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INTRODUCTION

This guide is the result of a collaborative writing process
between five IPD subject-matter experts that made up

the guide’s core team. Much of the content found in this
guide derived from the conversations that took place at
the IPD Advisory Council workshop on May 2, 2017, at

the Center for Education and Research in Construction

of the Department of Construction Management at the
University of Washington. At this workshop, the IPD
Advisory Council—a group of twenty IPD-experienced
industry professionals, representing public and private
owners, contractors, architects, and trades from across the
US and Canada—gathered with our subject-matter experts
to discuss choosing IPD and establishing goals; actions
for when things go wrong; project processes and tools;
and legal, commercial, management, and team-culture
strategies and best practices. These workshop conversa-
tions were recorded, transcribed, and then expanded on
by the core team. A completed draft of the guide was then
peer reviewed by the a group of eighteen industry profes-
sionals and academic experts. Following the peer review,
the core team integrated the reviewers’ comments into
the guide, creating the guide you see here. Understanding
the dynamic nature of IPD and the building industry, this
guide represents IPD as it is currently practiced.
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WHEN T0 FOCUS?

During the chronology of a typical IPD project, there are times when the team needs to
invest focused effort. Project phases are indicated across the top of the page; horizontal
bars correspond to topics or areas of effort; while most of these topics warrant consistent
reflection across the project, denser/thicker bars indicate times at which special attention
might be paid. Often, more intense times are the start or end of particular tasks or phases.

Closeout






PREFACE

How to Use This Guide

What is the Purpose of This Guide?

Over the past decade, Integrated Project Delivery (IPD)
has emerged as an important alternative to traditional
forms of project delivery. Its adherents have reported
improvements in cost, schedule, and quality, achieved
in an atmosphere that is less adversarial and more
collaborative. Moreover, research on IPD, as well as
detailed case studies, have documented this project
delivery system's value proposition.

If you are unsure of the value proposition, we suggest

you reach out to owners or other participants who have

used IPD and ask them about their experiences. In
addition, you should review the materials referenced
in the More Resources section of the guide to under-
stand the essential principles and requirements of

IPD. However, if you are reading this guide, we assume

that you have decided to give IPD a try and are now
wondering, what do I do next? In the following pages,

we have attempted to answer that and related questions

concerning the commencement and execution of IPD

projects. This is a practical, not a theoretical guide. It is
based on the experience of the core group, the advisory
council, and the peer reviewers and is intended to help

you understand what you will need to do to have a
successful IPD project.

The guide is not a replacement for consulting with IPD

advisors and coaches. Almost all parties and teams
need assistance, at least with their first project. The
guide will, however, provide you with a good under-
standing of whether IPD fits your project and organi-

zation, what needs to be done, your role in the process,

what problems can occur, and counter-measures

you can employ. It is also not a manual on lean prin-
ciples and processes, target value design (TVD), or
virtual design and construction, although these will

be touched on in the manual. Detailed information
regarding these topics is well presented in the reference
materials and should be adapted to the specific project.

How is This Guide Organized?

The guide is organized in a roughly chronological
order and divided into specific blocks to allow the
reader to immediately access information relevant to
their project concerns. Most readers will benefit from
reading from the beginning through the end. Others
may need specific information or will want to review
specific sections during project execution. The guide
can be used in any of these ways.

Care was taken in selecting the terminology of each

of the guide’s sections. In particular, our guide’s core
group adopted the terms “early work” and “later

work” to indicate specific periods in a project timeline
while avoiding terminology (such as pre-design or
pre-construction) that may have different meanings

for different stakeholder types. These terms also avoid
the usual conception of projects having distinct design
and construction phases. In IPD, owners, designers, and
contractors come together early and often in the project
so distinguishing between phases is not meaningful.

The guide is divided into five sections, each of which
answers fundamental questions that may arise during
specific periods in a project’s life cycle. Some concepts
are applicable throughout the project and have been



grouped together or are discussed in several sections
in ways appropriate to that stage of the project.

) Path to Contract provides a road map for
creating internal alignment within your orga-
nization, assembling and aligning the project
team, and creating an appropriate agreement
that binds them together. We have found that
arobust process leads to better alignment, fewer
problems, and a higher probability of success.

) From Beginning to End describes management,
financial, and lean considerations that are
important throughout the process. You should
address these issues at commencement and
continuously throughout the project.

) Early Work focuses on the key tasks in orga-
nizing and commencing a project, including
validation, Target Value Design, co-location,
design management, prefabrication, Building
Information Modeling (BIM), managing risk,
and managing metrics. In IPD, the amount of
early work is significantly increased because
addressing these issues and creating effective
processes leads to the greatest gains.

) Later Work continues the concepts developed
in Early Work and discusses maintaining
momentum on the project. In our experience,
if the Early Work is done well, the Later Work
will naturally follow. For this reason, we have
focused more guide material on Early Work than
Later Work.

) What Goes Wrong—and What Can We Do
About It deals with the unfortunate reality
that not everything works perfectly every time.
On any project, things will go wrong. But IPD
provides you with an engaged and motivated
team to solve problems. It helps, however, to
be able to recognize potential problems before
they occur. In this section, we have listed the
most common failings on IPD projects and
have recommended countermeasures to regain
desired outcomes.

At the end of these sections are additional materials
that supplement the information in the guide.

) More Resources and Glossary contain mate-
rials that provide additional detail and support
for concepts and terms in the guide.

) The Appendices of templates and samples
provide IPD tools and artifacts that can help you
plan and execute your own project.

The guide is more deeply focused on initial project
organization than on execution during the construction
phase. This is not because the construction phase is
less important. Rather, the experience of IPD teams
hasbeen that a project that is properly aligned, vali-
dated, and managed from inception is likely to be well
managed during construction. Thus, our emphasis is
on creating the right collaborative environment and
engaging in thorough planning of processes as well

as the project. If these are done well, we are confident
the IPD team will build on this framework and execute
construction well.

IPD can provide superior
outcomes over a wide
range of project types, but
it is not appropriate for
every project or owner.



IS IPD RIGHT FOR YOU
AND YOUR PROJECT?

IPD can provide superior outcomes over a wide range of
project types, but it is not appropriate for every project or
owner. Because IPD is cost-based and team managed, it
inherently requires greater leadership and administrative
effort than a lump sum, hierarchical project. This effort

is amply repaid on most projects—but not all. Before

commencing on your first IPD project, evaluate the project

and assess your organization’s culture, capabilities, and
resolve. Moreover, a good IPD owner does more than just
participate: he or she is a facilitative leader that models
collaborative behavior. Therefore, honestly evaluate your

willingness (and ability) to embrace the changes in process

and procedure that drive IPD's benefits.

