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Notes from Plenary Presentations 
Please see powerpoint presentations as a separate file or set of files. 

Richard Venerus – 6 Principles of Collaboration 

- Acknowledge need to Partner 

- Shared Vision and Joint Purpose 

- Commitment to the purpose 

- Establish, develop and maintain trust 

- Use a system for collaboration 

- Monitor and measure collaboration 

Procurement Team and Contract models 

Global Tour of what outs there: Canada has its own CCDC 30 

 

Craig Webber: IPDA 

Told a really engaging story about collaboration and Lean. Showed several examples to illustrate how it 

could be done.  

Q&A: 

- What is the secret to a good team? 

o Important to have ‘learn-it-alls’ instead of ‘know-it-alls’ 

- What if one team or person is not working? 

o Can be voted off the island, if not performing consistently 

o The under-performing team has to present to all the other contracted parties and they 

will conduct a secret ballot vote. In the example the team was voted to stay and after 

that they were motivated and did a lot better and everyone else worked harder as well 

because they didn’t want to be in that position in the future 

- With Commitment, how do you bring it down to the team to understand the goals? 

o On-boarding: translate down from senior management team. Find a strong leader from 

each trade and bring them in to the big rooms.  

o Reward best lean ideas or other incentives                                                                        

o Allow questions ‘couldn’t we do this?’ 

- Are all the trades involved, if not how do you deal with contractors outside of the arrangement? 



o In big projects some trades are not included; to figure out which, look at the bones that 

have biggest impact on schedule and price. 

o When they are not contracted in you still have them on-boarded so they have 

opportunity to voice ideas and be celebrated for successes. 

o Often they had fewer problems with contractors outside the contract. 

 

Industry Panel 

Panelists discussed their experience and key elements. Below are the main points of discussion 

- Some good work happening at COAA, building information, and doing pilot projects to prove out 

success also working with SCAM to provide training as procurement and supply-chain teams are 

a critical element. 

- Important to consider the people aspect, even without a collaborative contract we can engage 

our people better which will drive better productivity 

 

Q&A 

- How to prove to senior executive team the value of going away from 3 bids and a buy? 

o Bidding to lowest price doesn’t help the project. Need to pull industry benchmarking to 

compare and co-develop a market-competitive cost for the project 

o COAA committee asked this right at the beginning; if we don’t have 3 bids and a buy 

how do we prove the value of the project? 

o Look at successes per contract model.  

o It’s possible that if you go out to bid you loose all the value created with early 

involvement 

o Opportunity to demonstrate; prove the value and share results. 

o Team selection should also be based on value not just cost. 

o Budget is co-developed and it is a complete shift in execution approach 

o Even without a design, select team based on competency, get to validation phase asking 

if we can build it, then press go. 

- How to sell this to senior management when it requires pivoting away from existing practices? 

o Need to anchor on some sort of defined project value. Benchmarking does hep, this for 

example you could say ‘this type of project costs this amount and typically has this 

impact’ which is needed in order to make investment decisions. Then focus on how do 

we beat this benchmark. 

- What maturity level is needed to take this on? 

o Better go forward with teams and organizations that are committed to learning, stay 

clear of the ones that think they know it all. Doing this in the right way can result in 

really good results 

- The data shows that we need to improve project performance, we are very far behind and need 

to make a shift to start attracting investment. Furthermore, collaboration has been proven 

elsewhere. Lets get it started with demonstration / pilot projects. 



- Provide competitive and collaborative as two options. This can un-anchor the existing processes 

and neutralize the older ways so it doesn’t’ appear as such a big jump. 

- How can suppliers show their value, what has worked well? 

o Communicating value is very fluid throughout the project. You have to see co-location 

for yourself, it speaks volumes. We celebrate wins on budget, schedule and ideas. As we 

go through the exercise of validating costs we learn a lot about what is in the costs and 

what are the assumptions. Also budget is reviewed monthly. The other element is that 

the ideal is to have no contingency in the costs. 

o Working as a team and reporting together will naturally encourage accountability, 

shows if you’re meeting your promises. 

o Drive with purpose, make a vision statement, review the performance of all players and 

review what did we set out to do. Make it concrete and tangible For example, on Fort 

hills they had a clear high level goal of first oil by… but it took the senior leaders 2 weeks 

to define what success actually looks like so they could measure it.  

o Biggest win would be to keep it simple, celebrate successes 

Kevin Whelan – NAIT 

- Need to know what Lean is, there is a large opportunity for us all 

- Biggest reason projects fail; no clear roles and responsibilities and no one was empowered. 

