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Integrated Project Delivery: Reality and Promise
A Strategist’'s Guide to Understanding and Marketing IPD

Executive Summary

All of the recent advancements in project delivery lead to this point. Building Information
Modeling (BIM), virtual design and construction, Lean Delivery, and teaming arrangements like
design-build each bring great benefits, but all of these approaches will become known as
stepping stones or ingredients. This century’s new paradigm—Integrated Project Delivery, or
IPD—uwill bring it all together: true collaboration, integration of team, streamlined process, and
improved final results. The promise of IPD is dramatic: projects going from napkin sketch to
completion much faster than before. A design process that benefits from engineer, contractor,
subcontractor, fabricator, and end-user input early in design, with more efficient use of
materials, integrated design efforts, and creativity allowed to flourish. IPD allows construction
with a lower cost, a tighter schedule, and less risk of changes. It provides greater opportunity to
incorporate sustainability. And above all, a team that truly works together for the benefit of the
project and client.

“Pure” IPD means jumping in all the way. Not only does the team work collaboratively, but
members are contractually bound together as well. The owner, architect, contractor (or
construction manager), perhaps key engineering firms, and sometimes even key subcontractors
are all parties to the same agreement. The agreement focuses more on encouraging
collaboration and less on assigning liability. Rewards and risks are shared, so the route for any
one company to succeed is for the whole project to succeed. “IPDish” uses key IPD tools, such
as BIM and heavy use of interdisciplinary design charrettes, with traditional or modified-
traditional contractual arrangements.

Use of Pure IPD is just beginning. Based upon use of the standard forms of agreement released
by the American Institute of Architects (AlIA), the ConsensusDOCS standards, and privately
developed models, there are perhaps two dozen Pure IPD projects nationwide so far. There are
reasons for this, which speak very clearly to the hurdles IPD must overcome if the promise is to
be realized.

The first is simply that IPD is new, and new approaches take time to become mainstream.
Second, while contract forms exist they have not been tested over time (or in the courts), and
are not fully proven or even understood. Third, the insurance industry does not yet have
coverages tuned to IPD agreements, meaning each project must find workarounds. Fourth,
many A/E/C firms are accustomed to their own “silos” of leadership, responsibility, and
opportunity, and change is slow. Fifth, public institutions and agencies, which have been at the
forefront on advancements such as sustainability and BIM, often lack the authority to restructure
their A/E/C procurement processes to enable the IPD model. Sixth, though many owners have
the option available, they are generally not asking for IPD yet.

These hurdles are being overcome, aided by the dramatic success of early adopters, such as
the $9 million in savings reported by contractor DPR on a $100 million Sutter Health project
(Post 1). Just as owners began requesting BIM when stories of its success became prevalent
around 2007, once they get excited about IPD, owners could make it a common requirement in
short order. Momentum for IPD also comes significantly from A/E/C practitioners: much of the
underlying functionality of IPD is the combination of practices and technologies many firms have
already adopted, and have seen the benefits of. Formalizing responsibilities, risks, and rewards
under a shared contract is the logical next step.
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Marketers will play an important role in all of this. At the strategic level, IPD is a seismic industry
shift we must help our companies anticipate, prepare for, and organize to meet. IPD means new
teaming arrangements, new relationships, new markets, and even new services. At the tactical
level, IPD is a new world that we must understand, and reflect in our proposals, websites, and
presentations. At all levels, we have to realize that IPD is real and it's coming, not in some far
off future, but likely as a requirement for projects we’re already tracking.

This is an evolving topic. We look forward to your comments, additions, and critiques, and
welcome your emails!

Ted Sive, FSMPS
Seattle, Washington
July 2009
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Introduction

The building industry is highly fragmented. As industry practitioners we’re familiar with what
seem like permanent A/E/C world characteristics: numerous individual disciplines and firms,
each speaking its own language, working with its own processes and data, creating confusion
and inefficiency. Barbara Golter Heller (Golter Heller ?) describes A/E/C as an “immense
aggregation of cottage industries,” bringing to mind a vivid picture of highly-qualified designers
and crafters, working separately, and not truly linked in communications, management, or the
technologies of the 21 century. Numerous industry journals and experts quote statistics
comparing design and construction to sectors such as manufacturing, noting that our
efficiencies are far below many others, such as car manufacturing.

At its most fundamental, Integrated Project Delivery (IPD) is a path to change this dynamic:
transforming the very fundamentals of project delivery—communication, scheduling, teaming,
contracting, technology, and more—to exponentially improve the lagging performance of our
industry.

The single most devastating consequence of modernism has been
the embrace of a process that segregates designers from makers:
The architect has been separated from the contractor, and the

materials scientist has been separated from the product engineer.

From Refabricating Architecture, Stephen Kieran and James Timberlake
(Kieran, Timberlake %)

This quote from Stephen Kieran and James Timberlake is another view to the fundamentals of
IPD. KieranTimberlake, the 2008 AIA Firm of the Year, has built a unique practice and an
international reputation by focusing on the process of architecture and construction, in addition
to the built form. Their quote captures a key theme of their process work—improving building
delivery and value by applying models of prefabrication and coordination from the
manufacturing industries. It also visualizes this problem that IPD seeks to solve: bringing
separated expertise and trades together, to overcome the predominant model of the 20"
century (“low bid” or individual negotiated contracts where each profession is its own silo).
KieranTimberlake’s AlA award is a welcome sign of the attention being paid to process change
in the A/E/C arena.

If one is to believe the excited proselytizers, the A/E/C industry is in the beginning stages of
significant change in how buildings are created. We are reinventing how teams, expertise, labor,
and materials come together to design, build, and maintain a building, with IPD as the vehicle of
this fundamental transformation. The goals of this paper, specifically for A/E/C marketers, are
to:

— Define the IPD process, distinguishing IPD from traditional and “alternative delivery”
methods such as design/build.

— Atrticulate fundamentals that are forming the IPD market today.
— Forecast factors affecting the IPD market going forward.