Is Your Project Right for IPD?

Table 1lists project characteristics relevant to matching
IPD to a specific project. There is no fixed formula for
knowing if IPD is right, but if an honest evaluation of
the factors for Ambition, Stressors, Level of Clarity,
Probability of Change, and Complexity are predomi-
nantly “Low,” then another project delivery approach
may be more appropriate.

Other factors to consider:

Context. The characteristics of Project Size and Project
Status may also bear on the decision to use IPD, but
these must be considered in context. If a team has
never undertaken an IPD project, it must invest time in
contract creation, organization, and training. Smaller
projects may not be able to absorb these additional
costs and additional level of effort. However, a team
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with extensive IPD experience can efficiently execute
smaller projects. Although it is best to start IPD when

a project commences, and certainly before design is
complete, in some projects there may still be adequate
benefits of converting a project to IPD later in the
schedule. Another factor to consider is the ability to use
IPD on a portfolio of projects. This creates an oppor-
tunity to transfer learnings from one project to subse-
quent projects, developing greater skill and success

in project execution. Finally, the sophistication of trade
contractors and consultants in the local market may
affect a decision to use IPD. Although many IPD projects
have been successfully performed with participants
who have never done IPD projects, prior experience

is beneficial.

Ratio of Project Size to Team IPD Experience. Because
IPD is a cost-based system, it requires more accounting
effort than a lump sum contract, and this effort may
not be justified on a smaller project. Experienced IPD
teams have successfully executed projects as small

as $1.5M, and some owners use IPD on their projects
starting at $5M. However, if the team is not experienced
with IPD, a larger project is necessary to absorb the
additional training and organizational effort required.
If the majority of the team is inexperienced, project
minimums are often closer to $15M in order to absorb
first time coaching and training expenditures. Project
minimums may be even higher, if none of the parties,
including the owner, have IPD experience.

Phase of Design and Opportunity for Innovation. The
longer a project has been in design, the less opportunity
for innovation and target value design (TVD). Moreover,
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the project participants may have “cemented” their
working relationships. If IPD begins well after
conceptual design, the owner should expect less to be
gained, although improvement is still possible.

Is Your Organization Right for IPD?

Just as every project is not right for IPD, IPD is not right
for every person or organization. However, unlike
projects with relatively fixed characteristics, indi-
viduals and organizations can change. And the actions
of individuals over time, change organizations. The
key determinant is not whether your organization is

a perfect fit for IPD but whether your organization is
able and committed to make the changes necessary for
successful IPD implementation. If the answer is “not
quite yet,” your organization may still be a candidate
because IPD is a journey and the “fit” between IPD and
your organization will evolve over time. This evolution
is particularly important for owners that repeatedly
build. They should focus on creating a continuously
improving and reliable system of project management

rather than immediate project-specific benefits. If

your organization is not ready for a complete trans-
formation, it can consider approaching IPD on a pilot
project, using a select team that can demonstrate the
effectiveness of IPD for your organization. As one expe-
rienced owner commented, “Sometimes, the best way
to begin an IPD transition is just start.”

The Owner’s Organization

The owner's role is very significant in an IPD project.
The owner defines its goals, provides direction, and
models transparency and collaboration to the entire
project team. Moreover, you cannot remove the
owner's organization from the project as you can with
other participants. Although the attributes discussed
below apply to all IPD participants, they are especially
important for the owner.

IPD is a good choice when managing projects with scopes that are
not initially clear, but it will require a more extended validation
period before setting targets



Many designers who have worked in an IPD
environment report that is richer and more
invigorating than traditional practice and that the
relationship and trust built between designers
and contractors allows the designers to focus on
the creative aspects of their practice.

The perfect owner (we know that this is an abstraction)

has the following characteristics:

) Collaborative

) Engaged
IPD is not a spectator sport. The owner’s
personnel must engage in the project
management team, senior management team,
and must participate in project implementation
teams that perform the actual work. If you
are an owner, evaluate your organization: do
you have the capacity to engage deeply in the
project? Engagement requires effort? but itis
also an opportunity because it allows the owner
to directly influence the project’s outcome.
Moreover, by being directly engaged, the
owner eliminates the propose /review /approve
cycles that can result in delay and rework. The
engaged owner is always aware of project status
and progress and knows, long before project
completion, exactly what they will be receiving.

While the owner can supplement their team with

consultants to handle various administrative
tasks, the owner cannot delegate its deci-
sion-making responsibility.

PREFACE /1S IPD RIGHT FOR YOU AND YOUR PROJECT?

If an owner wants to reap the rewards of collab-
oration, the owner must also be collaborative. If
the project team senses that the owner is authori-
tarian and only concerned with their own issues,
the team members will feel free to place their
own company’s needs above the project’s needs.
This is incompatible with the IPD “project first”
sensibility. Honesty and transparency by the
owner is also paramount. Many owners believe
that they should withhold key information—for
example, budgets and contingency amounts—to
get the most aggressive pricing from the project
team. In IPD interaction, a team is most inno-
vative when they fully understand the owner’s
business case and resources. Finally, the owner
also needs to be reliable, meeting obligations,
keeping promises, and making decisions based
on the timing needs of the project team.

Opinions differ whether IPD requires more owner effort than other
project delivery types. Some owners believe it is less, some more,
and some the same. However, there is general agreement that, with
IPD, more work occurs during planning and that owners are less
focused on addressing problems and claims and more focused on
defining what they want to achieve and on working with the team to
accomplish the goals.



The owner’s project manager should be chosen
with care. She or he should facilitate team
performance and be mindful of team dynamics
and the interests of others. Unfortunately,
many experienced project managers have been
scarred by prior traditional-project experiences
and hesitant to engage in trust-based relation-
ships required with designers and builders

in IPD. Traditionally, experienced managers
were trained to use command-and-control
approaches to management: issuing orders,
directing tasks, criticizing performance, and
enforcing penalties for missed deadlines. Unless
they learn to manage in a collaborative enter-
prise, traditional project managers may cripple
the IPD project. Seriously consider whether you
and your organization have the willingness and
skills to participate in, and support, a high-
performance team. Skills can be augmented

by engaging coaches or consultants, but will-
ingness must exist within the organization.