- Lots of things we can learn from Lean tools and approaches 

 

Key Highlights from the Breakout Sessions 
Early Involvement 

- We could include the community as stakeholder; some industries do this better like the forestry 

industry. 

- Bring people together earlier. Build relationships and invest time up-front for this 

- Exploring who should be involved and when, would be nice if everyone was involved at the 

beginning. But would they all really need to be involved at the beginning? Allow for all to be 

involved they would likely self-select if it’s not of value for them; as opposed to dictating when 

someone is useful. 

- Idea; select team players from bottom up. For example the trades select the designers. 

Legal Team Support 

- Think of lawyers as suppliers or stakeholders; it is difficult for them to shift from company-

protection to project-orientation. Having them involved all along the way will help 

- Involve lawyers in the risk management assessment 

- Have a project neutral but also a contract neutral with the main role to cause the agreement to 

come into fruition; more of a facilitator role.  

Understanding Shift and Environment 



- Perhaps we’re used to: Cost goes up then profit goes up in some traditional approaches, but 

with IPD profit remains the same so if the same deliverable / project can be done with less work 

(more efficiently) will mean more profit 

- Make sure it’s a safe place to provide ideas and constructive criticism. 

- Open door policy, set consistent expectations across all suppliers 

- Need consistent strategy 

- Importance of emotional intelligence, starting to see behaviour change from all parties 

- Know what you know and don’t know, know your role and have a succession plan 

Day to Day Processes 

- Respond to needs of the project such as if answers need to be faster then make sure to co-

locate the teams 

- Have a wish list of items as ideas are captured throughout the project design and execution. 

Then at the end of the project the extra profit made by the owner can be arranged to pay for 

the wish list items 

- For new ideas; always be open to listening even if it seems too late but then include a ‘last 

responsible moment’ after which we can’t do the change. 

 

 

Detailed Notes from Scribes 

Breakout: Be more Competitive within a Collaborative Approach 
Attendees developed strategy elements for an organization to transform from doing no collaborative 

projects to doing the first one and multiple collaborative projects: 

Business Strategy 

- Goals: 

o Identify key stakeholders and what they want from collaboration 

o Know where do we offer value, especially in light of being more collaborative 

o Identify a key leader and a special projects team to develop the collaboration method, 

keep other teams supporting any traditional projects 

o SMART, small goals, Prove that collaboration works. Include new opportunities for the 

company, productivity, #claims/$ and risk / profit margin. 

o Have relationships building as a merit 

o Keep it positive and flowing forward 

o Focus on people willing to learn ‘learn-it-alls’ 

o Have a dispute strategy 

o Prepare and sell to senior management the strategic plan 

- Alignment 

o Involve others to develop KPIs, align everyone setup for success 

o Educate everyone consistently about the goals and KPIs 

o Know what the client is looking for 



o Utilize weekly meetings, make sure they are effective 

o Be open to ideas 

o Align space people work in, physically.  

o Consider technology to further involve others; skype, VR meetings 

o Introduce diversity, cross-training and vertical alignment 

o Know the overall hierarchy 

o Know how to measure the goals and how to use the data 

o accountability, find solutions, not blame 

o Have a plan around information sharing 

o Know barriers and arrangements for controlling proprietary information 

o Have a shared space, bullpen 

o Listen and understand each department in the company to help get them on board 

o HR can benefit from the improved job satisfaction that comes from collaboration 

o Financing projects would also be different, need a plan on how to communicate it and 

how to execute project financing 

o Need to have a Change Management process defined 

o Need to be mature to be able to do collaboration 

o A smaller organization would likely have a lot more risk as they might have the one 

project only 

o Third-party facilitation would help implementing and developing the collaboration 

strategy 

o Goal would be to build up internal capability to build and implement collaboration 

projects. 

 

Leadership Strategy 

- Get the management team together, share ideas and get support. It will be up to them to 

spread the word 

- Or start with one group at a time, review the plan and show how it will help them 

- Need consistent, key behaviours: such as ‘Good for the project’ not ‘Good for me’. 

Transparency, open to share, understand the risk/reward side and engagement 

- Senior Management will need to be open to changing the well-established policies, need their 

buy-in. 

