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Advanced Design
Project Management

Steven C. Thweatt
Vice Chancellor for Administration (emeritus)

University of Colorado Boulder
Steven.thweatt@colorado.edu

(720) 525-8638

APPA Institute
Design Project Management

• Licensed Architect
• Colorado
• Georgia
• North Carolina
• Louisiana

• Private Practice 15 years
• Higher Education 27+ Years

• Duke University - 6 Years

• Director Facilities Design Office
• Assistant Dean Facilities

• University of Colorado -13 Years

• Director PDC
• Campus Architect
• AVC FM

• Emory University – 5- 1/2 Years
• AVP PDC

• University of Colorado -3 Years
• VC Administration

Fun in the air

Grandsons

Kids

Resources Available

• Design Guidelines
• Construction Standards
• Project Checklist
• Project Management 

Service Levels
• Consultant Information 

Packet
• Quest for Quality 

Guidelines

• A/E Quality Assurance 
Program

• A/E Fee Guidelines
• A/E Agreement
• Review Reminders
• A/E Performance 

Evaluations

http://www.colorado.edu/facilitiesmanagement/appa/
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Revenge of the Right Brain!

Understand the Design Process
Manage the Design Process

What are your Goals?
My Goals:

DESIGN    PROJECT MANAGEMENT

• Traditional Project

• Design / Bid / Build

• Major Project

Seminar 
Assumptions

• Programming Complete

• Project Approved

• Project Funded

• Process Ends @ Bidding

SeminarProject
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Architectural Education

APPA Institute
Design Project Management

Deferred Maintenance?

Overview

Design Process

Project Team

Deferred Maintenance
or Capital Renewal?

Design Process Tools

Managing the Process
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APPA Institute
Design Project Management

• Design Process
• Project Schedules
• Project  Deliverables
• Designing For Value

Part 1-Design Process

“ Inconvenience Store ”

Design
Process

How do you get ideas?

Frank Lloyd Wright

Chicago studio shut down from 12-2
In perfect silence
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APPA Institute
Design Project Management

APPA Institute
Design Project Management

What is Design ?

Moments of Inspiration
Periods of Hard Work
Continuous Activity

Design
Process

Now that’s a
good design !
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APPA Institute
Design Project Management

• Site / Context
• Technology
• Cost / Schedule
• Client

Influences on Design

• Codes / Regulations
• Program

Early Art Critic

Design
Process

APPA Institute
Design Project Management

• Analysis
Program Scheduling
Site Cost 
Code Constructability

• Synthesis
Goals Concept
Alternatives

IDEA

Design &
Reflecting

Design Process
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APPA Institute
Design Project Management

• Schematic Design
Plans / Elevations
Sections / $ Estimate 
Outline Specs
Design Summary / Analysis

• Design Development
Expanded SD Set

• Construction Documents
Detailed Plans

Prairie Dog Developers

Just follow 
these plans...

Deliverables

Design Phases / Deliverables

APPA Institute
Design Project Management

Design

Communicate

• All Project Phases

• Client
• Programming

• Professionals
• Schematic Design
• Design Development

Communication

APPA Institute
Design Project Management

Design

Communicate
• All Project Phases

Communication

• Client
• Programming

• Professionals
• Schematic Design
• Design Development

• Contractor
• Contract Documents
• Construction

Revision #46 dated 1/5/11



APPA Inst. - Adv. Design Proj. Mgt.

12/30/2018

8

APPA Institute
Design Project Management

• A/E Selection
• Contract Negotiations
• Schematic Design
• Design Development
• Construction Documents
• Bidding / Contract Award
• Construction
• Close Out
• Warranty Period

Project Schedules

At this rate...you’ll never finish on time!

Man, this
is confusing !

Who drew these
plans ?

Schedules

APPA Institute
Design Project Management

• Maintainability

Designing For Value

Design for Value
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APPA Institute
Design Project Management

• Maintainability
• Life Cycle Cost
• Value Engineering

Designing For Value

Design for Value

I call it “Value Shifting”
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APPA Institute
Design Project Management

Value Management Approach

Design for Value

• Tier 1
• Gypsum Board
• Lighting Package
• Direct Purchase

• Tier 2
• Relocate Plumbing

• Tier 3
• Scope Reductions

“Tell you what skeeter; It’s about quittin’ time 
and family feud is almost on. 

Just ram that thing right through it. 
It’s 10 foot underground, ain’t nobody ever going to see it.”