Competent

It is difficult for an owner to engage with the
project team if owner requests are not well-
informed and realistic. The owner's project
manager needs to have at least a general
understanding of the design and construction
process to participate in project decisions. To
some degree, a less experienced owner can
compensate by adding consultants as trusted
advisors, provided they have the right dispo-
sition and experience for the task. Many tradi-
tional program managers and independent

consultants view their role as “protecting”

the owner from “deceitful” contractors and
designers and may have a belligerent style.
Choose consultants who believe their best role is
to enable team performance and monitor their
performance to see that they are not reverting to
areward-and-punishment style of management.

Committed

Because IPD projects often challenge existing
practices and engage in new ways of deter-
mining value and innovation, project teams
work through many problems. Inevitably, they
will make mistakes. The first time this happens,
the owner may be tempted to abandon the IPD
process. This is a critical moment. The owner
can vacillate (which will deflate the project team)
or demonstrate commitment to the process.
Displaying commitment will reap rewards
because it shows the project team that the owner
will support them when they explore options
and seek innovative solutions. One experi-
enced project manager commented that it was
very helpful to know that management was
solidly behind IPD. Others noted that having a
highly placed IPD champion allows everyone to
concentrate on delivering the project instead of
defending their careers.

We know that very few organizations will
perfectly match the profile described above—if
they did, they would probably be using IPD
already. However, it is important to understand
that change is difficult and if an organization

WHAT ARE THE ADVANTAGES OF DIFFERENT DELIVERY METHODS
ON THIS PROJECT?

To make sure IPD is right for this project, you can build a Choosing by Advantages (CBA) matrix to
analyze the advantages of different delivery systems. After establishing your goals, build a CBA
matrix that includes input from users, builders, and designers. Then vet the process to determine

which delivery system is best for your project.




is inherently mistrustful, hierarchical, and
accusatory, it will be hard for it to participate in

a high-performance collaborative environment.

Moreover, in early stages of an IPD transition,
it may be necessary to protect the project team
from internal forces until the organizational
culture has adapted to IPD. Some owners have
described an “IPD bubble” for pilot projects,

creating a zone of experimentation while overall

organizational culture shifts to accept IPD as
along-term strategy. The owner has a role in
developing IPD managers and leaders and

protecting the project team during this organiza-

tional transformation.

We have primarily focused on the owner’s orga-
nization as it is at the center of the IPD project
and will have the greatest effect on project
culture. While most of the points regarding the
owner’s organization are valid for other partici-

pants as well, there are also a few considerations

particular to specific disciplines.

Designers

Designers, more than other IPD participants, have tradi-
tionally worked from their offices, collaborating mostly

with their own colleagues. Customarily, they gather
information from the client, generate concepts, and
when they are adequately developed, present them for

review and critique. This process iterates until the client

is satisfied. In contrast, IPD projects have a continuous

design flow with all participants able to view the design

as itis developing and provide frequent commentary

and suggestions. For example, designers need to accept
cost feedback based on a preliminary design that may
come without a fully detailed estimate. Moreover, the
entire process may take place in a co-located envi-
ronment with continuous interaction among the entire
project team. Many designers who have worked in

an IPD environment report that it is richer and more
invigorating than traditional practice and that the
relationship and trust built between designers and
contractors allows the designers to focus on the creative
aspects of their practice. However, others—particularly
those with little IPD experience—are disquieted by the
open and fluid nature of IPD design and are worried
that creativity will be compromised.

Because designers are also involved in IPD project
management, they must understand the project from
abroader perspective than design alone. This implies a
higher level of understanding of project management
and leadership, cost and schedule controls, and similar
issues. The IPD designer must also be able to predict
and manage their own budgets and deliverables in
step with the work of the other project team members.
Although this requires additional effort, designers who
engage at the project level will gain a far deeper under-
standing of the project than those who remain isolated
in their offices.

Designers, and particularly the consultants to the lead
designers, must understand that co-location is a key
IPD methodology and must be able to commit the
time to work collaboratively with others, often at some
distance from their offices. Good IPD teams recognize
that this can be difficult for some participants and
implement processes to allow for virtual connection.

GETTING THE MOST VALUE ON COMPLEX PROJECTS

“For the owner, before you make the decision to use IPD, you have to ask, ‘what is the type and
level of complexity of the project?’ When we did a pilot project on a very complex project, but with
a small dollar value, only $12 million, we asked how to get the most value out of that $12 million. If
we had completed the project using conventional methods, we probably would have had only 75%

of the scope of work completed because we would have drawn it the wrong way. Once we had the
trade partners around the table, they were actually able to solve the challenge of working with a
limited budget with the designers. Truly breaking down the silos.” —Owner

PREFACE /IS IPD RIGHT FOR YOU AND YOUR PROJECT?




However, for at least part of the project, some physical
co-location will be required. Designers need to embrace
the opportunity, not fight it.

If you are a designer, ask yourself whether you willing
to adopt new, more collaborative workflows, be phys-
ically co-located, and step up to a larger and more
influential project role.

If you are a CM/GC, ask
yourself whether your
project leaders are
capable of coaching,
guiding, and facilitating,
in addition to managing
cost and schedule.

Construction Manager/
General Contractor

The IPD process requires project leadership and careful
management of value. The construction manager/
general contractor (CM/GC) is central to these tasks and
has a special role in IPD. The CM/GC must be skilled in
conceptual cost development (based on design infor-
mation not yet fully detailed) to provide feedback for
TVD. Along with other IPD members, the CM/GC must
be a facilitative leader focused on achieving the overar-
ching project goals, not just focused solely on cost and
schedule. To do this, the CM/GC must understand what
the owner is trying to accomplish and the skills needed
to energize the entire project team’s talents to achieve
these ends. This is a very different role from tradi-
tional project delivery: authoritarian command and
control methodologies do not work in this new context.
Additionally, the CM/GC must be just as transparent

as all other parties and must view designers and trade
contractors as equal participants in the process.

If you are a CM/GC, ask yourself whether your project
leaders are capable of coaching, guiding, and facili-
tating, in addition to managing cost and schedule.

Trade Contractors

Trade contractors, some of whom might be trade
partners, are expected to be directly involved in design
development, rapid cost analysis, and constructa-
bility, as well as traditional tasks of procurement and
construction. They will jointly be responsible for
developing the schedule and determining construction
sequences and methods. Although prior experience
with design assist or design/build can be beneficial,
most trade contractors report that IPD requires more
services from them and has greater accounting require-
ments because of the increased detail in cost fore-
casting and reporting. They need to understand that
they have a responsibility for the whole (at least with
regard to their profit) and cannot just comply with the
plans and specifications given to them. Moreover, they
need to support the development of conceptual esti-
mates, rather than estimating from finished designs, to
enable TVD.

