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Cogence (Latin)

ŚSn cqhud snfdsgdqś or ŚSghmjhmf sg`s hr vdkk nqf`mhydcś

The purpose of the Alliance is to bring Owners and Developers, Architects and 
Engineers, Construction Managers and Contractors, and Allied Industry 

Professionals together to advocate and be a resource for improved project 
delivery.

For more information visit us at www.cogence.org

Mission + Purpose

http://www.cogence.org/
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Drive Together

To Be a Partner

Owners

Architects

EngineersConstruction 
Managers

Trade 
Contractors

Allied 
Professionals

Balanced Voice

As a partner of COGENCE Alliance:

Å Affect and influence change in your 
organization and the market

ÅWork collaboratively and committedly with 
other Partners to meet the goals of change 
in the industry

Å Avoid the promotion of special interest

Å Not a Business Development Meeting 

Å Be a resource
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Central Ohio ŘResource Committee
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Meeting #4
DEFINE SUCCESS

#1: Work in Silos 
Products of Project 

Success

(Avoid the Obvious)

#2: Work 
Collaboratively 

Written Definition 
of Success

Meeting #6
IMPLEMENT

Work Collaboratively

Create Best Practices 
and Useful Tools

Deliverable:
ÅPresent Findings & 

Recommendations 
at Jan. Program

Meeting #5
CAUSES

Successful Tools 
Activities Processes?

Are They Impactful, 
Actionable, 

Measurable?

Can they be 
Developed into a 

Resource
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Summary:

7 Products of Successful Projects: 
ÅHas Transparent Communication

ÅMeets or Exceeds Expectation

ÅHas Clearly Defined Goals

ÅIs Fun to Work on

ÅEncourages Mutual Trust and Respect Between Team 
Members

ÅHas Team Members who have a Shared Passion and 
Commitment

ÅHas growth  opportunities for both teams and Individuals

Sept. Meeting
DEFINE SUCCESS

#1: Work in Silos 
Products of Project 

Success

(Avoid the Obvious)

#2: Work 
Collaboratively 

Written Definition 
of Success
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Summary:

A Successful Project: 
Å Table #1 - Fun project where individuals trust each other and have developed strong personal 
ǊŜƭŀǘƛƻƴǎƘƛǇǎ ŀƴŘ ǘƘŜ ŘŜǎƛǊŜ ǘƻ ǿƻǊƪ ǘƻƎŜǘƘŜǊ ŀƎŀƛƴΦ ! ǇǊƻƧŜŎǘ ǘƘŀǘ ƳŜŜǘǎ ŀƭƭ ǇŀǊǘƛŜǎΩ ƻōƧŜŎǘƛǾŜǎ ǎǳŎƘ 
as profitability, individual and team growth, mutual respect and satisfied end users.

Å Table #2 - When the project meets the defined qualitative and quantitative requirements of a 
properly defined program, entre team sees the project as complete and without compromise and 
everyone would seek to work again as a team. 

Å Table #3 - From an environment that is trusting, collaborative, open and safe. All team members are 
engaged and invested in owning their portion of the project and the project as a whole. This results 
ƛƴ ƻǿƴŜǊΩǎ Ǝƻŀƭǎ ōŜƛƴƎ ƳŜǘΣ ǇŀǊǘƴŜǊǎκǘŜŀƳ ƳŜƳōŜǊǎ ōŜƛƴƎ ŜŘǳŎŀǘŜŘΣ ŀƴŘ ǎǘǊƻƴƎ ǊŜƭŀǘƛƻƴǎƘƛǇǎ ōŜƛƴƎ 
built and or grown. 

Å Table #4 - Early involvement, early expectations, the right people/team, and commitment to 
successful execution. The team holds mutual respect, has a process to solve complex issues, and 
celebrates successes.

Å Table #5 - Establishes a project culture where all stakeholders are well-informed and able to learn 
and grown. This will result in an outcome where we can have fun, be proud of, and want to repeat 
together. 

Å Table #6 - Team leadership creates a foundation of mutual trust and respect. This creates a 
streamlined process that fosters transparent communication.  The team is proud of the project 
journey. We look forwards to working together again.

Sept. Meeting
DEFINE SUCCESS

#1: Work in Silos 
Products of Project 

Success

(Avoid the Obvious)

#2: Work 
Collaboratively 

Written Definition 
of Success
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Summary:

Integrated Groups ςIdentify Tools, 
Activities and Processes

Are these items Impactful, Actionable 
and Measurable?

Can we develop them into a Resource for 
the COGENCE Members to Utilize?

Nov. Meeting
CAUSES

Successful Tools 
Activities Processes?

Are They Impactful, 
Actionable, 

Measurable?

