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WHAT DO WE MEAN BY CONTROLS?

Governance

The scope’s status 
against which we 
measure progress

How to do things consistently Tools to make us efficient



WHAT DO WE CONTROL?

Cost Planning

Contract 
Administration

Configured 
Solutions

Development 
Solutions

Stakeholder 
Mgmt.

Consents + 
Approvals

Communication 
Mgmt.

Health & Safety

Quality

Environment

Sustainability

EOIs

PQQs

ITT

Award

Schedule 
Mgmt.

Earned Value 
Mgmt. 

Risk Mgmt. 

Change Mgmt. 

Reporting

Design

Delivery

Digital
Stakeholder + 

CommsProcurementControlsCommercialAssurance

Cost Mgmt.

Document 
Mgmt.



WHERE DO WE MAKE THE BIGGEST DIFFERENCE?

No matter where you are in the world

Mobilisation
makes or breaks your programme.



COVID 19 – WHEN YOUR BIGGEST CHALLENGE 

BECOMES YOUR GREATEST OPPORTUNITY



COVID 19 – WHEN YOUR BIGGEST CHALLENGE 

BECOMES YOUR GREATEST OPPORTUNITY

Programme Summary
• Peruvian Government's response to 

the 2017 El Nino disaster
• Government to Government 

Contract – a partnership
• Organisational change programme 

reinforced through the delivery of 
projects

• 152 projects; 74 schools, 15 
hospitals, 42 flood mitigation & 21 
management activity projects

• Leaving a sustainable legacy

Commenced
• July 2020 in the middle of 

global lockdowns

Challenges
• How do we mobilise and build new 

relationships when we are 3,000+ 
miles apart and don’t speak the 
same language?



PERU RECONSTRUCTION WITH CHANGES PROGRAMME

https://www.youtube.co

m/watch?v=BUfULsGjpkE

https://www.youtube.com/watch?v=BUfULsGjpkE


COVID 19 – WHEN YOUR BIGGEST CHALLENGE 

BECOMES YOUR GREATEST OPPORTUNITY

Likely to be building 
your own team as well 
as a team with your 
client

Manage time zones so 
they become an asset

Clear roles and 
responsibilities

TRUST



REMOTE DEPLOYMENT MODEL

Learning platform deployed 
immediately combined with 

Knowledge Hub

Cloud-based system solution 
deployed from the UK

Integrated e-learning modules

Remote Lunch & Learns, 
Communities of Practice

Digital “Deep Dives” and assessment 
modules

Virtual Teams

Collaborative working 

Plug and play “PMO”



COVID 19 – WHEN YOUR BIGGEST CHALLENGE 

BECOMES YOUR GREATEST OPPORTUNITY

Simultaneous Translation

Daily catch-ups

Programme Buddies

Fun Team Activities

Language Lessons

Shared activities

Online meetings



Nightingale Hospital, London
Collaboration & Teamwork

A legacy for project delivery



THE EMERGENCY TIMELINE - 2020

23 March
UK Prime 
Minister 

announces 
Lockdown

25 March
Call to join 
Nightingale 

Hospital, London

03 April
Completion of 
Phase 1 Build

500 Beds

10 Days



CONTROLS - WHO

Challenges
• How do we measure organisational 

change has been successful?
• How do we implement best practice 

where legislation and statutory 
requirements are different to the UK

Army NHS NHS - Property

Consultants

Contractors

Specialist Suppliers



A COMMON PURPOSE

Challenges
• How do we measure organisational 

change has been successful?
• How do we implement best practice 

where legislation and statutory 
requirements are different to the UK

The delivery of a facility in record time to support 
the NHS effort during the COVID-19 pandemic

Convert a purpose-built events space into a field 
hospital

Meet the requirements of NHS E&I published design 
note: “COVID-19 ward for intubated patients”

Achieve this while working under strict conditions 
for social distancing during a Pandemic



CONTROLS - HOW

Challenges
• How do we measure organisational 

change has been successful?
• How do we implement best practice 

where legislation and statutory 
requirements are different to the UK

REQUIREMENTS

STAKEHOLDERS

GOVERNANCE



FACTS & FIGURES
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FACTS & FIGURES