If you are a trade contractor, enjoy your enhanced
project role but also assess whether you have the capa-
bilities and staff required for IPD.



WHAT IS A PROJECT?

In a project with a high-level understanding, there is often an intersection
of three spheres: financial goals, owner business objectives, and team culture.

Team culture includes the vast range of so-called soft
elements, including shared values, alignment of goals, creation
of psychological safety, mutual trust, and respect as well as
lean thinking and a “project first” attitude. An IPD team invests
a substantial amount of time and energy in establishing,
supporting, and maintaining a strong team culture.

Team
Culture

PROJECT

Financial
Goals

Financial goals include the owner’s financial parameters
and funding criteria. It also includes the financial
incentives for the IPD team—taking into account how
each member of the team structures profit, overhead, and
labor. In many cases, the financial goals include nonmon-
etary or indirect value for the owner and team.

Owner business objectives are critically important for the
IPD team, since a building project is the solution to the
owner’s needs, not an end in itself. Business objectives
typically include meeting budget and schedule goals but
go well beyond into areas of performance, brand identity,
employee wellness, and societal impact.

Owner
Business
Objectives
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PATH TO CONTRACT

Establishing Common Purpose

IPD is an intentional process driven by continuous improvement. From the very
beginning, the IPD team needs to plan how to execute the project, put the planin
motion, evaluate the plan’s effectiveness, and revise the plan for greater success.
This process shifts effort to earlier stages of the project. The early, relatively high
burn rate can create anxiety for team members new to IPD. While the early stages
must be managed efficiently, the early burn rate is a necessary consequence of
increased early planning, which will pay dividends as the project unfolds.

The process of negotiating and executing an IPD agreement should be a positive
step that aligns the entire IPD team to the project goals and creates a commitment
to execute the project collaboratively. It will require effort—and likely assistance—
to manage properly, but it will provide benefits that significantly outweigh the
cost and effort.
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PATH TO CONTRACT

Each owner and each project will have its own context and set of challenges.
Therefore, the process should be adjusted to meet your specific requirements. The
general framework shown below is appropriate for many projects and can serve as
a starting point toward a more tailored process. In general, the process begins with
owner alignment and then proceeds to team selection, team alignment/contract
workshop, and then post-workshop tasks. In some cases, the steps in the process
may be overlapped or run in parallel with work done for validation.

Business Contract Pick

Case Selection the Team

== — —

Owner defines Conduct owner value Release RFP /RFQ

business case workshop Evaluate responses
Identify opportunities Shortlist

and constraints

Select business model /
contract model

Conduct interviews

Select team members

Contract Negotiate

Workshop Commercial Terms Final IPD

— Agreement
+

Conduct values Exhibits

alignment / Values

workshop

Revise business and
contract models as

appropriate
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Team creates Exhibits
(can occur across—and
be outputs of Validation)

Owner-created Exhibits



OWNER ALIGNMENT

Is Everyone on the Same Page?

What is owner alignment?

Although IPD is a collaborative project delivery
method, the owner has a special responsibility to set
and align the expectations of all owner stakeholders.
In parallel, owner alignment also includes ensuring
that its management and stakeholders understand the
IPD process, the alternatives available to them, and
their responsibilities in an IPD project.

Why is owner alignment
important?

IPD teams will do amazing things to achieve the
owner's objectives, but they cannot do so if the owner
does not make these objectives explicit. Owners must
also ensure that their stakeholders are aligned around
the IPD process and their responsibilities on an IPD
project, to uncover any groups within the organi-
zation that resist change and any existing beliefs and
processes that are inconsistent with IPD.

PATH TO CONTRACT / OWNER ALIGNMENT

How do you align the owner
organization?

Managed properly, the internal alignment process will
create consensus among key owner groups. This can be
a significant effort in larger organizations with many
involved departments and stakeholders. The alignment
process will involve selecting an appropriate IPD struc-
tural and business model from various alternatives,
choosing an initial IPD contract model, and identifying
real issues that must be considered when developing
the IPD agreement. In most instances, the internal
alignment process will lead directly to the creation of an
owner /project-tailored IPD agreement that can be used
to support the team selection process.

Determine the underlying business need or goal of

a project. The owner entity must first address what

it is trying to achieve with the project, knowing

the internal owner stakeholders may differ in their
specific approaches to achieving subgoals. What is the
underlying business need or goal? Very few owners
undertake a project just to get a building. For example,
on a hospital project for a nonprofit organization, the
goal was achieving better health outcomes for the local
community. For a processing facility, the underlying
goal was to improve the flow of products to reduce the
cost of goods sold. The respective purposes affected
how each project was designed and executed. Thus, you
should determine your overall business need or goal on
aproject and ensure that this is shared and understood
throughout your organization.
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Expose, discuss, and resolve institutional impedi-
ments to IPD. Itis not necessary to rebuild an orga-
nization to undertake IPD—many successful IPD
projects launched despite hesitancy within the owner
organization. However, do not ignore real institutional
impediments: expose, discuss, and—to the extent
practical—resolve them. Include legal, corporate
compliance, risk management, or other groups that
can affect the contracting process rather than hope
that they will miraculously support a process they do
not understand.

Develop a transparent and effective system for
owner decision-making. Systems for owner deci-
sion-making should best fit the needs of each project.
Some projects may succeed with a user-group-decision
framework that identifies which committees and users
make or influence certain types of decisions. Moreover,
mapping which owner groups have information,
influence, or approval authority will not only improve
the owner’s internal alignment and efficiency, it will
allow the project team to understand and accommodate
the owner's decision processes. Other projects can
identify a single, accountable person who represents

all users and is empowered to make binding decisions.
Regardless of the system used, it must reliably deliver
decisions that guide the project team and are supported
by the owner's leadership. (See Appendix 7 for an example
of an unusual organization chart that maps a user-group-
decision framework for a large public owner.)

Hire an outside consultant. Most owners will require
assistance in evaluating their options and working
with their internal processes. The left-hand side of the
Path to IPD Agreement diagram represents a process
of internal reflections, usually in workshops of key
owner personnel and stakeholders to clarify and define
project values and goals. An outside consultant will
bring skills, experience, and credibility to the process.
In addition, many owners have found that an outside
consultant helps with this process and improves
communication among their various internal groups.