Can they be 
Developed into a 

Resource
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Nov. Meeting
CAUSES

Successful Tools 
Activities Processes?

Are They Impactful, 
Actionable, 

Measurable?

Can they be 
Developed into a 

Resource

User/Owner Education Tools

Colocation

Push-Pull Planning Design/Construction

KPI

Responsibility Matrix 

Common Topics (Tools) for Project Success



Central Ohio Chapter Meeting #6    January 30, 2020

The Prep Work:

{ƛƎƴŜŘ ǳǇ ŀǘ ǘƘŜ ŜƴŘ ƻŦ bƻǾŜƳōŜǊΩǎ 
Program for a Topic that was interesting.

Groups met prior to todays program to 
discuss the Topic.

Groups developed the Topic into a 
Resource Tool for the COGENCE Partners 
to utilize.

Meeting #6
IMPLEMENT

Work Collaboratively

Create Best Practices 
and Useful Tools

Deliverable:
ÅPresent Findings & 

Recommendations 
at Jan. Program
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Meeting #6
IMPLEMENT

Work Collaboratively

Create Best Practices 
and Useful Tools

Deliverable:
ÅPresent Findings & 

Recommendations 
at Jan. Program

User/Owner Education Tools

Colocation

Push-Pull Planning Design/Construction

KPI

Responsibility Matrix 

Presentation of Tools
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Topic:
User/Owner Education Tools

Authors: Mitch Acock, Sherm Moreland, 
Doug Smith, Dwight Young
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Trd ` ŚBnfdmbdś `ooqn`bg- Sg`s hr+ 

consider all team members

Focus on a process where all parties 

are substantially involved 

Owners

Architects

EngineersConstructio
n Managers

Trade 
Contractors

Allied 
Professional

s

Balanced Voice

Goal: Develop Owner focused tools to assist in the design and 
construction of their facilities
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Jmnvkdcfd `mc.nq Dwodqhdmbd F`o `lnmfrs Śsd`l ldladqrś

Unrealistic Expectations

Manage / Mitigate Risk

Paramount importance of the project initiation phase:

Assemble the Team

The Contract

The Program

Goals/Framework/Priorities

Premise
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A large source of conflict in projects occur during the construction phase .  

The root cause of the conflict is a misalignment ne nmd o`qsxŝr dwodbs`shnmr vhsg sgd qd`khsx nm sgd 

ground.

The cause of that misalignment can have many sources

Jmnvkdcfd `mc.nq Dwodqhdmbd F`o `lnmfrs Śsd`l ldladqrś

Unrealistic Expectations 

Misunderstanding of each parties role in the project, their right and their responsibilities

Project mismanagement on the part of one of the parties

External forces beyond the control of any of the parties 

The conflict becomes exacerbated when issues go unresolved .  Once this happens, there is no more 

effective teamwork.

Lack of communication among the parties further exacerbates the conflict, silos get built, lawyers 

get called.   

Premise
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Establishing a formal communication process that serves both to align the parties and foster 

communication will significantly decrease the amount of internal conflict among the parties.

Hypothesis: 
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Develop educational primers and project templates for team members to use at contract 

negotiations, outset of a construction, during a construction project, and as a post project 

evaluation.

Cogence Branded ŘCarries the inference that the perspective fairly balances the interests of all 

the parties.   

Establishes a formalized process throughout the entire project timeline

Proposal 
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Recognize that the perspective 

of Project Risks vary among the 

various team members

Our takeaways

Å Divergence on contracts

Å Communication is at the top 

A Brief Step Back 
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Owner focused 

Recognizes potential knowledge/experience gap

Dwok`hmr d`bg o`qsxŝr qhfgsr `mc  qdronmrhahkhshdr 

throughout the project

AIA A201 serves as the foundation

Fairly negotiated terms (risk)

Insurable

Understood By All Team Members

Recognizes the three party/two contract

Vqhssdm hm Dmfkhrg+ mns ŚConstructionese ś 

Owners

Architects

EngineersConstruction 
Managers

Trade 
Contractors

Allied 
Professionals

Balanced Voice

The Cogence Primer on the Construction Process
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Fosters communication about risk and 

risk management, especially at the 

contract negotiation phase.  

Do not need IPD to have early team 

involvement / commitment 

The Cogence Primer on the Construction Process
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Cogence Project Templates for the 
Construction Process

Creates a framework for TEAM project 

management.