~ Utility Contractor, circa 1976

APPA Institute
Design Project Management

• Maintainability
• Life Cycle Cost
• Value Engineering

Designing For Value

Design for Value

Oh big surprise.  
Another announcement 

of cost overruns and 
delays.

• Present Value
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APPA Institute
Design Project Management

• Assembling The Team
• Selecting The Team
• Team Members & Roles

Wildlife Day Shifts

Man, I hate
getting up so early !Part 2

The Project Team

Project Team

APPA Institute
Design Project Management

• Owner
• Consultants
• Construction Team
• Supporting Cast

Project Team

Assembling
The Team

This should be easy, 
here’s the plan….

Yikes!

APPA Institute
Design Project Management

The Project Team
We need a planning committee 

to create a task force
to develop a team

to determine the next step.

Project Team

Owners
• Client
• User
• Committees
• Facilities     

Management
• Others
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APPA Institute
Design Project Management

• Experienced
Educated / Involved
Educated / Uninvolved

• Inexperienced
Uneducated / Involved
Uneducated / Uninvolved

Owners
EUEI

UI UU

Educated

Uneducated

In
v

o
lv

ed

U
n

in
vo

lv
ed

Project Team

APPA Institute
Design Project Management

What is a 
Consultant ?

K
n

o
w

le
d

g
e

Consultants

• Professional Advice
Knowledge / Expertise
Leadership (transformational)

• Doing the Right Thing
• Inspiring

Management (transactional)
• Doing Things Right
• Day to Day Activities

APPA Institute
Design Project Management

• Designers
Architect - Usually Prime

The Design Team

Design Team
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APPA Institute
Design Project Management

1. Team Changes
2. Multiple Contacts
3. Schedule Delays
4. Over Design
5. Negative Approach
6. Low Quality Product
7. Slow Response
8. Slow Review
9. Weak Leadership

10. Close Out

TEN Deadly Sins

Design Team

The Design Team

APPA Institute
Design Project Management

What You Should Do
• Have a Clear Decision Making Process
• Develop a Complete Program 
• Establish an Adequate Budget
• Establish a Realistic Schedule
• Communicate Effectively
• Hire a Compatible Firm
• Guard Against Scope 

Creep
• Deliver Bad News 

Promptly
• Expect to Pay 

Reasonable Fees

Design Team

APPA Institute
Design Project Management

What You
Should Not Do

• Do Not Rely on Clairvoyance
• Do Not Make Impossible 

Promises
• Do Not Accept Sloppy Work
• Do Not Expect Perfection
• Do Not Expect Added 

Scope for Free

Design Team
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APPA Institute
Design Project Management

Architect Expects Architect May Get
• Clear Direction
• Instantaneous Decisions
• Tightly Defined Scope
• Comfortable Budgets
• Fair Treatment
• Profitable Fees
• Quality Design Expectations

You Expect You May Get

• Ambiguity
• Extensive Collaboration
• Scope Creep
• Inadequate Budgets
• Unreasonable Contracts
• Gift Opportunities
• Low Design Expectations

• Exceptional Service
• Adherence to Budgets
• Meeting Schedule Milestones
• Comprehensive Services
• Complete Drawings
• Cost Effective Design

• Nonchalance
• Budget Busters
• Delays
• Requests for Additional Fees
• Errors & Omissions
• Extravagance

APPA Institute
Design Project Management

Now that’s a 
pocket 

protector

Design Team

The Design Team
• Designers
• Architect - Usually Prime
• Engineers

25% to 65% of Cost
• Others

Planner
Commissioning Agent
Landscape Architect
Interior Designer

APPA Institute
Design Project Management

• Contractor
• GC - avg. < 10  employees

• Design Build
• Construction Manager

• Subcontractors
• Suppliers
• Laborers

Construction Team

“C’mon! Keep those 
stomachs over the 

handle….. 
Let the fat do the work!”

The Construction Team
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APPA Institute
Design Project Management

The Project Team

• Supporting Cast
Finance Accounting
Insurance / Risk Mgt.
Regulators
Legal
Others

Project Team

APPA Institute
Design Project Management

Selecting  the
Design Team

Team Selection

• Approaches to Selection
Direct

Resources
Experience
Ability
Compatibility
Cost
Ideas

Comparative – Brooks Act
Competitions
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APPA Institute
Design Project Management

• Owner Selects
• Prime Selects Subs
• Combination

Selecting the 
Consultants

You want ‘um
large or small

ant hill?