— Identify strategic opportunities for firms desiring IPD work, and some of the potential
efforts and issues for marketers in those firms.
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This paper continues interest and passion by this author around the topics of better
collaboration and improved communication between the A/E/C disciplines. Our SMPS
Foundation 2007 White Paper entitled BIM (Building Information Modeling): A Marketing Primer
and Call to Action explored the significant impacts of BIM and how it would affect the processes
of delivering work. Those technologies underlie many of the fundamentals of IPD, and that
paper may be a good starting point for readers unfamiliar with BIM (please visit
www.smpsfoundation.org to view the BIM paper). This paper further explores those process
changes. It is dramatic how much has already happened in two years.

IPD is a rich and complex topic. This paper attempts to knit together a number of themes, to
present what we hope is a “full” picture for A/E/C marketers and strategists. The paper is also
written to an audience that may be mostly new to IPD. In doing all this, many topics worthy of
much greater detail are summarized briefly. At the end, a bibliography lists numerous articles
and publications reviewed for this paper, organized into topic areas for readers desiring greater
depth or further opinions.

“Pure” IPD or “IPDish”?

Integrated Project Delivery (IPD) is a project delivery approach
that integrates people, systems, business structures and practices
into a process that collaboratively harnesses the talents and
insights of all participants to reduce waste and optimize efficiency
through all phases of design, fabrication and construction.

Working definition from AIA California Council, a partner with AIA National
and others in defining IPD process and creating new contract forms
(AIA California Council *)

This definition addresses the key goals of IPD: a contractual and working process whereby the
individuals and A/E/C firms work together, at the same time or at least in a highly-coordinated
fashion. They use fundamentally the same information, with shared goals, and with markers of
success—design, utility, cost, on-time delivery, long-term efficiency, and more—based on team
performance.

This paper distinguishes between IPDish and Pure IPD. As commonly used, IPD refers to a
family of activities and particular tools fostering greater team collaboration and efficiency, which
can be undertaken in a variety of traditional or modified traditional contract formats. Pure IPD
refers to collaborative teams (including A/E/C firms and the owner) working in a contractually
connected manner, generally within a risk/profit sharing format. IPDish teams improve
collaboration and efficiency with tools like BIM. Pure IPD builds on these tools by legally and
formally connecting individual firms into a shared entity where success for the individual can
only come through success by the team.

The chart below illustrates some of the key differences between traditional, IPDish, and Pure
IPD approaches. It should be read from left to right and is intended to illustrate the progression
of key communication and team activities. For most of the rows, activities in the middle and
right-hand columns include everything to their left as well. For example, charrettes are a
collaboration tool in both IPDish and Pure IPD delivery. Each of these characteristics is further
defined in the next section.
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Traditional “IPDish” “Pure” IPD
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c needed:” architect, then participation of some practical time
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‘g always consistent) — Preconstruction making
O contracts agreements —  Eliminate or strictly limit
ability to sue
— Entities pursue and — Optional shared — Pooled profit;
> T protect individually profit/bonus pool distributed with team
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_ — Meetings (core team, —  Charrettes — Project charter
L O i e . .
s e followed by sequential -~ Multidisciplinary — Detailed process design
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O subcontractors) - etric-based, informe
decisions
w — Linear information — Concurrent information — Shared models
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o
o —  After design and — Contractor participation — Budget first; then
£ publication of during preconstruction design to budget
g documents, per phase — Target Design Value
E (TDV)
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Figure 1. Project Delivery Characteristics and Tools:
Progression of Traditional, IPDish, and Pure IPD approaches
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IPD Fundamentals

Team Composition and Timing

The MacLeamy Curve (see Figure 2 below) illustrates a fundamental precept IPD seeks to
address. As time and design proceed, the opportunity to reduce construction cost
decreases, while the cost to implement the design changes increases. This is exacerbated
in traditional delivery, because participants join the team at different times. For instance, the
contractor joins at bid, or the structural engineer joins at design development. IPD means
bringing the whole team onboard earlier so the best ideas come out sooner and can be
more quickly and efficiently incorporated into the design. The result is more efficient use of
design effort, and much greater opportunity to reduce building cost and/or improve building
function.

Macleamy Curve

\
N /

1 ability to impact cost and functional capbailities

2 cost of design chenges
3 traditional design process

4 |PD design process

Design Effort/Effect

traditional  Predesign Schematic Design Construction Agency Permit/ Construction
Design Devel D Bidding
sriterin Design Datailed Dosign mplementation Lgency
Jocumant

Figure 2. The MacLeamy Curve

Figure 3 below, also from the AIA California Council (AIA California Council °), compares
traditional and IPD delivery, and illustrates this earlier onboarding of expertise (“Who”), the
dramatically earlier determination of “How” (meaning what building form and constructed
with what systems or materials), and redefinition of project phases (aided by BIM),
particularly of “Construction Documents” to “Implementation Documents.”

“Virtual Construction” is another term frequently used in the same way as “Implementation
Documents.” It emphasizes that IPD—utilizing BIM and its 3D capabilities and rich
database—creates a virtual building that a “full” team interacts with during all phases.
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Traditional design process

WHAT

REALIZE
WHO
Pradesign Schematic Design Construction Agency Permit/ Construction Closeout
Dasign 1 D, Bidedi
Agency
Owne
Designer
Design Consultants
Constructors
Trade Constructors
Integrated design process
WHAT
HOW
REALIZE _
WHO
Conceptualization Criteria Design Detailed Design Implementation Agency Coord/ Construction Closeout

Documents Final Buyout

Figure 3. Comparison of Traditional and Integrated Design Process

Team Collaboration

Far beyond information and goal sharing, IPD seeks to maximize collaboration. “It's all about
trust and teamwork” notes Rick Oehmcke, a Seattle structural engineer and a practitioner
and proponent of IPD. “You can’t have IPD without it.” Oehmcke’s comments refer to a core
principle of IPD work—analysis and decisions made in a team, not individual context—and
the importance of the interpersonal relationships and work style among IPD team members.
Architect Brian Zeallear of NBBJ, a colleague of Oehmcke’s and fellow IPD patrticipant in the
Pure IPD Seattle Children’s Bellevue Clinic (Bellevue, Washington), notes that “Nimble
thinking and a willingness to think and work outside ‘your’ discipline are important to IPD;
critically it requires relinquishing ‘rigid control.”