Allows Owner to customize to their priorities  

Establishes post project evaluation criteria

Establishes a Formal Communication Process 

`ants oqnbdrrŒ-adxnmc sgd vddjkx cdrhfm 

and construction process 

Owners

Architects

EngineersConstruction 
Managers

Trade 
Contractors

Allied 
Professionals

Balanced Voice
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A good program is a framework for 

design, but also serves as criteria

for evaluating success

Snnk9 GNJ annj Śoqnakdl rddjhmfś (available on Amazon)

4 Considerations
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Define success criteria (see pie chart)

ŚQd`khrshb Dwodbs`shnmrś

When possible, make it visual

Include Qualitative as well as 

Quantitative Goals

Document before moving forward

ŚSd`l Bnmrdmrtr.@khfmldmsś

Speak in understandable terms
http://www.aiaetn.org/find -an-architect/design -to-construction/

http://www.areforum.org/up/Construction%20Documents%20an

d%20Services/D200.pdf

Criteria

Quality Quantity

Time

$

Mnsd9 fdmdq`kkx `bbdos`akd sdqlr dwhrs vhsgnts hmctrsqx ah`r+ cnmŝs qdhmudms sgd vgddk+ itrs `fqdd `mc ad bnmrhrsdms 

http://www.aiaetn.org/find-an-architect/design-to-construction/
http://www.areforum.org/up/Construction%20Documents%20and%20Services/D200.pdf
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Tool: A3
Issue Name

Date 

Champion

Decision Maker

System

Guidelines

Codes

Discussion

Criteria

Decision

Action
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Tool: Responsibility Matrix

@c`os`akd sn d`bg oqnidbsŝr 

specific criteria, staffing, etc. 

Separate Matrix for each 

Phase

General Items

Project Accounting

Meeting Minutes & Agendas

Design Development Phase

Construction Documents Phase

Construction

Project Close -Out 

Owner Move In
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Summary

Vd adkhdud sgdrd snnkr l`jd oqnidbsr rtbbdrretk adb`trdŒŒ

Early team involvement gets better and more diverse thinking at 

sgd s`akd d`qkxŒŒfn rknv sn fn e`rs

Education and engagement for team expectation alignment

Documentation for clarity, consensus building, and risk reduction

Formalizes Communication 
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Topic:
COLOCATION

Authors: Jonathan Wilch, Lori Bongiorno, 
Brian Smith, Steve Hermiller
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Definition of the Colocation tool & Why

Co-location is lean construction technique which is intended to improve 

collaboration through greater team integration by physically bringing 

together designers, builders, users and owner together to work in a single 

location, generally on -site or within close proximity of the project site.

Produce a flowchart to help an owner determine if Colocation is 

appropriate for a project.  

Premise Statement: Colocation is not appropriate for every project, 

however, this tool will help Owners decide when Colocation is crucial for a 

successful project based on key metrics.
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What are the benefits of Colocation?

Encourages collaboration

Facilitates open communication

Speeds up processes and approvals

Builds teamwork

Allows owner to understand process and project more quickly

Creates a sense of ownership for the project when everyone is 
working together closely

Facilitates an open book process

Reduces change orders

Creates an understanding of other disciplines
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What are the pitfalls of Colocation?

Cost

Too many conversations/distractions

Inefficiency of not being in your own space & having the right 
tools 

Has to be an effective work space - professional environment

Being detached from your own organization - can't collaborate with 
the rest of the team as effectively (spec writers, etc).

A new setting and new working environment requires a new 
process.

Requires every team members buy -in
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Considerations for appropriateness of Colocation

Project schedule

Project size & complexity

High speed internet availability

Space availability

Cost benefit analysis

Qdpthqdr bdqs`hm sd`l ldladqr o`qshbho`shnm 'Nvmdq nq Nvmdqŝr 
Rep, Design Team, CM, Certain Trades)
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Other tools to facilitate better communication & 
collaboration

Lean Process Mindset/Approach

Effective and In -depth project kickoff

Colocation full -time or at key points in the schedule (i.e. user 
meetings during design, shop drawing review, construction)

Software to promote collaboration

Video meetings
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PUSH PULL PLANNING
Authors: Nick McCullough, Rick Allen, Jay Sharp, 

Will Vranich, Tom Garske, and Angela Kolosky
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WHAT IS PUSH PULL PLANNING?

A tool by which team members can determine the process in which to 

achieve their goal and identify pain points or critical path items for a 

project

Team members establish a deadline and work backwards to ensure 

path and milestones align, during this process the deadline might 

PUSH or PULL
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This tool is believed to make a project successful becauseŏ

1. Push Pull plans act as an algorithm ŕidentifying the step by step process

2. It allows team members to develop a strategic plan for the process 

Å We do strategic planning in other areas of our business, why not on projects?

3. By including stakeholders EARLY, we can build ownership of the process and 

project

4. It builds TRUST and EMPATHY within the team by doing it TOGETHER

PREMISE
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PUSH PULL PLANNING


