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A Show of Hands

Owners/Owner Reps
Contractors
Architects/Engineers

Facility Managers




STABLE OCCUPANCY

Projects of all sizes need a robust plan to transition from “construction is complete” to when operations
are up and running smoothly and maximizing productivity and profitability.

There are significant challenges in making this transition and they depend on project scale, complexity
and schedule.
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Understanding the Risks
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Challenges of Stable Occupancy

Planning

Owner
Driven
Changes

Outside
Forces
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Challenges of Stable Occupancy

Planning

Planning changes are derived from changes in the services lines to
respond to changing healthcare market conditions.
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Traditional View of Project Management

completion
and
closeout

project project project scheduling
selection initiation planning
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« project charter - work breakdown  «time and schedule - cost control
. scope statement ~ Structure - project budget metrics
- organizational - change orders
breakdown - milestone reports
structure

- risk management

- subcontracting
and bidding
process
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Approach

FIRST
Fi rSt 1 5% A LEAN Driven Process
A | LEAN OPERATIONS 4
DATA DRIVEN

PERCENT

project project project scheduling completion
selection initiation planning EL
closeout

EFFORT

Concept SD DD CD Construction Operations

PROJECT TIMELINE




MAXIMIZE USER
EXPERIENCE

SECURITY FUTURE PROOF
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Challenges of Stable Occupancy

Owner

Driven
Changes

Owner Driven Changes are inevitable, whether a change of direction from leadership
or a complete change in leadership.
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Developing Change Management Procedure

Why do Changes Occur??

e Technology Developments .....(Advancement)

e Discovered Better Design ldeas ... (Enhancement)
e Senior Staff Changes .... (Recruitment)

e Project Team Coordination .... (Enlightenment)

e Owner Increased Budget .... (Enrichment)

e Need to Reduce Project Budget .... (Save Money)

Solution: Aggressively plan to accommodate User
Changes early in Construction.



Triage Revisions Early in Construction
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Core/Shel HOT SPOT - timing of

Package gt HOT SPOT!
ﬂr * 3¢/ Extentof VE Tech/Equip Package. %

Caisson Interior, associated with Technology/E quipment
corlobe : Project Completion Date
Pkglet  Packag\ CfS, Arch, MEP Package Let 3 P

G HOT SPOT! - Timing of Mech
Contracts Technology N g f
and Equip A Coordination Sessions - need to
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Submittal Peak # contracts.

-
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Shop Drawings - Submittals Submittars Submittals Submittals
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and timing of £
release.

HOT SPOT! - Timing of

HOT SPOT: Muilti Discip o Commissioning vis a vis
RFI's Need coordinated ”' completion of equipment
response. Com installation.
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et| on

HOT SPOT! If punchilist backlog
_ develops due to construction not
Ongoing Monthly Field Reports and FON Review complete

HOT SPOT: Construction complete
enough for Final Inspections

SN EEEEEEEEEEEEEEEEEEEEEER
Periodic City and IDPH Inspections Final Inspectionsy,

HOT SPOT! Timing of ¢ Punchira
Decisions on Furniture and — e
Equipment; and Length of HOT SPOT! - Timing

Procurement Process Equipment CO

Commissioning viv

completion of
equipment
installation.

HOT SPOT! Timing of Adjustment
NMH Technology Draw ing Prep
Decisions prior to

Letting of Technol. HOT SPOT! Timing

Packages. and Scope of Revs.
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rioritizing Change Management Requests

a : however, users want a
drain in place) - need basin. different type of sink installed post 5/1/99.

Need black-out window curtains

| Installed view boxes are too small. Maybe bring over
2 a7
Automatic turn-on lights need dimmer switch (for
Joe Schmoe i i 3 orki i
Too small/complicated for patient use - replace. Also,
Joe Schmoe no locks provuded

i . |Joe Schmoe i
5| iaioooloanet Com—JSiage” i Schmen Dok wi siomit o changes ko || {5 wmammmee || |posran

Auto-off lighting programmed to fluoro/cine pedals -
Phillips lab: needs to be provided. Also need task lighting under Auto lighting DONE. Task lighting to be completed
4/22/1999 |Cardiac Cath. Lab 4 Joe Schmoe i POST 5/ POST 5/1
Clinical Cardiology
1999 ECHO Treadmills |Joe Schmoe Plugs were ordered - status?
Spittoon - plumbing provided for this, but eqp. Not
02A221 Joe Schmoe ordered by RDP. Per R. Hrudka 5/4/99, RDP has odered spi

No shelves provided for pass-throughs and under sinks. -
12 4/22/1999 | Dental Joe Schmoe No storage space in operatories. VOA to desig POST 51
[ 02A228
n 4/22/1999 | Dental Dark Room |Joe Schmoe Plumbing hook-up for x-ray processor needed.

