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Preface 

 

In this book, we recommend that changes 

are made to how capital and construction 

projects are planned and managed.   

This is not change for change’s sake.  

Whether you are a project client or a 

member of the project supply chain, the 

techniques that you will learn about in 

this book, will deliver significant and 

sustainable improvements in the 

profitability of your business. 

The methods underpinning the changes 

we suggest are well-established, having 

been developed in the 1990’s. Whilst they 

have proven themselves, they have not 

yet become “mainstream” in the project 

management profession.  Not because 

they don’t work, but because changing 

established habits and practices takes 

time, and meets with resistance.  

Most projects use the same well-

established approaches for contracting, 

planning and managing, without realising 



SAMPLE EXTRACT 

 Preface 

The Executive Guide to   
Breakthrough Project Management  5 

that there are better, alternative methods for managing 

projects.   

Having used these alternative methods ourselves, we were 

puzzled at why they are not more widely used on capex 

and construction projects.  We have seen the significant 

improvements they can bring.  We are not talking about 

small changes, we are talking about projects delivered in 

over 30% less time, and at least 15% lower cost. 

As part of our research for this book, we talked with 

project managers who knew about these methods, about 

why their application is so limited. There was a common 

theme in what they told us:   

• “They won’t let us”,  

• “They insist we do it this way”,  

• “They give the project manager autonomy to manage 
how they want to”,  

• “They have just spent a fortune on a new IT 
system/training/ qualifications/consultants so they 
want to stick with that for now”. 

 

The finger is pointed at ‘them’, the leaders of the 

organisations who commission projects, the major 

contractors, and even investors and the providers of 

capital funding.  

We don’t believe that these senior executives are 

deliberately holding their organisations back, nor do we 

believe that project clients want to spend more money on a 
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project, or to have it complete much later, with a lower 

quality outcome.  

So we wrote this book.  We want to address the problem 

that “I didn’t know”.   

The need to do this is becoming more and more important. 

Growing populations need more infrastructure, but at the 

same time there is pressure on budgets, and a need to get 

“more from less”.  As the business world becomes more 

and more volatile, and dramatic changes seem to happen 

overnight, the days of long-term investment paybacks 

seem to be numbered – investors are demanding shorter 

investment cycles, and lower levels of investment. 

Although the construction industry has struggled for over 

40 years to improve productivity, we believe that those 

who successfully adopt the methods we describe in this 

book, will notice an immediate and substantial 

improvement in project productivity.   

There is nothing in this book that is beyond the 

capabilities of most organisations … if they are willing to 

change their current practices and habits.  The techniques 

the you will learn can be used across a wide range of 

project types and sizes, whether they are worth less than 

£1 million or over £1 billion. 

However, changing ingrained habits is not an easy thing 

to do, and without the active support of Senior Executives, 

change is unlikely to stick.  

Senior-level leadership is key to making the changes that 

we recommend.   
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And what better time to do this that now?  The world is 

crying out for innovators and leaders to build on the 

lessons learned by previous generations, and make their 

mark on an industry that has struggled to find a 

repeatable way to improve its performance. 

We hope you find the book interesting, stimulating, and 

most importantly, that it encourages you to “give it a go”. 

 

 

Ian Heptinstall Robert Bolton 

contact@BreakthroughProjectManagement.com   

 

 

Authors’ Note: 

Throughout this book we will often use the term ‘contractor’ to 
mean the external organisations that have the greatest impact 
on a project’s success.  It is a broader definition that the more 
common usage. 

This includes architects, designers & design consultants, main 
contractors, specialist sub-contractors, manufacturers of 
significant equipment, large wholesalers or distributors, and 
maybe even a project management consultant. 
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Introduction 

 

In 1965 the American high jumper Dick 
Fosbury introduced the world to a new 
way of jumping.  Although it sounded 

crazy – to jump head first, with your back 
to the bar -  he had science on his side.   

Even when the success of the technique 
became plain to see, many athletes stuck 
with what they knew best, and some of 

the more skilled jumpers continued to win 
competitions… for a short while. 

But there was no turning back, and since 
1977 every world record holder has used 

the “Fosbury Flop”, as this technique 
became known. 

_____________________________ 

 

We have written this book, to introduce 
the capex project industry to the 

“Fosbury Flop of project management”.    

We believe that in the future, we will see 
that those who deliver the fastest, and 

lowest-cost projects are using the 
methods that you will learn in this book. 
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Breakthrough Project Management has been written for 

Capital & Construction projects, those that involve major 

investment in assets and infrastructure, such as offices, 

hospitals, roads, rail systems, factories, and production 

plant.   

These type of projects go by many names, including 

construction, infrastructure, mega-projects, capital 

projects, CapEx (capital expenditure), engineering, and 

EPC (Engineer-Procure-Construct).   

For simplicity we will refer to them as capex projects.  

The distinguishing feature of this kind of project is that 

the majority of the work is done by contracted suppliers 

and contractors, rather than employees of the client 

organisation.  Many clients even outsource the overall 

project management responsibility, often without any 

understanding of how projects should and could be 

managed, and without realising the significant impact of 

the decisions that are being made on their behalf. 
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Chapter 

1 
 

The Need for Change 

 

“We cannot solve our problems with the 
same thinking we used when we created 

them.” 