FACTS & FIGURES



MOBILISATION – DEMONSTRATING THE PMO VALUE

Communications Management

Cost Management

Document Control

Information Management

Reporting

Risk Management

Schedule Management

Contract Administration

Governance

Health & Safety

Quality Management – QA/QC Sign-Offs

Stakeholder Management

Statutory Approvals and Consents

Derogations

Design and Construction Management

Typically – Common Elements Additionally – What’s different



MOBILISATION – DEMONSTRATING THE PMO VALUE

Communications Management – Daily Briefings

Cost Management – Confidence indicator dashboard

Document Control – through SharePoint

Information Management – Handover Documentation

Reporting – Dashboard Reports

Risk Management – Change and Risk Log

Schedule Management – Phasing plans, Completion schedule

Contract Administration – Supplier Appointments

Governance – Approvals and Decisions Log

Health & Safety – Safety Certification Checklist

Quality Management – QA/QC Sign-Offs

Stakeholder Management – Manage Expectations

Statutory Approvals and Consents – Sign-off’s

Derogations – Risk & Controls Register 

Design and Construction Management

Typically – Common Elements Additionally – What’s different



TOOLS – SIMPLIFIED PROCESSES

Critically, the major constraint was time

Rapid implementation of 
project control tools (plug-

and-play) right from the 
outset so that the team hit 

the ground running.

Experienced professionals 
that could quickly identify 
blockers, decisions needed 

and risks and work 
collaboratively

Frequent communication, co-
location and technology to 
expedite decisions. (data 

needed for decision making 
available on the spot)

Tools & Process People Governance



TOOLS – PLANNING WALL



DASHBOARDS
Nightingale Hospital - Phase 2 Programme Dashboard Report Date: 15.April.2020

Total No. of Beds in Phase 2 = 378 SHADING SHOWS AREAS READY FOR NEXT ACTIVITY / INSTALLATION 1

(Revised plan from original phasing) S6 S7 S8

Key: Row C 2

Frame up 2 1 2 1 2 1 2 1 2 1 2 1 2 1 2 1 2 1 2

4 3 4 3 4 3 4 3 4 3 4 3 4 3 4 3 4 3 4 3

Bracing 6 5 6 5 6 5 6 5 6 5 6 5 6 5 6 5 6 5 6

8 7 8 7 8 7 8 7 8 7 8 7 8 7 8 7 8 7 8 4

Electrical first fix (Dado / Light) 10 9 10 9 10 9 10 9 10 9 10 9 10 9 10 9 10 9 10

12 11 12 11 12 11 12 11 12 11 12 11 12 11 12 11 12 11 12 5

Data Install 14 13 14 13 14 13 14 13 14 13 14 13 14 13 14 13 14 13 14

16 15 16 15 16 15 16 15 16 15 16 15 16 15 16 15 16 15 16

Nurse Call Install 18 17 18 17 18 17 18 17 18 17 18 17 18 17 18 17 18 17 18 Decisions
20 19 20 19 20 19 20 19 20 19 20 19 20 19 20 19 20 19 20

Electrical Live Test 1 Access Control for ward areas - G4S  developing proposals for passes

22 21 22 21 22 21 22 21 22 21 22 21 22 21 22 21 22 21 22

Medigas and Air Install 24 23 24 23 24 23 24 23 24 23 24 23 24 23 24 23 24 23 24 2 Security Dogs removed from site by CFES Thu 17 Apr. 