Team Selection
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APPA Institute
Design Project Management

• Communication
• Negotiations & Fees
• Design Process Tools

Part - 3 
Design Process Tools No no, not this one.  

Too many bells 
and whistles.

Process Tools

APPA Institute
Design Project Management

• Talking
• Listening

Communication

Communication

Effective communication 
=

80%+ of project problems

Oh no!
It’s from Connie!

She’s written me a John Deer
letter.

Body Language 55%
How we say it 38%
What we say 7%
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People Only Retain
Every 5th Word…

People Only Hear
Every 3rd Word

APPA Institute
Design Project Management

Communication

• Talking
• Listening
• Writing

Communication

APPA Institute
Design Project Management

• Meetings

Communication

• Talking
• Listening
• Writing

Communication

Mark Bristol
UNC

Where minutes are taken and hours are lost
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APPA Institute
Design Project Management

• Meetings

Communication

• Talking
• Listening
• Writing

Alternatives
Prepare Agenda / Send Ahead
Start / Finish on Time
Short ‘n Sweet
Prepare
Confirm

Why is it that we 
always have to 

eat when we 
meet?

Communication

APPA Institute
Design Project Management

Negotiations &  Fees

• Fee Structure
• Negotiating

OK Johnson, 
We’ve got a deal.

Let’s let my people 
and your people 

work it out.

Fees

APPA Institute
Design Project Management
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APPA Institute
Design Project Management

• Soft
• Hard
• Principled

3 Types of Negotiations

My project is ready for grading, 
Mr. Bignose.

Hey, I’m talking to you squidbrain!

Negotiations

APPA Institute
Design Project Management

Tool Kit

Design Process
Tool Kit

Project Manager
Multi-Tasking

http://www.colorado.edu/facilitiesmanagement/appa/
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APPA Institute
Design Project Management

• Consultant Instructions

Tool Kit

APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines

Tool Kit
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APPA Institute
Design Project Management

APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards

Tool Kit

APPA Institute
Design Project Management
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template

Tool Kit

CU Budget Planning Tool

http://www.colorado.edu/facilitiesmanagement/appa/

APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels

Tool Kit
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices

Tool Kit

SCHEDULED WORK ACTIVITY AND SIDEWALK /VEHICULAR OUTAGE AT West Pleasant Street 

To: Linda Fry -Hale Sciences Proctor 

From: Gil Fike, Project Manager 

Building: Hale, McKenna, and  Old Main Buildings 

Start Date: Wednesday, August 14, and Thursday August 15, 2002 

Duration: Full Time 
Pedestrian Walkway and Vehicular Traffic  Interruptions   8/14/02 to 8/16/02 

Reason:
Contractor will  excavate and install the new water line in the lawn area west of Hale Science Building. 
The traffic lane will be reduced to onelane and could experience minor delays during work activities and equipment 
crossings. 
Barricades and routing signs will be in place. The parking spaces
west of the Hale will be out of service. The service drive to Hale will be kept open and in service. 

See the attached work activity sketch work area description. Machinery noise may occur during the work activity. 

Contact: Gil Fike at 2-1431 for any questions. 

Customer Impact:
This project will change the flow of pedestrian traffic
For the period specified.

Attached Map
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews

Tool Kit

APPA Institute
Design Project Management

Design Reviews

Aesthetics
Systems Concepts
Maintainability
Value Engineering
Budget
Schedule
Approvals

Schematic Design

“Orifice Building”

That is one butt
ugly building !

Tool Kit
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APPA Institute
Design Project Management

• Plan Review Coordinator
• Part time retiree

• Email request for plan review
• Log the request
• Establish due date
• Check  for required information
• Reviewers log-in each morning 

to check for new notices
• Plan review room w/30” HD 

monitor (all electronic)
• PRC checks deadlines
• Emails comments to PM’s
• 3-5 day turnaround

Current 
Process

Plan Reviews

APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists

Tool Kit
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations

Tool Kit
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations
• Housing Special Conditions

Tool Kit
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations
• Housing Special Conditions
• Double Time / Fast Track

Tool Kit
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations
• Housing Special Conditions
• Double Time / Fast Track
• Close Out Checklist

Tool Kit

Project Checklist
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations
• Housing Special Conditions
• Double Time / Fast Track
• Close Out Checklist
• Key Party