In summary, the key tasks for owner
alignment are:

2 Create shared understanding throughout the
owner organization.

) Discuss and obtain commitment to I[PD
principles and processes.

) Develop a deep understanding of why the
project is being undertaken.

A NOTE ON INSURANCE

It might seem premature to consider insurance before an IPD team has even been selected. If the
project will rely on traditional design and construction insurance, then insurance issues may be
deferred until the contract workshop. However, if more sophisticated insurance, such as an Owner
Controlled Insurance Program with Project Specific Professional Liability/Rectification coverage is

being considered, then promptly engage a skilled broker to begin assessing project requirements
and market availability. Evaluating and obtaining insurance can be a lengthy process that interacts
with the IPD agreement and can delay contract execution unless started early.

26




TEAM SELECTION

With Whom Do You Want to Work?

What is team selection?

Team selection is the process of selecting team
members to deliver an IPD project. This includes
determining which firms will be part of the risk /reward
structure and which will not. Firms that are a part of the
risk/reward structure are those that have placed their
profit at risk and have the opportunity for increased
profitability, based on the project’s outcome. For the
purposes of this guide, the firms participating in risk/
reward are called the IPD team. There may be firms that
are not part of the risk /reward structure. The totality

of all the firms is referenced as the project team and
individually as project participants.

Why is team selection important?

The goal of team selection is to involve project partici-
pants that are competent, engaged, and aligned to the
project and the IPD process. Although every owner
supports this goal, how team selection is achieved is
highly variable.

How do I start IPD team selection?

Owners that have long-term relationships with
members of the architect/engineer/contractor
community may begin the process knowing some of
the makeup of the IPD team. In that case, the owner
and their trusted vendors will jointly develop a strategy
for procuring the remaining members. This may be

as informal as jointly interviewing parties that they
already know, or it may be a formal request for quali-
fications/proposal (RFQ/REP) process. (See Appendix 1
for an example of an RFP in a market new to IPD.) Owners
with no pre-existing relationships, or who build infre-
quently, may prefer to issue an RFP for a complete IPD
team, leaving to the participants the task of forming a
cohesive team. Whether formal, informal, or something
in between, plan the process and incorporate each team
member. The owner is evaluating and selecting an IPD
team, but the IPD team members are also evaluating
and selecting each other.

The goal of team selection is to involve
project participants that are competent,
engaged, and alignhed to the project and

the IPD process.

PATH TO CONTRACT / TEAM SELECTION

21



TABLE 2: TYPICAL CATEGORIES FOR EVALUATING TEAM MEMBERS
CATEGORY CHARACTERISTIC
Financial Home Office Overhead Rate
Profit % (Similar Projects)
Rates for Team Members

Productivity Data

EVALUATION

WEIGHT

Technical General Competence
Specialized Capabilities
Digital Sophistication
Lean Capabilites

Prior Experience on Similar Projects

Collaborative Prior IPD Experience
Prior Experience with Other Team Members

Prior Demonstrated Collaboration

Learning Organization

There is greater waste in bringing a party on
too late than there is in bringing the party
on too early. When in doubt, err on the side
of engaging the IPD team members early in

the project.
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Clearly define financial terms used in the
IPD contract and project. Terms such as fee
may have very different meanings among
IPD team members.

What else do I need to do to select The parties should be added when they can bring value
to the project. In some cases, the entire IPD team is

the IPD team? selected at inception. But often the IPD team is selected
Determine who should be in the IPD team and when on a rolling basis, with some parties, such as the lead
they should be added. The IPD team should generally designer and lead builder, being selected and the
be the principal designer, key consultants, the principal remaining parties being jointly selected by the designer,
builder, and key trade contractors. Key in this context builder, and owner with input from each party that has
means parties that have a significant effect on project been selected. The important point is to ensure that
outcome. In some cases this list may become clearer there is joint involvement of the IPD team in selection of
over time. These parties need to closely collaborate with parties and that all parties are engaged sufficiently early
other parties or have a significant portion of the project to allow them to provide value to design development.

cost within their scope of work. In some instances,
if there are smaller scope trade contractors (such as
low-voltage systems) that may drive a disproportionate

Select the IPD team based on best value. IPD teams
are chosen based on competence and collaboration.

. . . . However, it is important to have an understanding
share of change orders, consider including them in . . . .
o of finances at the time of selection. Explain the basic

the IPD team to manage this risk. As a rule-of-thumb, ) . .
. . financial model in the RFP or similar document,

represent no less than 50% of the project cost (design . . . .
L. including how the IPD team will be paid and how rates,

and construction) in the IPD team, although 75% or . .
] overhead, and profit will be calculated. (See Appendices

more is preferred. ) S
27 and 28 for templates to calculate direct cost, indirect cost,

ANOTE ON SCHEDULING

The IPD team and other project participants have busy schedules. If you attempt to schedule
key workshops after the team and other participants have been selected, you may incur signif-
icant delays due to the difficulty in scheduling multiple parties. Instead, publish the schedule for

meetings in the RFP (or similar solicitation) to alert the responding parties that they are required to
attend on specific dates. To do this, assemble your legal/consulting/insurance team (to the extent
required) to coordinate their availability with the proposed schedule.

PATH TO CONTRACT / TEAM SELECTION




and overhead that can be used in the REP/RFQ process.)
Clearly define financial terms used in the IPD contract
and project. Terms such as fee may have very different
meanings among IPD team members. Defining terms
will avoid surprises during negotiation and will allow
fair basis for comparison for potential team members.
Some owners use weighted factors and structured eval-
uations using tools such as Choosing by Advantages
(CBA). Regardless of technique, it is important to look
at IPD team selection holistically. While the dynamics
may not be evident at the time of selection, keep in
mind that the IPD team that can effectively merge
their collective strengths will generally outperform a
dysfunctional team of superstars.

The specific criteria for and weight given to IPD team
interviews are project specific, but the general cate-
gories in Table 2 are relevant to most projects. These
factors, or similar factors, can also be used to compare
different alternative team members using CBA.

Interview the IPD team members, not the individual
companies. The interview stage is a good opportunity
to assess the IPD team’s ability to work together. For
this purpose, have the firms who are prospective IPD
team members bring the actual parties who would

be working on the project, rather than the marketing
staff. They should be prepared to explain how they
have worked together in the past and how they would
work together for the current project. Some owners
have asked prospective IPD teams to work on sample
problems in real time to demonstrate their ability to
work collaboratively. Research has shown implicit bias
can limit equitable selection, therefore this is a good
time to check in that you are using “bias interruption”
techniques to ensure the selection process is inclusive.
(See Appendix 5 for an example of a partner evaluation
matrix that is used to evaluate and select the IPD team.)