 

“Insanity: doing the same thing over and 
over again and expecting different results.” 

 

Albert Einstein 

 

The Current System is Broken 

The current methods used to manage 

projects are not good enough.  There is too 

much evidence that shows that even when 

projects rigorously apply the accepted 

methods of project management, they can 

still be late and still cost more than 

budgeted.  

By ‘accepted methods’ we mean (i) the use 

of critical path or sequenced tasks, to plan; 

(ii) managing progress by focusing on 

tasks and milestones, and driving them to 

complete on their planned completion 

date, maybe using techniques such as 
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earned value management (EVM)1; and (iii) contracting 

and subcontracting using fixed-price contracts wherever 

possible. 

In practice, good project performance usually comes from 

a good project manager instinctively knowing what to do.  

Or luck. 

A quick Internet search for ‘major project failures’ will 

provide sufficient supporting evidence for our assertion.  

A study of over 350 Oil and Gas mega-projects published 

in 2014 said that 64% of them overspent and 73% took 

longer than planned (Ernst & Young, 2014).   Data from 

2012, covering all capex project types showed remarkably 

similar results; 63% of projects are over budget, and 75% 

are late (AT Kearney, 2012).  A recent McKinsey review of 

mega-projects claims that a staggering 98% of projects 

suffer cost overruns of at least 30%, and 77% are at least 

40% late. (McKinsey, 2015).  

____________________________________________________ 

1 If you use EVM, you might be interested in one of the papers on 
the book website, comparing EVM and CCPM. 
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Chapter 

2 
 

Manage Projects using 

CCPM 

 

“If you agree with every step of the 
argument, but the conclusion leaves you 
angry or uncomfortable, it might be time 
to reconsider your world view, not reject 

the argument.” 

 

Seth Godin 

 

CCPM in practice: 

• Emesa supplied the station structure 
for the new TVG station in Liege Belgium 
– a €50M, 3-year contract.  With only 6 
months to go, they were 5 months behind 
schedule!    They implemented CCPM, 
which helped them deliver on time and 
avoid €5 million in late penalties.  In effect 
they delivered 11 months’ traditional 
work, in 6. 

• When Boeing introduced CCPM into 
its airframe design process, it completed 
the design in 30% less time than the 
previous best.  They recovered a 2-month 
delay in starting, and had 50% fewer 
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errors. 

• Japanese construction company Daiwa House used 
CCPM to turn around a failing ERP system 
implementation.  It was 4 months behind schedule 
after just 13 months.  12 months later the project was 
completed on time, and used 27% less 
implementation resources than planned, saving over 
$10M in external consultant fees.   

• A joint-venture led by Primex was one of three 
contractors building 100km of road in Mexico.  Within 
a few months unexpected ground conditions meant 
they were 45 days behind.  Using CCPM, they 
completed on time, whilst the other two contractors 
(larger, more experienced, and not using CCPM) 
completed their sections 40% late 

 

The difference that project planning and execution 

management can make is of critical strategic importance.   

What would be the impact on your business if you 

delivered the kind of improvements the above companies 

achieved?  These results are typical for CCPM 

implementations, with many reducing project durations 

by over 50% compared to traditional methods. 

The premise of Breakthrough PM is that the conventional 

ways in which projects today are planned and executed is 

the root cause of most delivery problems.  It is why so 

many projects have poor performance, despite having 

industry veterans, qualified staff, and expensive software.  

Changing this is the key to delivering a project faster, at 

lower cost, and with much greater predictability. 
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Chapter 

3 
 

Collaborative 

Contracting & Project 

Alliances 

 

“It is amazing what you can accomplish if 
you do not care who gets the credit.” 

 

Harry S Truman 

 

Collaborative Contracting in practice: 

• A collaborative contracting 
arrangement between the US 
Government’s Department of Energy and 
the joint-venture Kaiser-Hill, saved $30 
billion, and completed a project 65 years 
early2 

• The UK Oil and Gas industries CRINE 
initiative in the 1990’s, significantly 
improved the performance of major 
projects, reducing capex costs by up to 
30%, and cutting durations by up to half3 

• BP took the collaborative contracting 

____________________________________________________ 

2 Vitasek & Manrodt (2012) 
3 CRINE (1994) 
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approach used by CRINE to Australia.  During the 
2000’s it became one of the Australian public sector’s 
main contracting methods, between 2003 and 2008, it 
was used to deliver over $26 billion worth of 
infrastructure projects4 

• In 1995 the chemical company Rohm and Haas had an 
important project in the UK.  Their plant had never 
had a project of this size compete on-time in the past, 
nor on budget.  Working collaboratively with two 
supply partners, the project was completed on-time 
and under-budget, saving an estimated $5M5 

• In the USA, the Construction Industry Institute 
reviewed hundreds of construction projects in the US 
in the early 1990’s.  Those using collaborative 
contracting approaches were on average 10% cheaper 
and 20% faster than less collaborative approaches6 

 

Most capex projects have a preference for fixed-price 

contracting.  It is seen as the best way to manage risk and 

uncertainty, and to remove the fear of being exploited by 

unscrupulous suppliers and contractors who, once 

selected and incorporated into the project, charge the 

client what they can get away with. 