A number of tools and approaches for improved team collaboration by IPD teams come from
Lean Project Delivery (LPD, or “Lean”), a “production management-based approach to
project delivery” developed by the Lean Construction Institute (LCI). LCI is the A/E/C
industry leader in applying and further developing “Lean” tools first developed by Toyota in
the 1960s. Toyota's Lean techniques focused on eliminating waste and identifying problems
before they occurred. The techniques included radical changes to production and inventory
control, including famously allowing production line workers to stop production if they found
a defect.
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As used in the A/E/C industry, the fundamentals of Lean are:

1.

2.

Defining, producing, and measuring value and success from the owner/user perspective.

Eliminating waste, redundancy, and inefficiency, all from a “total project performance”
basis (not just for component efforts).

Conceiving and mobilizing teams “as ‘networks of commitments’ between individuals on
the project team.” (Young °)

Important components and tools for IPD collaboration, including Lean methodologies,
include:

Process Planning. IPD begins with significant planning at the beginning of the project,
before any proverbial pencils are lifted. As described in a recent article in Engineering
News-Record magazine, a $320-million IPD replacement hospital project by Sutter
Health required six months of three-day meetings once every two weeks to design just
the process of design. “As many as 30 people placed and replaced dozens of sticky
notes on the wall for hours on end, mapping out the workflow based on what was best
for the project, not the particular discipline.” (Post )

Charrettes. Instead of individuals working sequentially and separately, in IPD significant
portions of design, coordination, and analytical activities are conducted in charrettes with
broad teamwaork by the owner and A/E/C team members. Design options are created,
analysis is conducted, and decisions are made by the IPD teams, in a group format. For
some IPD projects, the importance and value of this type of collaboration has led to
co-locating teams, creating “offices” dedicated to one project, and combining multiple
team members from separate A/E/C firms.

BIM, while serving each discipline’s individual needs, is also a form of “jointly-owned”
information—a central information repository for all team members. BIM information is
shared, not “siloed,” improving visualization, fostering improved interdisciplinary
coordination, and allowing easier integration of initial concepts by all team members into
the whole.

Target Design Value (TDV). IPD begins with the owner’s business plan. This statement
of purpose is written in owner language, and uses owner metrics (perhaps production
measures expected in a factory, or sales expected in a retail store). The IPD team
verifies that a particular building can be built to the owner’s plan and expectations, and
then establishes the TDV. Only then does design begin. Design is always based upon
the TDV, not “here’s my design, what does it cost?” but “here’s how I'm going to meet
budget and the owner’s program needs.” Target costs are typically defined and tracked
by building systems (e.g. structure, envelope, finishes), not materials (steel, glass,
paint). As the design progresses, the TDV is broken down into more detailed system
components. Often budget is achieved by team collaboration: savings in one “pot” fuels
another pot with more funds.

Pull Scheduling. Another fundamental to IPD is for each participant to produce only the
level of design documentation of a particular component as the next member of the team
needs. Often developed in charrettes, schedules start with milestones and long-lead
items. Detail is developed by all those responsible identifying specific needs and
together exploring the most efficient sequence. The team can decide when to invest
more or less effort to produce the information needed. LCI calls this the “Last Planner”

© 2009 Society for Marketing Professional Services Foundation —6



Integrated Project Delivery: Reality and Promise
A Strategist’'s Guide to Understanding and Marketing IPD

system, meaning the last planner, the individual who creates the work of the assignment,
is the person best suited to establish the information needs for that work to occur, and
how that work fits into the schedule. On a construction site this may be the carpenter,
foreman, or electrician—not the superintendent or project manager—because that
carpenter or electrician knows best how much “float” is in the activity. This approach is
also sometimes called “push scheduling” because it “pushes” responsibility down an
organization chart.

— Set-Based Design. Set-based design is the parallel development of multiple design
solutions for a given element, until it is absolutely necessary for one solution to be
chosen. The benefit is ensuring the best decision, not the most expedient. Balancing the
additional effort of set-based design are the efficiencies gained from pull scheduling and
other methodologies. Detailing and production commitments are made at the “last
responsible moment” so that effort is spent only on what is needed, and early work by
one discipline does not needlessly limit another.

Team Contracts

Perhaps the most dramatic difference between traditional delivery and IPD in its purest form
is the contracts that define A/E/C and owner participation. Traditional contracts establish
rigid delineation between disciplines, attempt to clearly define different areas of expertise
and responsibility, and represent a “me” approach. The contract participants sign for what
they individually will do and are responsible for, and no more. Pure IPD contracts take a
dramatically different approach, and begin with the project. The approach is “us;” the
contracts define the goals and approach for the project, and outline the team’s activities and
responsibilities only in relation to the project and its goals.

In Pure IPD, the primary participants, including typically the owner, architect, and general
contractor, are bound together in a Multi-Party Agreement (MPA). It is one contract signed
by the three or more entities and defining all aspects of responsibility, delivery, and liability.
Another approach is the creation of a Single Purpose Entity (SPE), a “company” formed by
the three entities and funded by the owner. This entity then contracts directly with the
architect, the contractor, and potentially other disciplines. In both approaches, IPD contracts
define process and create shared decision-making, and perhaps most un-typically, can
share risk and reward. While the specifics of approaches can vary significantly, the key
concept is that profit and financial reward are based on team (rather than individual)
performance, and are typically funded only if the project meets or beats the project budget
(“savings”) and/or other specific performance metrics.

Beyond the entity structuring, a dramatic difference of IPD is in the content of the contract,
what the document actually spells out. Whereas most traditional contracts are written to
assign risk and to ultimately adjust risk through litigation, IPD contracts are written to guide
team effort and decision-making and to adjust risks internally, rather than in court. Specific
components can include a “Statement of Intent,” written from a basis of aligned expectations
by owner, general contractor, architect and others who sign. NBBJ's Zeallear notes that in
the NBBJ IPD contract form “We even went so far to spell out what it means for a promise to
be reliable in the contract’s ‘Guide to Standard Work.” Zeallear continues, “Another notable
section is ‘Collaboration and Integrated Design’ in which we state that no parties ‘can
proceed in isolation from the others, and that there must be extensive collaboration and
continuous flow of information.™
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James Salmon of Collaborative Construction Resources helps stakeholders, owners,
architects, engineers, contractors, and others apply and use collaborative contracts and

IPD, and has guided drafting of several IPD contracts. Salmon notes that “The drafting
process itself is a team effort and a lesson in the critical skills IPD teams must wield
effectively throughout the IPD process. Negotiating communications protocols, BIM addenda
and implementation, application of pull scheduling, and the contours of an effective pain-
share-gain-share agreement require coordinated and collaborative team effort and team
decision making at the start. IPD contracts cannot be pulled off a shelf or out of a drawer
and executed among strangers. They must be created by and among trusted business
partners as a road map to project success.”

