department desired predictability first and foremost. In addition, it was thought to be beneficial if projects could take less time to complete, tying up fewer rooms in construction at any given time and thereby increasing the effective capacity of the hospital. The number and cost of change orders should be reduced.

How was the transformation accomplished?
Workshops were held with the key leaders from the main contractors that did most of the work on the campus between them.  Since a common theme at the workshop was poor planning and coordination contractors were invited to a planning and synchronization workshop where they helped to build network diagrams using post-it notes. Templates were applied and a resource loaded portfolio view was used to stagger the portfolio. Some projects were held in the engineering phase longer in order to provide better construction drawings.  This also helped to spread out the load.  A move was initiated to hire contractors for a certain rate, without specifying which project they would be working on. Contractors were provided direct access to the Critical Chain software over the internet and the weekly status meeting was eliminated and replaced by more focused project specific meetings. 

What were the lessons learned? 
One implementation question was whether or not to actually force the issue of freezing some projects and the client elected to accomplish lower WIP by waiting for the projects to flush themselves out of the system naturally instead.  It took much longer than predicted for most of those projects to close.  There was also one project team who did not go through the initial workshop but was invited into a planning workshop to re-plan their project that was already falling behind.  They never “got it” and the project is projected to end at least two months later than they agreed to, after the re-planning exercise. This is the last time this team will work on a St. Alexius project.

Successes 
At the time of writing, one project in particular is on track to complete in roughly 65% of the time of an identical project from the previous year.  Using dollars as a proxy for project work, the last year produced a spend rate of approximately $.75M per month on average, while the current projected rate is $1.33 M per month, on average, or roughly 78% faster.  Change Order costs are tracking at historically low levels over the period as well.

Challenges
One key challenge was the fact that the workforce involved was almost entirely contracted out and to different contractors with potentially conflicting interests. The general contractors had very little project management experience or infrastructure in place and so the Engineering Department attempted to coordinate each project in isolation.

Obstacle
The biggest barrier is the fact that the Architecture and Engineering contractors hired to develop the design, have still not gotten on board as yet with Critical Chain.  Another barrier was the realization that projects were being launched without enough accountability for meeting any minimum approval criteria.

How each obstacle was overcome?
SAMC is considering to move some of the design related work in-house or to use the threat of doing so as a bargaining chip to get the Architects and Engineers interested in speed. A Project Approval Executive Committee was launched and additional process changes were enacted to stem the tide of automatically approved capital projects. Finally, a major source of last minute design changes was identified and a special initiative launched to combat the issue at the source.