Tool Kit

Signing the Close-out 
Documents

Let the Party Begin
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APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations
• Housing Special Conditions
• Double Time / Fast Track
• Close Out Checklist
• Key Party
• Lessons Learned

Tool Kit

APPA Institute
Design Project Management

• Consultant Instructions
• Design Guidelines
• Construction Standards
• Planning Template
• Service Levels
• Outage Notices
• Design Reviews
• Project Checklists
• Feedback & Evaluations
• Housing Special Conditions
• Double Time / Fast Track
• Close-Out Checklist
• Key Party
• Lessons Learned
• Move in Brochure

Tool Kit
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APPA Institute
Design Project Management

• Small Project Ideas

Tool Kit
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APPA Institute
Design Project Management

• Small Project Ideas
• Warranty Period

Tool Kit

“At the completion of a project, we structure our 1 year warranty period to include the 
Facilities management team having direct contact with the GC’s superintendent to 
address any issues that arise. 

This removes having the project manager as a middle person, and the correction of 
problems occur in a more timely manner.”

Tom Clow
University of New England

APPA Institute
Design Project Management
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APPA Institute
Design Project Management

• Project Management
• Project Managers
• Project Budgeting

Part 4 -Managing 
The Process

It’s a fax 
from your dog.

It looks 
like your cat !

Meouch!

Project
Management

APPA Institute
Design Project Management

What Is It ?

(gun)

Project 
Manager

“The balancing of design, schedule and 
budget to meet the clients expectations”

Project
Management
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APPA Institute
Design Project Management

• Design Team
• Owner
• Contractor

Who Are They?

Ouch!

And that Arnie, 
is why we wear hard 

hats 
on the job !

Project
Management

APPA Institute
Design Project Management

• Organized
• Broad Based
• Good Communicator (listener)
• Proactive
• Leads by Example
• Consistent
• Follows Through
• Holds People Accountable
• Delegates Well
• Patient & Wise

Traits of a Good PM

Traits of the 
Owner’s PM

Project Manager

APPA Institute
Design Project Management

• Delegation Errors
• No One Can do Better
• I Can Do It Faster
• I Have to Fix it Anyway
• It Takes too Long to Explain
• I’ll be Disappointed
• I’m Not in Control
• It Won’t be Perfect

PM Pitfalls
Take this job
and shove it!!

PM Pitfalls
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APPA Institute
Design Project Management

• Delegation Errors
• Micro vs. Macro
• Analysis vs. Synthesis
• SOP vs. Flexibility
• PM vs. PM
• Image vs. Substance

PM Pitfalls
Take this job
and shove it!!

PM Pitfalls

Failure is not a way of life, it’s a moment in 
time

Get over it

APPA Institute
Design Project Management

PM Tips

PM Tips

From the mouth of babe’s…
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APPA Institute
Design Project Management

Leadership

1. Know your client personally
2. Understand your client
3. Be a partner
4. Foster Trust
5. Demonstrate credibility
6. Anticipate – don’t react

Management

1. Keep your files organized
2. Respond to requests promptly
3. Meet your commitments
4. Issue regular progress reports
5. Be persistent when you need 

input

PM Tips

Managing Client Relations

Most important – No Surprises!

APPA Institute
Design Project Management

Develop Project Mgt. Plan 
(PMP)
• The 90/10 Rule

Managing the 
Project Today’s PM’s are wimps!

We used to walk
to each project uphill, 
both ways, barefoot !

Like I’ve never heard
this before !

Managing the 
Project



APPA Inst. - Adv. Design Proj. Mgt.

12/30/2018

39

APPA Institute
Design Project Management

The 90/10 Rule

Keys to
Success

APPA Institute
Design Project Management

• PMP (Understand Project and Desired Outcomes)
• Vision/Goals/Objectives / Critical Factors for Success
• Communication Plan
• Scope
• Schedule
• Financial Plan
• Quality Control Process
• Change Management Process

• Involve Key Stakeholders
• Identify Constraints

• Assemble Team / Empower the Team 
• Resolve Conflicts
• Encourage Risk Taking

Keys to
Success

APPA Institute
Design Project Management

• Cost Management 
Principles

• Realistic Expectations
• Cost Data
• Scope Control

Project Budgeting
Here’s your

pocket calculator sire.

Budgeting
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APPA Institute
Design Project Management

Alignment

BudgetExpectations
Quality/Time

Scope

Projects Need to Start Right to Finish Right

Ongoing Effort

Budgeting