Several contractual formats for IPD have appeared in the last two years. One approach
builds IPDish teams based upon traditional contract formats. Most notable is the AlA’s
“Transitional Documents” series. It modifies traditional AIA contracts to enable greater
preconstruction services by the contractor; formally incorporate BIM in the preconstruction
phase; sequence design work earlier; formally encourage earlier shop drawing and submittal
phases; and permit group (consolidated owner, architect and contractor) dispute resolution.
“Pure” approaches to IPD include the AlIA’s C195 and related documents, and the
ConsensusDOCS 300: Tri-Party Collaborative Agreement, published in 2007, as the first
broadly endorsed standard collaborative contract format in which an owner, designer, and
contractor all sign the same agreement. Other models for IPD come from the private sector,
such as Sutter Health's “Integrated Form of Delivery,” available through LCI.

The forgoing is an attempt to briefly summarize the legal and formal specifics of IPD, and
does not attempt to clarify the legal complexities of the differing approaches. Please see the
“Contract Forms and Information” section in the bibliography for more detailed explorations
into the different contractual approaches.
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Driving IPD

The current increase in interest and use of IPD grows from a number of separate, yet related
trends:

Market
Demands

improved
Performance:
Cost, Schedule

Figure 4. Factors Driving Increased Adoption of IPD

Market Demands

Projects are still frequently over-budget and delivered late. This is despite decades of “new
and efficient” processes, such as negotiated Guaranteed Maximum Price (GMP) where
contractors team with A/Es for preconstruction; design/build where the owner contracts with
one entity for full services; techniques such as Partnering; and significant new technologies
for design, coordination, and communication. Understandably, owners are searching for a
reliable process that produces predictable outcomes.

Sometimes, change is driven from “outside” of our A/E/C universe. One client, Sutter Health
in California, has become a poster-child for IPD, and an example of market change driven
by the customer. “Our message was clear” notes Dave Pixley, project management director
for Sutter Facility Planning & Development, speaking of a 2004 program in which Sutter
introduced its new project delivery model to prospective construction companies. “We intend
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to deliver projects differently.” Sutter has half a dozen Pure IPD projects complete or under
way, including medical office buildings and hospitals. (Post ®)

The Seattle Children’s Bellevue Clinic (Bellevue, Washington) (noted earlier in the definition
of IPD), illustrates another driver of IPD. Key to Children’s commitment to IPD, and in fact
the genesis of using an IPD approach, was Children’s own internal adoption of Lean
techniques, which it had used to improve the efficiency and delivery of its own healthcare
services. This mission was then extended to its consultants and vendors, seeking broader
application of a rigorous structure to reduce waste, create efficiency and reliability, and
increase quality.

A/E/C Industry Desires

Perhaps the biggest support for IPD is from within the A/E/C industry itself, from the
pantheon of architects, contractors , engineers, fabricators, cost estimators, and others, who
share owners’ frustrations about a lack of coordination, poor communication, missed
information, change orders, and cost overruns. Many of these firms have seen IPD
approaches yield significant internal efficiencies, improved quality, and greater profit. These
firms are promoting IPD as a “win-win” for themselves, their collaborators, and their clients.

They can be seen in BIM user groups promoting education about and use of robust 3D
modeling and team integration tools around the country. And in individuals such as John
Tocci, chief “enabling” officer of Tocci Construction, a passionate proponent of “complete
process transformation” and use of IPD. Tocci is chairman of the Associated General
Contractors (AGC) BIM forum, which has over 1,600 members in seven sub forums for
academics, constructors, designers, lawyers, and insurers. These AGC forums, as well as
similar activities in AGC, AlA, and/or engineering associations across the country, are
serving an important role in connecting and furthering conversation among the different
disciplines, developing IPD tools, and furthering the cause. “We’re going to do this,” notes
Tocci in regards to changing communication and contract formats and using IPD. “We’'re not
going to be caged as we have been for twenty years.” (Post )

Technology Drivers

As noted earlier, BIM is an important tool for IPD. BIM use, though, is not limited to only
Pure IPD projects. The past short few years have seen an explosion in the use of BIM
across disciplines, project types, and delivery methods. This increased use of BIM and its
proven power as a collaborative tool then pushes “typical” project teams toward IPD.
McGraw Hill's SmartMarket Report entitled Building Information Modeling: Transforming
Design and Construction to Achieve Greater Industry Productivity (SMPS was an
Association Collaboration Partner in the publication) details the broad adoption and use of
BIM, and its results across the industry. One of the report’s key points is that as BIM and
related technologies are adopted, the use of the technology engenders process changes
that lead users toward more formal IPD, because traditional delivery formats and processes
can diminish BIM’s benefits, while IPD unlocks them.

One aspect of BIM leading teams to IPD or IPDish is early participation of trades or
specialties that are otherwise typically added later in design and construction. For example,
steel suppliers/fabricators are typically hired by the general contractor after completion of
construction documents. But suppliers/fabricators have unique information on commaodity
costs, materials availability, and cost and schedule implications of designs and
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specifications. Their participation early in design can have many significant, positive effects.
Crate & Barrel, a 160-store national retailer, notes that early participation by steel fabricators
during design to “throw out frame options and save weight” have been responsible for
dropping steel tonnage by almost 25 percent on IPD projects (Young, Jones, Bernstein ).
Additionally, BIM allows the design data to be directly transmitted to the fabricator for use by
the computers driving the steel fabrication, in some cases eliminating “separate” shop
drawings. On traditional projects, these capabilities come up against legal and teaming
barriers. Why should a steel fabricator participate early if it is not committed to the project?
What are the liabilities and responsibilities when digital data is transferred directly from a
BIM model to a fabricator’s laser-guided cutter? Answering these questions, or more aptly
getting rid of the barriers, is a driver to IPD models for these team members.