If you want to take advantage of CCPM, which we believe 

all projects should do, then fixed prices are not the right 

way to go. 

____________________________________________________ 

4 Government of Australia (2011) 
5 Personal experience of Ian who was involved in the project 
6 CII (1996) 
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Even if you do not use CCPM on your projects, then fixed 

prices are still not the best commercial approach to use for 

the more complex contracts in place on capex projects7.  

The main reason for using fixed prices is to reduce risk in 

the project outcomes – a laudable aim.  The irony is that 

they actually have the opposite effect.  The cost and 

schedule uncertainty increases, and the whole investment 

and business case is potentially undermined.  This is on 

top of increasing the total cost.  

In this section we will introduce the Project Alliance, a 

‘collaborative’, or ‘relational’, contracting approach, that 

can help to overcome many of the disadvantages with the 

more common commercial approaches used on capex 

projects.  Project Alliances have been used successfully in 

a wide range of projects, bringing several advantages over 

the more traditional contracting approaches.   

 

____________________________________________________ 

7 We are not against fixed price contracting per-se.  When buying 
well-defined, simpler services and materials they make a lot of sense.  
It is on contracts where there is lots of uncertainty and complexity 
that we question their suitability. 
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Chapter 

4 
 

Other Project 

Management Methods 

 

Breakthrough PM uses CCPM to schedule 

and manage project progress, and Project 

Alliancing to remove commercial obstacles 

to teamwork. 

The collaborative project team that is 

established with this process is much 

better placed to exploit a wide range of 

project management tools and techniques 

than would otherwise be the case. 

This section describes a few of the most 

commonly known project management 

methods that are highly compatible with 

Breakthrough PM. 

We also mention a few of those we believe 

to be incompatible.  This doesn’t 

necessarily mean that the methods are bad 

– many are significantly better than 

nothing.  
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Chapter 

5 
 

Implementation 

 

 

“[If most organisations implemented what 
is known today]… 

… the rare firms that are able to 
consistently translate knowledge into 

action would not enjoy the substantial 
competitive advantages that they do.” 

 

Jeffery Pfeffer & Robert Sutton, Stanford 
University, in their best-seller “The 
Knowing-Doing Gap:  How Smart 

Companies Turn Knowledge into Action” 

 

Warning:  Change Needs Managing 

The above quotation is over 15 years old, 

and is from a book published just after Oil 

and Gas companies learned how successful 

Project Alliancing could be, and after one 

of the UK’s largest construction companies 

proved that CCPM could deliver 

significant reductions in the duration of 

construction projects.   

In The Knowing-Doing Gap, Pfeffer and 

Sutton, show that the failure of 
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organisations to exploit and embed the competitive 

advantage that came from the knowledge they had 

acquired, is sadly, much more common than we might 

believe.   

Their key conclusion was that good ideas don’t embed 

themselves just by being good.  Companies need to 

actively manage the process, and few do it well. 

In almost all organisations, implementing the ideas in this 

book, whilst simple to understand in concept, will not be 

easy.  It will need more than an email from the CEO, or 

sending a few project managers on training courses. 

Without the full and active support from the executive 

leadership team, it is unlikely even to get off the ground. 
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End Note 

We started this book, with a quotation 

attributed to Einstein… 

“We cannot solve our problems with 
 the same thinking we used when  

we created them.” 

Over the previous pages we have outlined 

why we feel that capex projects have 

problems, and have shared how we believe 

these problems can be overcome, with 

different thinking, and different methods. 

We hope the knowledge shared in this 

book will help you achieve significant 

improvements, and look forward to 

hearing about your experiences.   

If you want to find out more about 

Breakthrough Project Management, access 

a range of additional support services and 

information, and to join our community of 

change agents, visit our website: 

www.breakthroughprojectmanagement.com 

 

We look forward to seeing you there. 
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http://www.pcigroup.com.au/publications_pci/
http://www.dtf.vic.gov.au/Publications/Infrastructure-Delivery-publications/In-pursuit-of-additional-value
http://www.dtf.vic.gov.au/Publications/Infrastructure-Delivery-publications/In-pursuit-of-additional-value
http://www.dtf.vic.gov.au/Publications/Infrastructure-Delivery-publications/In-pursuit-of-additional-value
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We hope that you have enjoyed reading this book 

sample. 

 

To find out more about our ideas for how capex and 

construction projects can be delivered 

• on-time in less time;  

• on-budget at lower cost;  

• and without compromise on scope of quality; 

 

please continue your reading with the full book.  

You can get this from Amazon, in both paperback 

and Kindle versions, or from all good bookstores. 

And sign-up to our mailing list to receive regular 

updates and additional materials at 

www.breakthroughprojectmanagement.com/join  

 

 

Thank you, and good luck in your endeavours to 

improve the performance of major projects. 

 

http://www.breakthroughprojectmanagement.com/join


 

 

 

 

BOOK SAMPLE EXTRACT 