3 Joan C. Williams et al., Climate Control: Gender and Racial Bias in

Engineering (San Francisco: Center for Worklife Law & Society of
Women Engineers, 2016).
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Engage IPD team members as soon as they can
reasonably contribute. In some projects, particu-
larly those with a long development phase, procuring
specific IPD team members may be deferred until they
have contributions to make. However, remember that
part of IPD’s power is the ability to harness the specific
knowledge of trade contractors/systems vendors before
the design develops. There is greater waste in bringing
a party on too late than there is in bringing the party on
too early. When in doubt, err on the side of engaging
the IPD team members early in the project.

Whether formal, informal,
or something in between,
plan the process and
incorporate each team
member. The owner is
evaluating and selecting
an IPD team, but the IPD
team members are also
evaluating and selecting
each other.



THE CONTRACT WORKSHOP/
|PD TEAM ALIGNMENT

Does Everyone Know the Rules of Engagement?

Why are contract negotiation
and team alignment workshops
important?

What are contract and team
alignment workshops?

Contract and IPD team alignment workshops are some

of the first opportunities for team collaboration. While
they each have distinct goals, the contract workshop is
focused on integrating the IPD team to achieve contract
execution, while team alignment workshops focus on
the team alignment process itself—how to establish a
high-performing team.

The contract workshop is intertwined with the team
alignment process. Separating them creates the distinct
likelihood that the contract will not be consistent with
the IPD team’s values and goals and that the team

will not understand the structure they must work in.
Moreover, contract negotiation is often simpler and
less contentious when those responsible for contract
negotiation—Ilegal, procurement, and risk-man-
agement personnel—have a solid understanding of IPD
principles and can see for themselves how a team of
disparate companies can work collaboratively on devel-
oping common goals and values. While we will discuss
the contract and team alignment processes separately,
we recommend that they be undertaken together.

PATH TO CONTRACT / THE CONTRACT WORKSHOP /IPD TEAM ALIGNMENT

The contract negotiation and team alignment work-
shops may be one of the first opportunities for the IPD
team to work together collaboratively. Ensure they are
well structured and facilitated by a person or persons
who are well versed in IPD agreements and are skilled
facilitators. If the IPD team uses external coaching,
blend the contract and organizational sessions with
meetings focused on communication skills, lean prin-
ciples, or other learning that will be essential for project
success. In addition, these events are opportunities for
the team to begin developing interpersonal relation-
ships. Many of the exercises should be conducted across
disciplines and across companies to begin establishing
a project-focused organization. Augment these exer-
cises with informal social events, such as shared meals
or activities.



What is the contract workshop?

Regardless of the contract form being adopted, it

is important to have a contract workshop. Properly
speaking, it is a project kickoff and alignment session,
as well as a contract negotiation. Ideally, the principal
management personnel from each IPD team member,
representatives of the stakeholders, and contract nego-
tiators should participate. During multiday workshops,
the number of participants may decline as the focus
moves from business models and project organization
to contractual specifics. The final session may be solely
for contract negotiators and key decision-makers.

Why is the contract workshop
important?

The contract workshop has multiple objectives. Because
some or all of the participants may not have IPD
experience, they will tend to make assumptions that

are incorrect. The workshop is a good venue to address
questions and concerns regarding IPD and the project.
The workshop is also an opportunity to educate the

IPD team regarding IPD principles, their roles in an IPD
project, and how the IPD agreement will function. Have
the workshop occur before substantive discussion of
the contract to assure a common understanding of IPD
and to provide the correct context for discussion and
negotiation. IPD projects require honesty, transparency,
and an ability to view issues from multiple perspectives.
The workshop is an opportunity for the owner to model
these values and set the project’s tone.

Who should be involved in the
contract workshop?
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The owner, IPD team, and other stakeholders/users are
included in the early sessions to ensure that the under-
lying reasons for the project are properly expressed and
considered during the negotiation process.

How do I run a contract workshop?

The contract workshop should be facilitated to assure
that all participants take part and that no one leaves
with unanswered questions. In addition, the facili-
tator should document the key decisions made and
develop a schedule and assignment of tasks for contract
completion. Most contract workshops focus on the
following tasks.

Training on IPD principles. Not everyone will have
come to the workshop with the same knowledge and
experience with IPD. Given social pressures, the less
experienced will likely ask few questions and will
appear to agree, although they may not be committed.
A brief IPD refresher before discussing the business
model and contract terms will establish a level of under-
standing shared by all IPD team members, including
the owner.

Jointly create and document goals and values.

The contract workshop is an opportunity to align the
entire IPD team to the project’s core values and goals
and to begin jointly developing structures and proce-
dures for managing the project. Working together to
create and document goals and values is a step toward
team commitment. Moreover, in IPD the project
management team (PMT) is responsible for achieving
the project objectives; therefore, explore project objec-
tives, values, and goals during the workshop before
focusing on contract terms.

Jointly make contract decisions. There are many
issues and decisions that need to be made by the entire
project team. These range from the basic structure of
the IPD agreement (e.g., a multiparty agreement or
poly-party agreement), governance structure, cash flow
and financials, insurance, extent of liability waivers and
limitations, and other concerns. It is important that the
IPD team understands how all of these items actually
work in practice. The IPD team needs to be able to
describe how it wants to work in order for the contract
to document these decisions.

Test the contract in multiple scenarios. For many
people, reading contract language does not provide
them with a clear understanding of how the contract
will operate. A better approach is to dedicate a portion
of the workshop to “testing” the contract against
possible scenarios. IPD team members should ask,



“What would happen if...” Then, with the aid of the
facilitator, explore how the contract would handle the
situation. This can provide deeper understanding than
merely reviewing contract language.

Finalize the process to contract execution. The last
phase of the contract workshop focuses on the tasks
required to complete the IPD agreement and establishes a
schedule for the creation of required exhibits, the process
for reviewing the project-specific-contract draft, and a
date for contract execution.

What is the team alignment
workshop?

The IPD team alignment workshop is the first formal
team event in a continually evolving process (duration
of which varies widely) that spans from conception to
completion. The workshop helps to begin creating a
project culture and to commit the IPD team to project
values and goals. The resulting agreements are often
embodied in a project charter, mission statement, or
Conditions of Satisfaction (CoS). (See Appendices 2 and 4
for examples.)

Why is the team alignment
workshop important?