Another push to IPD from BIM is enhancing interdisciplinary coordination, the ability to
create a virtual 3D environment both to use the built-in clash detection (building systems
conflicting in space) capabilities of BIM, and to use the model as the basis for
interdisciplinary constructability work sessions. This capability is often touted as the #1
benefit of BIM modeling. Regular users become fans of shared information, linked models,
joint-work sessions, and interdisciplinary brainstorming, which are the “people process” tools
of IPD. Ironically, for a process dependent on software, BIM has created more and better
opportunities for disciplines to talk directly to each other, and many of those users want
more.

The SmartMarket report clearly illustrates that the more professionals use BIM, the more
they tend to see the benefit of both the technology and IPD processes. Two-thirds of users
note that BIM has had at least a moderate impact on their work processes with other
disciplines and owners. This metric increases dramatically as users’ BIM expertise
increases. Forecasting into the future, the more BIM becomes the standard for design and
construction documentation, and the more design and building data resides in BIM
databases, the more fuel there will be to work collaboratively and to use an IPD model for
project delivery.

Sustainability Pressure

Sustainability is quickly maturing from a trend to a baseline, particularly for reducing the
natural resources consumed in building and operating structures. Thousands of public
agencies, higher education institutions, healthcare systems, corporate users, developers,
retailers, and others now require LEED certification for their projects. Others have similar in-
house initiatives or use other third-party systems. The general consensus is that achieving
true high-performance buildings requires robust interdisciplinary development of options,
analysis of trade-offs, interpretation of data, and choice. BIM is a common tool for storing
data and analyzing options, as are interdisciplinary work sessions. Success from the use of
these IPD ingredients and excitement by the teams involved is yet another incentive
promoting more formal collaboration (i.e., IPD).
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Collaborative Style

We live and work in a culture of collaboration. Ever more firms and individuals in A/E/C tout
their desires and abilities to work collaboratively, partially in reaction to ongoing industry
inefficiency, and partially due to social trends and personal values. These trends are
illustrated in many industries, such as collaborative teaching and interdisciplinary models in
education, or collaborative approach to healthcare. A/E/C promotional materials routinely list
collaboration as a company value. Those earnestly seeking collaborative models will
gravitate to IPD because IPD is a defined, distilled version of a process many A/E/C firms
have long claimed.

IPD Use Today

We know anecdotally that the use of Pure IPD is small but growing. However, measuring the
IPD market is difficult at best. Different definitions and widely varying approaches and
sophistication levels mean that the term “IPD” is used to describe significantly different contact
arrangements and team processes. To date, no industry organization has measured the
adoption of Pure IPD. As gauged by the use of Pure IPD contracts, there are perhaps two
dozen IPD projects in the U.S. Key IPD tools however, such as robust and shared BIM modeling
and application of Lean technologies, are being used on thousands of projects, as evidenced in
many of the projects described in the articles included in the bibliography for this paper, and
based upon anecdotal data from companies.

The current recession is having some impact on the implementation and adoption of IPD.
Fallout from the financial crisis has negatively affected funding and desire for new projects.
Even many in-construction projects have been halted. Indices of both design and construction
have fallen dramatically. As a result, real costs for design and construction services have fallen.
For owners who saw IPD as a way to gain efficiencies to offset the high costs of the boom
market, that wind is no longer in the sails. The cost-basis in some cases has dropped so
dramatically that owners are changing procurement models mid-project, and competitively
bidding projects previously under negotiated contracts. This may not bode well for IPD delivery,
which depends on a far-seeing owner who is balancing first cost with life cycle cost, including
his own operations and efficiency. Balancing this are the continuing trends noted earlier, and the
number of IPD forums and education efforts continues to grow. Further, the trend toward
bidding may be short-term, attractive only while construction pricing is in freefall (i.e. bids are
coming in substantially lower than last month’s negotiated budgets).
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IPD Adoption Tomorrow

Mark Twain was not an A/E/C analyst, but his outlook applies here. “There are three kinds of
lies: lies, damned lies, and statistics.” Using statistics now to quantify and forecast the IPD
market would require too much guesswork and could be extrapolated to support a number
of hypotheses, which could be misinterpreted. So, instead we will address the activities that
we think are key to increasing the size of the IPD market in the future and will likely drive its
widespread adoption.

Remove
Participate . theBarriers

. Sincerely

Create
. the Need
Framethe
Discussion
w

Figure 5. Fundamentals for Increasing the IPD Market

Frame the Discussion

Despite the complexity of modern buildings and their systems, despite acknowledging that
the initial cost of good design can be outweighed by program efficiency or reduced
maintenance costs, and despite the growing focus on energy consumption and costs,
building owners and developers often focus primarily on first cost. This is due in part to the
nature of construction financing and the typically different “pots” that pay for capital
construction and maintenance. First costs are also easier to “get a handle on” and quantify.
So, key to widespread IPD adoption is creating metrics—measurable, comprehensible
numbers based on careful analysis—that speak to the real savings of an integrated
approach.

Efforts are under way on a number of fronts to quantify the application of IPD and related
processes in terms of their impacts on cost, schedule, quality, and more. The Center for
Integrated Facility Engineering (CIFE) at Stanford University, as sponsored by the federal
General Services Administration (GSA), is researching and developing models to apply the
results and lessons-learned of teams using BIM. The University of California at Berkeley’s
Center for the Built Environment (CBE), operating under a grant from the National Science
Foundation, is focusing on post-occupancy evaluations as a tool for improving the design
and management of buildings, and applying lessons-learned from collaboratively developed
high-performance building systems. These efforts and others will create databases of
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information that will help bring construction cost and even long-term operating and life cycle
cost into the realm of design. This will be powerful for IPD teams using Lean techniques,
which requires a strong focus on designing to performance and operations measures.