- Remove consequences of failure 

- Recognize positive contributions 

- Invite input and get people engaged in the plan to implement collaboration: Middle 

Management and up has direct input into the plan, Middle management and down needs to 

execute but is allowed to voice opportunities) 

- Show opportunity for continuous growth, teach them how to build their skills and grow as a 

person 

- Leaders ask for what they need 

- Leaders give a little space for testing out ideas 

- Don’t shut the door on ideas until they are fleshed out or tested 

- Open Door Policy 



- Be the change – lead by example 

- Emphasize the small wins to build buy-in 

- Lessons Learned included in strategy 

- Responsible for making sure everyone is on the same page 

- Lead to Inspire 

- Avoid micro-managing 

- Be open to ideas and let them be tested 

- Rely on the whole team not individuals 

Operational Strategy 

- Where is Time, Money and Quality being lost? 

o lowest bid, not best approach leads to more waste 

o Could have locations of materials and lunchrooms better orientated 

o Equipment availability 

o Need backup plan for equipment and preventive maintenance  

o Avoid idle equipment and crews; resource leveling and camp capacity 

o Better planning to avoid rework 

o Going to construction before engineering is complete 

o EPC deliverables must be done on time 

o Know what we have control of, and how collaboration could open some doors 

o Don’t push things as ‘should have been done yesterday’ 

o Can’t afford delays anymore, margins are tight the first delay would mean the who 

profit for the subcontractors 

o Need collaboration even at the commodity level 

- Project Management 

o Scheduling aspects top to bottom, effective resource utilization and opportunity with 

collaboration 

o Set the plan with input from the people to ensure priorities are assigned properly 

o Expression of Interest – honest answer with timing and price; don’t take on more than 

you can handle 

o Be allowed the opportunity to change the standard processes 

o PMs should be empowered to make decisions on behalf of the company 

o PM in collaboration will be more ‘give and take’ with the others team mentality 

o PM will be able to freely communicate 

o With very large projects where there are multiple small projects within, there will be 

some opportunities to collaboration between projects 

o therefore you need to know how your process affects others 

o Reporting requirements – get it down to one form; come together to develop standard 

requirements on the project 

o Procurement process should include the reporting requirements 

- How to communicate your value? 

o Have more of an open conversation to understand customer needs 

o Be able to have up-front and humble communications with client 

o Have the right people at the meetings 



o Opportunity to improve RFI process 

o Contractors would prefer some more stable work; steady cash flow. So they would be 

willing to provide a lower total cost if they knew the project was likely to perform well. 

 

 

 

 

 

 

Breakout: All of us are Smarter than Any of Us 
 

Scribe Notes (1st Set)  

1. Procurement 
Early Contractor Involvement (ECI) 

WHAT DOES A PROCUREMENT TEAM NEED TO DO TO FACILITATE COLLABORATION? 

 Leadership buy in 

 Leaders of different business units are aligned 

 Buy in from all stakeholders 

 The ability to manage up and manage down (middle managers) 

 Getting field leadership buy in 

 Supply chain, PMT and CMT are all the “projects” group – we are a team 

 People are threatened by change 

 How do you motivate them to change? 

 We need good stories of success 

 Craig gave good examples of where collaboration/IPD works well 

 It’s about communication/open dialogue 

 If suppliers show wins (i.e. bill less hours) it can be bad for their business (that one time around) 
but can be the single thing that wins them the work next time around, and the time thereafter. 
Their good ideas may mean less billing hours per time, but always invited to the table for more 
projects, ousting others. 

 Teams need to know where the decision making comes from, mapping. 

 If there are four contract “owners”, in a master services agreement, then there needs to be 
common/standard formats that need to be adhered to. 

 Sponsorship at all levels 

 Driven with purpose. 

 Have a strategic plan 

 Crystal clear understanding of what success looks like 

 Know your tradeoffs  
 



WHAT KEY OBSTACLES CAN BE OVERCOME? 

 Sometimes it needs to be so bad before it gets better 

 We have a lot of folks saying they “KNOW HOW” to do this, but everyone does it differently. We 
find that there’s a good back and forth between collaboration and traditional transactional 
activities. 

 Its good to have the formal collaboration tools in place so we can always go back to them.  

 We like to use some of COAA’s actual checklists to help determine how we do business 

 Association of Strategic Alliance Professionals organization out of the US has great checklists.  

 It’s hard when people leave or are let go. If you change the players out mid project it’s hard to 
keep going with the same momentum with new people (need to have key personnel contracts in 
place) 

 The procurement people are generally fixed on buying outcomes. They need to look wider at the 
project goals 

 The procurement people need to see where collaboration will help them. Their involvement 
ends when the contract is signed 

 Your SCM needs to have full ownership of the collaborative contracting model, from concept to 
operations. 