Create a LOG which documents individual requests
and identifies a PRIORITY LEVEL for completion

Is necessary to get licensure/certification NOW!

Should be completed before facility opens. SOON!

Could be done after facility is open/operating. SOMEDAY!
Doesn’t need to be done. NEVER!




Challenges of Stable Occupancy

The Journey represents the evolution in technology, equipment or operational
epiphanies resulting in change in design assumption.
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The Journey
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Generic Information on Site Specific Vendor
Contract Documents. Drawings for Use by A/E.
[

II I
Step 1| CD's — | \/endor
Drawings

Step 2

Room is strategically “design deferred" to allow for An Equipment Vendor prepares a "site specific” set of construction
decision making on the equipment to occur with minimum criteria for their equipment installation. This criteria includes the
impact on the construction. structural loading requirements, the architectural placement of equipment

and support equip, the MEP and IT requirements and, lastly, any
installation information.

Issuance of A/E Adjusted Drawings
and Vendor Site Specific Installation
Drawings.

A/E Adjusted Contract Documents
per Vendor Site Specific Input.

Vendor
Drawings

CD's
Adjusted

CD's
Adjusted

A/E Drawings-are issued in conjunction with- Equipment St ep 4 — St ep 3

Vendors! installation drawings to the contractors for

implementation and equipment installation and calibration. . . . - .
P auip A/E "Adjusts!" their drawings to reflect the building requirements that

correspond with the revised site specfic information prepared by the
Equipment Vendor and issues as a Bulletin for pricing and integration P




The Journey

m'.

Changes In Technology/Equ



Challenges of Stable Occupancy

Outside
Forces

Outside Forces representing unforeseen challenges emerging from a wide rage of
impacts, including regulatory interpretation, supply changes delays, discontinued
products, etc.
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Outside Forces

Supply Chain
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Challenges of Stable Occupancy

Project
Overlap

Project Overlap represents the intricacies in coordinating the remaining construction
items while simultaneously pursuing facility operations and opening day.
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Projec

t Overlap

The Big Squgd

peze

Completing the

Construction
Activities

Project Completion

Activities: (Systems

Testing, Move in,
Regulatory Review,
Training etc)

Operating Hospital
"Generating Revenue"




Set Up Project for Success




Set Up Project for Success

1.) Incorporate the plan for Day 2 into Day 1
planning

2.) Develop and implement a Day 2 schedule that
ties directly to the Day 1 schedule.

3.) Owner — Develop a robust “Owner Change
Committee” from Day 1.

FIRST

GOAL ORIENTED

LEAN OPERATIONS

DATA DRIVEN
PERCENT

4.) Develop a template (i.e. business case) for the proposed
changes so that they are being evaluated appropriately.

5.)When changes are made (and they will be) have a
defined path for robust communication that includes the

impact to schedule, budget, operations, etc.

6.) Have milestone check ins with Owner teams for
operations reviews against original plan.
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SUSTAINABLE ARCHITECTURE + ENGINEERING




Questions, Comments, Stories and Anecdotes

Douglas J King AIA
NCARB ACHA

Vice President
National Healthcare
Sector Leader

Project Management
Advisors Inc.
dougk@pmainc.com
312-848-1588
WWW.pmainc.com

Tory McNeil
PE LEED AP

Senior Mechanical
Engineer

Guidon Design

tmcneil@guidondesign.com

317-800-6388x182
www.guidondesign.com

Ethan J Stefan

Assistant Project
Manager

Project Management
Advisors Inc.
ethans@pmainc.com
708-288-0146
WWWw.pmainc.com



mailto:dougk@pmainc.com
http://www.pmainc.com/
mailto:ethans@pmainc.com
http://www.pmainc.com/

“l Love It, Now Change It”
Transitioning to Stable Occupancy through
Proactive Planning

Thapnk you.
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