Create the Need

However clear the benefits of IPD might be to your firm, an aphorism of marketing is that
you can only sell something that people want to buy. One of the significant challenges to
A/E/C practitioners who believe in and want to provide IPD is speaking to owners who don’t
“getit,” or do get it and fear change or think it is enough to state during selection that
“collaboration is expected.” Some owners don’t have the internal sophistication about design
and construction processes to really understand the differences in approach, or to manage a
new process they do not understand.

For IPD to gain greater traction with owners, the A/E/C community must engage with
building owners and developers in their forums, and in their language. Here is an important
role for the professional marketing staffs of A/E/C firms seeking IPD work: identifying
opportunities, coordinating technical teams, and creating IPD education/marketing
programs. Certainly much of this is happening in the context of professional organizations
mentioned in this paper (and in the articles in the bibliography), but one-on-one educational
efforts and discussions with targeted clients may be more effective. One reason for this is
the Lean-inspired and measured-in-the-client's-language approach of IPD. Another is the
opportunity in these educational discussions to engage substantively with the owner about
the very activities that their building houses. The message is that the more the A/E/C team
understands the owner’s activities, the more we can improve our delivery process. Lastly, a
common post-process comment by IPD practitioners (as with practitioners of other
“alternative” delivery methods) is that success requires a sophisticated owner, one who
understands the nuances of the process. More industry dialog with owners will increase the
likelihood of IPD projects being successful.

For public sector clients in many states, and perhaps to enable private sector adoption,
legislative action is, and will be, required. This is another important activity for A/E/C firm
leadership and professional organizations.

Participate Sincerely

At the same time as a market requires desire by the customer, it also requires willingness by
the provider. To be willing, A/E/C firms have to embrace the significant changes of IPD. As
an example, for a structural engineer, this includes:

— Acceptance of risk “deeper down” and by parties unaccustomed to taking on risk—
putting a portion of their fee at risk to activities by the entire team.

— Molding internal tools to what's best for the team, not the individual discipline—meaning
the structural engineer builds their BIM model in a way that the general contractor and
fabricators can work with it.

— Maintaining conceptual design on several structural system options until the team
chooses which system to use.

— Limiting detailing of the design(s) until it is needed by the overall team.

© 2009 Society for Marketing Professional Services Foundation — 14



Integrated Project Delivery: Reality and Promise
A Strategist’'s Guide to Understanding and Marketing IPD

— Accepting “overlapping” scopes and process. Being willing to make structural decisions
with the general contractor and fabricators, and not dictate approach.

Successful IPD will only be sold and produced by “true believers.” To ensure good strategy,
another role for marketing leaders is guiding firms though a true analysis of the “fit” of IPD
work within their own culture and working style. There’s a risk with IPD, as with other
industry trends and buzzwords, that firms adopt the nomenclature without the underlying
activity. This confuses everyone, demeans what is truly different about IPD, risks the
company'’s image and relationships, and in the long run benefits no one. IPD is not right for
all project types and all owners. Many A/E/C firms may prefer, and should market, more
traditional approaches.

One concern about IPD for some potential practitioners is working “outside” their expertise.
Actually, the opposite may be true. IPD allows disciplines to focus on the work they most
enjoy and are trained for. Commenting on the Autodesk offices in San Francisco’s historic
One Market Street building, Peter Anderson of Anderson Anderson Architecture notes that
IPD on this project was like having the control of a single source design/build contractor,
while providing “only” architecture. IPD yielded a “great deal of project delivery knowledge
and expertise and input and control in the delivery process” without being the contractor.
(Yoders ')

Remove the Barriers

As noted earlier, IPD pushes disciplines to work together and share information. This leads
to a blurring of the lines of “who is responsible for what when,” and is in conflict with most of
the risk analysis and insurance models in our industry. A specific illustration addressing the
liability of details: how can a designer share BIM information—the actual bits and bytes of
data—with a contractor and even a fabricator to help realize production efficiency in an
IPDish project, using a traditional contract form? The form specifically bars sharing anything
but printed documents, and cautions against taking on greater liability. The SmartMarket
report notes that “little is being done to mitigate (those) liabilities in contracts, and (BIM)
users are most likely to use conventional contracts without any modifications to
accommodate the use of BIM. Resolving these complexities is the work of a significant
number of industry initiatives, and deeper adoption of contracted information protocols is
expected.

Another challenge: IPD blurs the distinction between owners, designers, and builders. This
raises insurance liability challenges. There are not yet on the market “IPD” insurance
products, and the early teams seeking Pure IPD relationships have had to work with legal
and insurance vendors to create complex work-arounds. Until there are clear forms of
insurance for IPD projects—patrticularly Pure IPD—many potential buyers, and their legal
counsel, will be averse to initiating IPD projects.
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IPD Marketing

IPD Process
Credentials Expertise

Result Team
Metrics Capabilities

Figure 6. Five Keys to Marketing IPD

The IPD market has a bit of a chicken/egg conundrum. Do we create an IPD team first, and then
sell to the market? Or, do we find the owners seeking IPD and form teams to meet their needs?
How do we develop capacity without clear market demands? The answer, we think, is “all.”
Savvy IPD marketers will be working, concurrently, on the following five activities.

IPD Credentials

The first step of entry into the IPD market is knowing what you're selling. This paper notes a
difference between Pure IPD and “IPDish.” Firms seeking IPD work need to understand and
sell their work with this differential in mind. Clients seeking Pure IPD will not be convinced by
mere mentions of collaboration techniques or design charrettes. They will expect specific
description and application of core IPD technology such as BIM and IPD-friendly contract
forms. For a higher education client requesting IPD teams, James Salmon is developing a
unique RFP format which requests, for example, information on methods and practices for
“ensuring that the owner’s existing business plans are integrated throughout the project,” an
“approach to integrating all necessary owner stakeholders ... and (how you will) help them
expand their thought process around efficient workflow and the relationship of workflow to
the design,” and “experience and approach to Target Value Design.”