26 25 26 25 26 25 26 25 26 25 26 25 26 25 26 25 26 25 26

Medigas Commission 28 27 28 27 28 27 28 27 28 27 28 27 28 27 28 27 28 27 28 3

30 29 30 29 30 29 30 29 30 29 30 29 30 29 30 29 30 29 30

Client Snagging 32 31 32 31 32 31 32 31 32 31 32 31 32 31 32 31 32 31 32 4

34 33 34 33 34 33 34 33 34 33 34 33 34 33 34 33 34 33 34

De-snagging 36 35 36 35 36 35 36 35 36 35 36 35 36 35 36 35 36 35 36 5

38 37 38 37 38 37 38 37 38 37 38 37 38 37 38 37 38 37 38

Certification and Acceptance 39 40 39 40 39 40 39 40 39 40 39 40 39 40 39 40 39 40 39

41 42 41 42 41 42 41 42 41 42 41 42 41 42 41 42 41 42 41

BEVAN Contractor Personell on Site TBC

SOUTH NORTH Top 5 Risks

Overall Progress Phase 1 (03.04) Phase 2 (17.04) Phase 3 (22.04) Phase 4 (29.04) Phase 5 (29.04) Phase 6 (06.05) Phase 7 (13.05) Phase 8 (20.05) 1. Electrical failure leading to shutdown of bed bays

Planned Actual Bevan Emerton Garrett Jenner Manly Potts Seacole Worth Actions: Agree mitigation plan and actions

Frame up 100% 100% 2. Failure of fire alarm system - process and procedures for combined operation not in place

Bracing 100% 100% Actions: Routine maintenance programme and fire procedures to be established

Electrical first fix (Dado / Light) 32% 62% 3. Delays to procurement of components for installation and completion of wards

Data Install 32% 40% Actions: Monitor schedule of orders placed and delivery dates

Nurse Call Install 25% 58% 4. Removal of partition wall as phases are completed and operational area extends

Electrical Live Test 25% 25% Actions: Agree safe method of working  and schedule to remove dividing wall  in operational area.

Medigas Outlets Fitted 25% 25% 5. Loss of Beds in the North wing due to lack of access in the live basement kitchen area

Medigas Pipework Complete 25% 25% Actions: Review alternative approach and ability to get services installed in this location

Medigas Commission 25% 13%

ISS/Mitie Snag 20% 13%

CFES Desnag 18% 13% Medical Gases Supplies Tracker

Client Snag 13% 13%

CFES Desnag 13% 13% Tees 

Certification and Acceptance 13% 13% Ferrules

O2 Outlets

MA4 outlets

Programme 04-Apr 04-Apr 05-Apr 05-Apr 06-Apr 06-Apr 07-Apr 07-Apr 08-Apr 08-Apr 09-Apr 09-Apr 10-Apr 10-Apr 11-Apr 11-Apr 12-Apr 12-Apr 13-Apr 13-Apr 14-Apr 14-Apr 15-Apr 15-Apr 16-Apr 16-Apr

am pm am pm am pm am pm am pm am pm am pm am pm am pm am pm am pm am pm am pm Brass Pushfit connect

Frame up 

Bracing O2 Nist connectors

Electrical first fix (Dado / Light)

Data Install

Nurse Call Install

Electrical Live Test Change Tracker

Medigas and Air Install Notes:

Medigas Commission

ISS/Mitie Snag

CFES Desnag Changes Notified Changes Confirmed Value of Change Approved by

Client Snag

CFES Desnag

Certification and Acceptance

External Works

Health & Safety

 Incidents Identified on Site

Notes  Incidents rectified

Other

Awaiting Update - TBC

E
N

D
 O

F
 P

H
A

S
E

 2
 =

 +
3
7
8
 B

e
d
s

EMERTON DALE CAVELL

G4S were asked to open the CT Corridor last night by Graham Lomax so NHS Staff can move 

freely from Clinical Boulevard to Canteen areas. No risk governance was undertaken. 
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Row C Row B Row A Row C Row B Row ARow ARow BRow C

Delivery of Layher stair system Thu 16 Apr. Stair in use Sat 18 Apr (a.m)

Construction Issues

Completion of Commissioning Med Gas Phase 2 - COP Fri 17 Apr

Item Quantity Delivery Date Install Date

Plan required for delivery and assembly of Phase 2 Beds.

DON/DOFF areas - Restricted areas may cause interference with Fire Exit routes. 