IPD takes multiple firms and molds them into a virtual
organization aligned to achieving project goals.
Therefore, IPD team alignment has two primary func-
tions: it creates clarity, consensus, and commitment to
project goals, and it begins to shape a project culture
that transforms a group of individuals into a high-per-
formance team. Both of these elements continue
throughout the project. On-boarding, discussed more
fully in Team Maintenance, is an extension of the work
completed in the team alignment workshop.

IPD team alignment is also a first stage in enhancing
communication and building trust among IPD team
members. A strong team has a strong team culture.
IPD team members lead by example, trust one another,
and are willing to listen to other’s ideas. Strong team

PATH TO CONTRACT/

alignment means having a team that is trained in collab-
orative IPD behaviors, has aligned their professional
goals with project goals, and has well-established trust.
Structure the exercises to teach communication and
leadership skills to the team. Use this workshop

to also build relationships among the team members

by working together in a collaborative, controlled envi-
ronment. (See On-boarding for more on how to continue
these efforts when adding new team members.)

How do you run an IPD team
alignment workshop?

Hire a facilitator to lead the workshop. There is a
natural tendency for IPD team members to defer to the
owner and for trade contractors to defer to a construction
manager/general contractor who they depend on for
other projects. This can reinforce traditional roles and
work against collaborative IPD culture. A facilitator can
neutralize some of these tendencies by structuring active
exercises of small multidisciplinary groups and can
monitor and guide the process to ensure participation
and interaction.

Each facilitator has her or his preferred techniques and
tools. In most instances, a combination of stakeholders,
owner's personnel, and IPD team members will be
arranged into small groups to jointly discuss and create
a list of key values. These will be presented to the entire
group using stickies, cards, or easel pads. The role of the
facilitator is to ensure that the views of all parties are
expressed, that no “strong voices” dominate, and that all
parties have or develop a very similar understanding of
the goals. The underlying reasons for the project should
be clearly identified. So, too, should the legitimate goals
of the IPD team members. The owner cannot expect a
team to be committed to their values if the owner has no
consideration of the team’s values.

Use the workshop as the basis for a project charter
or CoS.* The workshop product becomes the basis for
a project charter (if one is used) or becomes the value

list (CoS) that the PMT uses to assist decision-making.

4 For more information on how to get to Conditions of Satisfaction,

see M. Fischer, H. Ashcraft, D. Read, and A. Khanzode, “Managing
with Metrics” (chapter 11) and “Collaborating in an Integrated
Project” (chapter 13, particularly section 13.4) in Integrating Project
Delivery (Hoboken, NJ: Wiley, 2017).
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These documents are distinct from the project goals
and values, which state and clarify the desired outcome
of the project and determine what is believed to be the
most important ideals of the project. The CoS deter-
mines the expectations or requirements that need to

be satisfied to deem an outcome as being successful.
Whereas a project charter determines roles, responsi-
bilities, and team behavioral goals, setting expectations
around behaviors and decision-making.

Often, the workshop document is signed by the partic-
ipants and publicly displayed in the project co-location

In summary, the key goals of the
IPD team alignment workshop
are to:
2 Create a common and accurate understanding
of the owner’s goals.

) Develop clarity regarding the goals and
commitment to achieving them.

) Expose concerns IPD team members may have
regarding people, the process, and the project.

space or another prominent location. It may also ) Include IPD team goals in the project goals
become the foundational material for a project mission ’

statement. In addition, the goals may be tied into 2 Obtain owner commitment to all the goals.

the contract risk /reward program or may otherwise ) Develop or refine CoS.

influence the contract terms. Ensure that the product

from team alignment is a constant influence and guide ) Develop or strengthen interpersonal

for the project relationships on the IPD team.

) Model and teach collaborative behaviors and
Provide social opportunities for participants. The

IPD team alignment/contract workshop is an oppor-

tunity for the participants to engage socially and profes-
sionally. Host a few organized events—they need not be
expensive or elaborate—to create opportunities to build

techniques to team members.

A good IPD team alignment workshop should set the
stage for project execution. But in any project, addi-
tional individuals and parties will be added after the

personal bonds that will build trust. Pizza and a beer, or IPD team alignment workshop and must be integrated

alow-impact game, are better than a formal dinner. into the project and aligned with its goals through an

effective onboarding process.

Related chapters include: On-boarding (pg. 93)

ANOTE ON CONTRACT FORMS

Currently, there are a variety of form contracts available. The principal North American association
options are the AIA C-191, ConsensusDocs 300, and CCDC 30. These can be good starting points,
but all will require completion and modification before use on a specific project. In addition, there
are proprietary forms that have been used widely, particularly those based on the early Sutter
Health agreements and the Hanson Bridgett LLP forms. One advantage of the proprietary forms is
that they continuously embed lessons learned from real projects.

If you are unacquainted with the various agreements, seek assistance from a construction
attorney who has handled multiple IPD projects and can help you assess the best approach for
the project. We strongly discourage creating an entirely new contract from scratch. It is very
expensive and, unless the drafter has considerable IPD experience, is unlikely to be as thorough
or effective as existing agreements.
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What D o) I D o) after Develop commercial terms in parallel with the

legal terms. Develop commercial terms (e.g., anticipated

the WO rkShop S ? profit, risk /reward plan, overhead reimbursement) in

parallel with the legal terms. The commercial terms

need to be very clear and completely transparent. On

larger projects, there is often an early financial audit to
Assign leaders to each workshop task. There will determine the appropriate calculation of reimbursable
undoubtedly be tasks assigned during the contract rates, overhead, and profit.

workshop and there will be contract exhibits or other Conduct a contract-signing event. Technically, there is

information that must be generated and vetted by the -
& Y no need for a signing event. However, many IPD teams

team. At the workshop, develop a schedule and assign

o . i find that having a celebratory signing reinforces their
each exhibit and task to a leader who will be responsible . . .

) ) ) commitment to a collaborative project.
for selecting and leading a subteam that will complete

the task or exhibit.

Prepare a final contract draft. Prepare a final contract A g 00 d I P D t eam

draft and circulate it among the parties for final review

and comment. In a poly-party setting, it canbe confusing 4 I ig nment wor ks h op

if each party physically marks up a copy of the contract

with strikethroughs, additions, and comments. Instead, S h ou I d sett h e sta g e

collect and manage the comments in a matrix format, . .
and resolve the remaining technical issues by web- fO r p I‘Oj eCt execu t ion.

conference or in person.