 Collectively as a team you need to want to work together. You need to understand that you are 
stronger together. 

 

 

 

2. Contracting 
Systems Self Perpetuate, how can we co create a new system? 

WHAT DOES A LEGAL TEAM NEED TO DO TO FACILITATE COLLABORATION? 

 We don’t have too many problems with our lawyers. 

 We want them to be upfront about what the risks are to us. We want to manage risk, so use 
them as a helping hand. 

 They shield the company from risk.  

 What about the no claim, no lawsuit arrangement? How does that work? Are there a long set of 
assumptions tied to these arrangements?  

 How can they help us identify the REAL RISK? Sometimes when we are sharing risk, the new risks 
are smaller 

 An IPD contract takes out all the mother /lead contractor language. Can this now become the 
contract that we sign, from a legal perspective? What is the difference? What do we need to do, 
to allow that IPD contract to be signable in its purest forms? When we took it to our lawyer, 
they had to move it to a different format, different layout. Why? 

 Perhaps lawyers need to understand better what the IPD agreements are all about.  

 CAODC uses that form of contracting, used by all drilling contractors. 

 Could COAA have a legal Best Practice to perhaps guide lawyers to better understand how to 
model this, so that the actual IPD agreement can be the contract and now actually a departure 
from the contract itself? 

 



WHAT KEY OBSTACLES CAN BE OVERCOME FROM THE LEGAL TEAM? 

 Need to get them involved earlier just like all the other contractors. They are a stakeholder. 

 If they understand what this risk sharing model means, then they may realize that they don’t 
need to cover the organization so tightly. Getting them in earlier may help. 

 How can legal help us work with the Siemens and GE’s of the world that want to keep ownership 
of the data? That’s a big issue with us. 

 How can you protect your company with still not having to have all the teeth in the contract? 
 

 

 

3. Stakeholders 
Project Execution Lifecycle  

FOR EACH PHASE OF THE PROJECT, IDENTIFY WHO ARE THE STAEHOLDERS THAT CAN ADD VALUE 

Initiation 

FEED 

 The activities that decide if you get into the bidding process or not 

 Sending out a looser functional / duty spec RFP vs fully identified specs (this is what we are 
trying to accomplish/end goals) 

 Another way to do this is to do a design competition 

 Ask the contractors to come forward to do what they do best, Give us the ideas that meet our 
requirements 

 Do we need co-gen? I don’t even know for sure if I need it or not? 

 Need to ensure that everyone you are inviting earlier in the game is ADDING VALUE to this 
stage. 

 Sometimes if you bring constructors in too early they will sway the focus to having to build vs. 
buying or re-using existing equipment/etc. 

 The producer looks at what comes in and creates a gap analysis and selects who is in the running 
from that 

 Then go to the Bidding process 

 Our gate system is at concept selection. We don’t go back on that decision once it’s made. 
 

Implementation 

 Some people have to trust this process and then come in once people are selected 

 But they still need to understand why these people were selected. CC: them on what went down 
at the FEED stage. 

 

Operations 

This is hard to say because it’s different for every project but to identify if its worth bringing them in 
early, you need to map out your stakeholders into  



1) Are they engaged? 

2) How critical are their services  

3) Do they care? 

 How are they part of the process? How do we get full buy in from them? 

 Who gets involved at which stage of the game? 

 How do you find them?  

 How do you get their input? 
 

4. Collaboration Platforms/Communications Channels 

 This Power BI is interesting. We are still manually taking the data down. 

 I’d like to see a central hub where the data can be used, queried. 

 The idea of digital twins are interesting 

 The idea of data integration is good 

 It’s best to have scenarios where there’s only one version 

 Likely a cloud based model 

 It’s so good to share the information between the functional units. SCM can share with the 
business development team 

 How does all this marry back to our strategic objectives? 

 Lumari’s Execution Certainty platform is good 
 

 

5. Business Case (How to convince others...) 
Biggest Lessons Learned...... 

 Crystallizing the success points  

 Have a strategic plan on how to get there (keep it big picture) 

 We need to know if we’ve achieved what we wanted 

 Take the time to evaluate the culture and values of the partners you are working with. (can we 
work together? What is your culture like?) 