Process Expertise

IPD projects are more complex than traditional delivery in terms of interaction between
disciplines, include more participants simultaneously, and are more “process-intensive.” By
“process-intensive” we mean a greater amount of time is devoted to designing and
managing the specific process of a specific job. This is more than balanced by efficiencies
(materials, time, and money) gained during the entire design/construction period. All this
creates need and opportunity for a different or more enhanced type of project management
than architects or general contractors may be familiar with. Among numerous examples,
three processes to master are:
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— The substantial process planning required before even the programming begins.

— Complex new contract forms and methods, and how to adapt industry standards or
protocols to specific project needs.

— Facilitation skills to run interdisciplinary charrettes and work sessions that are core to
IPD, as well as the owner workshops including larger number of owner users and
participants.

Additionally, IPD requires an owner willing to take on more risk with, for now, non-traditional
legal formats and risk/insurance/bonding models. Owners often lack in-house management
resources and seek hassle-free management by others. This increases process
expectations and the need and opportunity for A/E/C practitioners to sell IPD process
management, either as part of a larger set of services, or as third-party owner
representatives. An example of this is the work of Ghafari Associates, a Dearborn, Michigan,
based firm that provides “traditional” A/E services while also consulting on integrating IPD,
Lean, and BIM technologies for projects designed by other architects. Another form of
consultancy is independent facilitators with expertise in team dynamics, communications,
and integrating technologies. These facilitators focus on leading charrettes to maximize
collaboration and innovation.

Team Capabilities

A clear trend of BIM use, and a requirement for Pure IPD, is collaboration directly between
engineering consultants and subcontractors/suppliers. An example from the New York
Giants/New York Jets Stadium, involving structural engineer Thornton Tomasetti and steel
fabricator CanAm working with design-build contractor Skanska, includes not only BIM
models created by the engineer and given to the fabricator, but radio-frequency identification
(RFID) tags. The tags enable “live” tracking of components from manufacturing through
delivery through installation, and tracking onsite with PC tablet computers. Tomasetti's BIM
model, with information including “the number of bolts, the precise tonnage, and other
exacting details, (allows) CanAm to order steel at the optimal time and start working on
finished portions of the design without waiting for a final model or RFI process.” This story
illustrates not only the technology induced communication efficiencies of BIM, but “Leanish”

savings from tightly-collaborative teams in production, materials and efficiency. (Yoders *?).

Few examples, though, exist of these teams coming together at the proposal or marketing
stage. This seems a strong potential for selling the IPD process, and specific IPD teams,
much like architects and structural engineers, team and sell their proven track records
together in traditional delivery. As the IPD market matures and owners seek the “bona-
fides,” these partnerships will be sought and evaluated. A/E/C firms will need to develop
new business development models to cultivate these relationships, maintain team marketing
and team IPD experience information, and be prepared for specific project pursuits. How

many structural engineers, to continue the example, strategize about or include steel
fabricators in their client/influencer targeting?
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Team Results

In manufacturing industries’ adoption of IPD-type practices, the relationships between
designers and suppliers and assemblers are ongoing beyond one specific product. While
these manufacturing teams can clearly benefit from efficiencies in the repetitive production
of identical designs, the merits of long relationships can benefit A/E/C IPD teams
substantially as well. In the car industry the designer imagining the shape of a windshield is
working alongside the glass supplier; in our industry it's Thornton Tomasetti and CanAm, as
previously noted. Repeat practitioners of IPD speak to the value of an ongoing relationship,
the importance of learning the unique work and communication styles of individuals, and the
efficiencies of bringing those relationships to the next project. As owners learn IPD and see
this value, they will seek it in hiring teams. Certainly “proven team experience” is a common,
almost ubiquitous criteria already on RFPs and RFQs, but IPD-focused selectors may look
to specific examples of efficiencies, savings, alternative approaches, and mutual shared
success on IPD projects.

Additionally, with growing focus on “team, team, team,” it may become harder to separate a
specific discipline’s performance or idea from that of the team. It may become harder for
marketers to develop brochure sheets, web content, articles, or presentations focusing on
their individual firm’s ideas and innovation, because the genesis and development of the
idea is team-based. While this author is not making a prediction one way or the other
regarding industry consolidation or growth of interdisciplinary firms, it is clear that more use
of IPD will make it harder to sell “just” ourselves. Likewise, attempts by individual firms to
take credit for team successes will risk existing relationships with their partner firms.
Influencing this is the trust component noted by Rick Oehmcke previously, and the desire to
work, and thus propose, as a team. Lastly, although not seen much yet, there may be fewer
owners hiring architects first and then jointly selecting consultants. Instead, owners may well
seek to hire “full” IPD teams at the outset of their projects.

Marketing and business development efforts to support and leverage these
designer/supplier teams will need to go beyond golfing and cocktails at conventions. The
next step may be joint professional development and education on new technologies,
education and training in IPD activities themselves, and, as noted earlier, looking for project
leads and opportunities in new places. A greater level of coordination may be required—or
may benefit teams’ approaches—between marketing and technical staff in different firms
assembling integrated, joint team proposals.

Conversely, or the exception that proves the rule, is the “virtual teaming” capabilities created
by use of BIM software. With robust data and model sharing, instantaneous 3D viewing, and
ability to support geographically diverse teams, some have predicted that BIM will give rise
to more mobile professionals and teams, able to take their expertise and parlay it anywhere,
anytime, on a project basis. Either way, savvy firms will seek specific expertise and illustrate
how BIM and IPD processes will integrate this expertise into proven teams.

Result Metrics

Metrics are important to the IPD process: for example, A/E/C teams working with databases
of energy consumption, or IPD teams seeking industry benchmarks for owner activities
within buildings. There may be a growing need and coming expertise in finding the
applicable industry data, working to create and monitor targets geared to the existing data,
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and weaving all this into the IPD process. Describing this process and identifying the experts
will become a part of project proposals.

Efficiency metrics, with specific results of IPD techniques, will be sought by IPD-savvy
owners. A micro example that comes from several health care architects: analyzing layout of
patient rooms, such as the relationship of bed to bathroom, in hospitals. While the
discussion includes analysis of construction costs and energy use (among others), it is steps
walked by nurses that can be the strongest determinant. Extrapolating this type of
discussion, to other and larger terms and measures of personnel, equipment, and other
costs for potential clients is important for IPD success.