VALUES, GOALS AND CONDITIONS OF SATISFACTION

These terms are often used interchangeably, but they express different levels of granularity.
Values are fundamental, high level beliefs. Environmental stewardship, or respect for people,

are values. Goals reflect actions that are consistent with the values. Reducing greenhouse
gasses or creating trust are goals. Conditions of Satisfaction (CoS) reflect specific commitments.
Achieving a net zero energy project or having a planned percent complete of 82%, are CoS.
Whenever possible, CoS are measured for management and/or compensation purposes.

PATH TO CONTRACT / THE CONTRACT WORKSHOP / IPD TEAM ALIGNMENT
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As an IPD leader, you will need to spend a significant amount of time at the beginning
of the project laying the groundwork that establishes team and project management,
financial organization and processes of maintenance, and efficient management
processes using lean tools. Once this groundwork is set, maintain the team culture,
project finances, and management processes throughout the project.

The following section covers the ongoing concerns that an IPD leader must consider
from beginning to end. Team Management covers how to build a strong team culture
that provides psychological safety and feelings of mutual trust for team members.
This is key for ensuring team collaborative behaviors and promoting transparent
communication around team and project needs from design to construction. Team
management also includes how to set up a team organizational structure that iden-
tifies leaders and decision-makers, as well as processes for decision-making.

The Financial Organization and Financial Monitoring chapter covers how to set up an
open-book financial system that will help drive success on the project. This section
also discusses how to monitor finances throughout the project, as well as how to
obtain a detailed cost estimate with appropriate trade contractor input.

The final chapter in this section is on lean thinking: the principles and processes that
will improve efficiency on your team. IPD provides an optimum environment for lean
to thrive. Establishing these principles and processes early in the project and main-
taining them throughout will help ensure that your team will achieve success.
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TEAM MANAGEMENT

How Do We Build and Manage a Successful IPD Team?

Why is team management
important?

IPD project teams have earned a reputation as high
functioning and resilient. When IPD project teams are
stressed or challenged, they are able to pull together

as a team to resolve the situation, make adjustments

as needed, and ready themselves quickly for the next
challenge. IPD project teams have strong collaborative
cultures marked by mutual trust, respect, account-
ability, transparency, and psychological safety. These
markers extend to most or all project participants,
regardless if they are in the group of IPD team members
whose companies have put their profit at risk. IPD
project teams also rely on clear communication, which
leads to positive outcomes, such as reduced RFIs. To a
certain extent, for the IPD team, these characteristics
emerge because of the intensive IPD project-contract
discussions and other early interactions. However, team
building is strengthened by the intentional actions
covered in this section, which can also extend the
positive IPD team culture to include the broader project
team. Maintaining the team over the course of the
project is covered in Later Work.

What are the characteristics of
strong team culture?

Among the markers, psychological safety and the
related mutual trust and respect are key for innovation.
IPD project teams who take risks and know how to
manage their interdisciplinary expertise will reach
levels of creativity that nonintegrated teams cannot.

FROM BEGINNING TO END / TEAM MANAGEMENT

What are the expectations for
members of the IPD team?

Project managers need to expect a large amount of
time needed for relationship building and planning.

Project managers need to develop direct relationships
with all team members, including trade contractors.
They also need to participate in project implementation
team (PIT), project management team (PMT), and senior
management team (SMT) meetings, as well as design
meetings. This requires more planning and support
time than in a traditional project. Plan and estimate for
this time commitment.

Team members need to make the time to come to
the table prepared. Team members need to commit
to the time required to prepare for project questions in
meetings. They need to bring information to the table
that will help the team make decisions.

Trade contractors may have difficulties making the
time commitments needed on IPD projects. Trade
contractors are traditionally not set up for an IPD orga-
nizational structure. IPD projects require contractors to
staff differently than projects consisting of lump sum
work. Pay attention to trade contractors that are not

at risk. Manage, treat, and work into the project your
non-risk trade contractors just as you would with your
trade partners. Ensure that they also understand the
IPD process and culture and candidly discuss the costs
incurred for time required.



What goes into managing the team
and who leads this process?

There are three main aspects to managing an IPD
project team: establishing/maintaining team culture,
developing the structure of the team, and managing the
work of the team. For some teams, the same person is
the lead for all three; for others, different people lead
different aspects or fill roles that can shift over time,
depending on the phase of the project. There are good
reasons for why the owner, the architect, or the general
contractor can play lead roles. Finding the right fit
depends on your team’s needs.

How Do I Establish Team Culture?

Team culture needs to be established and maintained
over the duration of the project. (See Appendix 18 for
an innovative method of establishing team culture.) Many
of the early work discussions on values, contracts,

and roles serve a dual purpose: they help the team
make decisions and lay the foundation for strong
team culture. Is it important to distinguish between

to the culture of the project team and should be
expected to support the goals and values established by
the IPD team. The IPD team members are particularly
responsible for modeling positive behavior and should
be expected to fully understand IPD principles and how
they work. Teams are not static: the best project teams
will maintain a strong team culture even as they evolve
over the course of project phases, personnel changes,
and challenges. The following are ways to establish and
maintain team culture.

Use on-boarding to set behavior expectations

and ground rules for the team, and establish an
off-boarding process well before any issues arise.
Establishing team culture means establishing expecta-
tions and rules around behaviors, team values, as well
as communication and management processes. This
also includes setting expectations and rules around
how and why team members would be removed from
aproject. (See On-boarding and Off-boarding for more on
setting expectations and rules for the team.)

Measure and track goals related to team perfor-
mance. Measure team performance through team

amember of the IPD team (whose profits are in the health checks, reliability, and other metrics. (See Project

risk-reward pool} and other project team members Dashboards for more on metrics.) If your metrics indicate

(participants engaging in the project with conventional that the team is not achieving these goals, have a candid

? i . . .
contractual agreements)? All team members contribute conversation with the team to determine the cause of

ELIMINATE THE FIGHT OR FLIGHT INSTINCT AND MAKE IT POSSIBLE
TO BE CHALLENGED

When challenged on an idea, there is a desire to defend one's idea at any cost, which can halt
productive discussion. One contractor suggested that you can intentionally shift out of having a
fight or flight reaction by coming in with the right attitude. You can say to yourself, wait a minute,
as stupid as that sounds, he just might be right.

TYING PROFIT FOR THE COACH TO THE PROFIT POOL

While many coaches are not tied to the outcomes of a project, in one owner’s case, the team
wanted to tie the coach'’s profit to project outcomes. The owner reported that this worked because
“the team now felt 