 You need to work with the right people 

 Sponsorship at the highest level 

 Know it all vs LEARN it all 

 Do you have an unconscious bias? Allow others to call you on things 

 Learn from the past but stay positive each time around 

 Emotional intelligence is so key to the process 

 Know when you are getting too complex 

 Have structure, structure your communications also 

 Flow of information needs to be healthy / transparency / the good and the bad 

 Not always by email, pick up the phone if you need to talk to someone 

 Hard to build relationships with email 

 Build recognition in to the plan 

 Keep it simple 

 With collaboration comes the need to clearly identify one another’s scopes 



 There’s no place for protectionism, working together is stronger. Sophisticate as a team. 
 

 

Scribe Notes (2nd Set) 

What does a procurement team need to do to facilitate collaboration? 

What key obstacles can be overcome for the procurement team? 

 To have collaboration you need to have goals 

o Determine what are the goals 

o Help get agreement on what those goals are 

 The goal is 80% the same – profit, quality, cost. The main goal does not talk to the designer or 

the craftsman. They need to have it packaged into their vocabulary or field they understand to 

be able to each do there piece/ contribution 

 Try and determine what the goals are to have collaboration 

 The goal has to bigger than self goals 

 The goals have to be articulated on the project base by the owner 

o What is the goal and why isn’t this part of it as well? 

o Use that difference as an advantage 

o Need courage to take risk 

 The procurement team has to be open to the idea of collaboration 

o We are in the bubble and have “always done it this way” 

o Does that come from the owner or from those below? Has to come from both 

 Shared vision 

 Defining the RFP is so critical 

o They can be interoperated in many different ways  

o They can be poorly defined 

o The more definition you put the better quality and less questions you will get back 

o What if you got rid of the RFP? 

 Then you need to determine – what’s the process? 

 Help them understand what the value proposition is without that process 

 Bidding is what we are stuck with. It’s a big barrier  

 It’s being done all the time, we just have not formalized it 

 We live in a relationship driven society. People like to do business with people they like 

 It’s easier to get collaborative when you already have the relationships and a “comfort zone” 

 Still has to go back to owner companies to allow for more lenience 

 Owners will not throw away their entire process 

 Its taking something outside of the “norm” and start playing with it 

 From a government  standpoint they would like to see more of collaborative projects 

 Commercial and institutional guys are way ahead of us 



 

 

What does your legal team need to do to facilitate collaboration? 

What key obstacles can be overcome for the legal team? 

 How do you get the lawyers to help design and paper your deals 

 The reality is your lawyer terrifies you 

 Bring them in as part of the team and bring them into the table 

 Helps them create a level of comfort  

 The main challenge is not to have a lawyer in the room, it’s to make them cut their talk which is 

“it’s too risky” 

 In most cases a lawyer who does not want to go into details or understand the basics of the 

project will simply tell you that the risk is too high and you to move on 

 You need a lawyer to want to work with you and give you real advice 

 How do I select a lawyer that is willing to be a part of the process?  

o Interview process 

 You need lawyers that are creative and understand what is in the best interest 

o Go to people who have done entertainment law 

o It’s the most complex thing you can do 

o The parallels to construction are very similar 

 The lawyer is to write up what you have agreed to do. Make sure its binding  

 Contracts can be like a bible. The worst thing is if you have ambiguity. To have one word which 

could be interpreted in different ways 

o To get around this, you need to have people in the room 

 Obstacles need to be design oriented  

o How do we get that clarity? 

o Keep pushing to the “why” why this, or what does this mean in the contract? Define 

things 

 Get your lawyers in early, and teach someone they are not here to shed risk. They are here to 

help define it but not to control it 

 Lawyers role is to facilitate and dispute resolution  

 

Stakeholders 

 What does it mean to have them involved 

 What do you do to gain trust 

For each phase of the project, identify who are the stakeholders that can add value 

 Who is involved in the initiation? Owner, designer, engineer, architect 

 The US is much further ahead than us 



 Stakeholders – how do we get them aligned 

 A lot of people don’t know who to turn to and who to get help from 

 Getting stakeholders involved sounds obvious but it’s not as easy 

 Some people think you don’t need to get vendors involved at the very beginning, only for pricing 

 Some stakeholders want to be at the table from day 1 to help achieve the vision 

o How do they get paid if they are at the table at every meeting? 

o They become more of a consultant 

o It’s their job to also help spread the word of their business  

o People don’t think that vendors voice is important at the beginning of the project 

 Sometimes your best ideas come from outside the circle 

 Need people that are ready for the conversation and we need to make hero’s out of them 

 Before you start you have to have a plan 

 