Natural resource use including energy consumption is another example of metrics for
owners seeking proof of high-performance building systems. While not specifically requiring
an IPD process, the explosive growth of energy services contracts is an example of owners
buying—and contracting teams to deliver—performance, not product. In energy service
contracts, a mechanical contractor or engineer will guarantee a certain level of improved
energy performance, the savings of which will pay for the design and construction efforts. It
is this buying characteristic—the owner focusing substantially on cost and performance, and
not qualifications—that may foreshadow IPD buying criteria.

The Further Future?

Finally, we take an eye to the future, and look at some as-yet-unclear implications of IPD.
Strategizing the following potentials will be a bit of a “bold new world” for A/E/C marketers
traditionally working on one-time projects and this-year initiatives.

Stewardship

As noted earlier, sustainability is a key driver of IPD. Sustainability practices regularly push
the frame of reference. For example: we don’t just consider the energy efficiency of a
particular product. We consider the point of origin and transportation costs, and weigh these
two factors. With this dynamic, plus the tie to building use and functionality that is core to the
efficiencies sought by IPD, we can see a future where a building is seen and “bought” not so
much as a product at a moment in time, but as part of an on-going relationship and
production of a physical structure by an A/E/C IPD team working on an on-going basis with
an owner. George Elvin in Integrated Practice in Architecture (2007) makes the prediction
that owners will increasingly expect integrated practitioners to provide “stewardship,” and to
“assume long-term responsibility for all aspects of building design, construction, and
management.” (Elvin **) Elvin sees this as an outgrowth of the sustainability goals of
integrated practice, and a result of “holistic practices (that) require interdisciplinary
collaboration and ... looking beyond immediate symptoms to recognize deeper dysfunctions
and potentials.”

Some of this can already be seen in industry trends to more owner outsourcing and, for
instance, DBOM (Design/Build/Operate/Maintain). But “stewardship” as articulated by Elvin
envisions a deeper relationship between building experts and building users. It leads to new
forms of professional service and additional new contract methodologies. One example
noted by Elvin is of Ellerbe Becket and its ongoing strategic relationship with an international
healthcare organization, which includes Ellerbe Becket in evaluating health management
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deals. What are the possibilities of this type of consulting for an IPD team equipped with and
knowledgeable about the intimate processes of its client, and the use of IPD metrics? Elvin
also imagines increased use of multiple award contracts in the private sector, such as those
commonly used by the military agencies, universities, and hospitals.

Another element of this is the facility management potential of BIM. Theoretically, as
construction is complete, BIM becomes an exact virtual model of the building and all its
components, with rich data on operations and maintenance within. Many have predicted that
these same BIMs will become core to building owner facility management efforts. While this
aspect of BIM has been slower to gain traction, greater IPD adoption will inevitably bring
more facility management expertise into the process, adding these individuals and/or
companies to IPD teams. As technology capabilities and adoption grow, we’'ll see more
vertical integration and companies or teams offering, and owners wanting to buy, facility
management expertise along with traditional A/E/C.

Leadership

A bit of an unanswered question about the IPD process is “who will the leader be?” “True
collaboration” is clearly the goal and the mantra of IPD—and a team so highly functioning
that almost all decisions can be made by consensus is practical. But, at times, a tough
decision will need to be made, and leadership by an impassioned individual often leads
projects to visionary success. IPD practice, with broader and more integrated team
definition, may allow or even encourage leadership from a variety of sources. In a Pure IPD
project, with an SPE funded by the owner, it seems the decision will “follow the money” and
that the owner will (as in traditional delivery) make the leadership decisions. But the
nuances here are yet to be fully understood.

Specifically in regards to architects, several articles cited in the bibliography ponder whether
IPD further reduces their influence, and/or opens more doors of opportunity. Concerns
include loss of focus on the aesthetic components of design due to earlier participation of
the general contractor and other non-architectural disciplines; loss of control of project
documentation with distributed BIM modeling; and the potential for an overriding focus on
efficiency over all else. In response to the likely growth of IPD, Barbara Golter Heller, FAIA,
calls on architects to “craft a new role for themselves as leaders,” to become “an orchestra
conductor who is willing to take both credit and blame of the quality for the symphony,”
(Golter Heller *) and to sell services with a “business case” scenario. This “business case”
is fundamental to IPD, and an opportunity not just for architects, but for all disciplines.
Fundamentally, owners care about predictability and quality; if those are covered, who is “in
control” is secondary.”
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Close

We think the best way to close this paper is with a series of questions. These are presented for
A/E/C firms and marketers to help chart your location in the IPD “world” and begin to determine
where you should focus your efforts:

1.

What are you doing already? As we've noted, much of IPD is bringing together tools or
approaches that exist in traditional delivery formats. Which of these are you already
undertaking? How are you already acting in an IPDish manner? If you were to pursue
more formal IPD work, what tools and resources would you need to develop internally?
What “portions” of IPD can you already start developing?

How does IPD fit with your culture? What is appealing about the trends described in
the paper, and what is not? Do you really want to work more collaboratively? Are you
comfortable with, for example, putting a portion of your fee at risk based on team
performance? For this question (and Question #1), use Figure 1 (page 3) of this paper
as a guide.

What are the trends in your markets, and with which clients might IPD desires be
forming? Are any of your competitors working on IPD projects? Which of your current or
potential clients would be attracted to the lean concepts of IPD? Be sure to investigate
both Pure IPD and IPDish work, using the concepts of both as a means to understand
what exactly is being offered and bought by owners, and as a means to quantify actual
trends. Conversations directly with owners will be invaluable.

Which of your collaborators and partners are already involved with IPD work?
Strong teams and collaborative work are the core of IPD, so talking with your current
partners establishes where there might be joint interest as well as opportunities for joint
marketing and/or education.

Lastly, what's the intersection of all this information, and where do you want to
start? As with all strategic efforts, a small goal accomplished well is better than many
undone.

With the answers to these questions in hand, with the ideas and prompts from the content
above, A/E/C firms and marketers can translate IPD strategy into “traditional” marketing
activities. The role of education, both internally with your firm, and externally with your clients,
cannot be overstated, as well the caution to only sell as IPD what really is IPD. Enjoy your brave
new world.
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