Direction of Progress

Status

Total

Friday 3rd April - 5pm Update

 - 4nr o/s Main Commissioning Items remain. Existing HV Switchgear SOP issue and Black Building Test C+E / Witnessing. O&Ms.

 - 203nr beds installed. Clinical clean to be carried out to suit specialist equipment installation.

 - Significant progress across all systems commissioning. Currently 15nr out of 76nr sets of documentation signed off.

Phase 2 Services Testing - Build snags cleared, Elect T&C, Mech T&C, Comms/Data T&C, Builder's Clean

Phase 3 Bed Install - Ready for Medical Equipment install

Phase 4 Clinical Clean - Bed Bay complete and ready for patient

Main Systems Commissioning - As defined in the MEP Completion Requirement Checklist Rev J

 - Bay commissioning items o/s - Load Test with med equip, medi gas quality, chlorination, FA cause & effect, data points & IT

 - 488nr Bays now included in this Phase as dividing wall located in Bevan C not in Service Corridor

Scope

Phase 1 Bay Build - Flooring, Walls, Pattresses, Power, Data + Lighting install, Med Gas install, Nurse station

9 Staff Welfare inc Change established N

N

Pathology Facilities established N

Notes

Y

Y

Y

Y

Y

Y

Y

YNDerogations schedule signed off2

3 Security RA / Strategy Signed Off N Y

Y

7

6 Ward Ancillary Facilities Complete N

4 Building Control Confirmation in place N Y

5 Boulevard Facilities Complete N Y

N

BT Police Approval to Operate Facility

Y

8

Y

11

18 TfL / DLR Transport Plan Sign Off N

17 Newham BC Planning Approval N

07/04/2020

16 Royal Docks Management Assoc Sign Off N

17:00 hrs

13 LFB Operating Strategy Sign Off

12 LAS Operating Strategy Sign Off N

10 Imaging Facilities established N

Help Desk facilities in place & live N

Mortuary Facilities established

Nightingale Hospital (London) - Completion Tracker

Signed Off - Certification Accepted

Phase 1 - First Patient Area (509nr Bed Bays) - Phased Handover Process Other Issues

1 Fire RA Signed Off N Y

N Y

14 Met Police Approval to Operate Facility N Y

15

Y

100%

80%

72%

0%

92%

100% 100% 100% 100%

92%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Bay Build Bay Services Test Bed Install Clinical Clean Electrical Med Gas Water Vent Life Safety Other Systems

Actual

509 / 509 391 / 488 6 / 62 / 2 6 / 633 / 340 / 488351 / 488 12 / 12 12 / 13

G G GG GGGG G G

Step 1
Bay Build 
Complete

Step 2
Services 
Tested Life SafetyWater VentMed GasElectrical

Step 3
Bed 

Installed Other

Step 4
Clinical 
Clean

Main Systems Commissioning - Completions

509 / 509 391 / 488 2 / 60 / 2 2 / 63 / 370 / 488351 / 488 4 / 12 4 / 13

Daily Progress Update at a glance



Daily Progress Update at a glance

DASHBOARDS



Critical 
Decisions

What are we 
Building

What are the 
Blockers

How do we 
Resolve

Performance Data

DEMONSTRATING THE PMO VALUE
HOW DO WE MEASURE THE VALUE WE BRING?



DECISIONS

Decisions were a factor of Change – Reviewed Daily



HANDOVER TO OPERATIONS



COMMAND CENTRE - A SINGLE SOURCE OF THE TRUTH



CRITICAL SUCCESS FACTORS

Health & Safety

Progress Tracker

Stakeholder Engagement

Handover Procedure

COLLABORATION

Shared Goals

Daily Briefings



TEAMWORK

A COMMON PURPOSE

“Without this teamwork a fully functioning facility could not have been built AND 
commissioned in 9 days!”
- Natalie Forrest, Nightingale London Chief Operating Officer / Chief Executive Chase Farm Hospital

WHERE CAN WE MAKE THE BIGGEST DIFFERENCE?



Thank You

Piyush Desai
Operations Director, PMO Services

Zoe Madams Anstey
Director, PMO Services
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www.macegroup.com


