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Cogence (Latin)

“To drive together” or “Thinking that is well organized”

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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Member, Executive Committee, 
Brennan Manna Diamond

CHAIR, PROGRAMS
Carter Edman

Manager, Architecture & Site 
Development, City of Cleveland

CHAIR, EMERGING LEADERS
Jennifer Storey

Principal, Stantec, Architecture

PRESIDENT
Tadhg O’Crowley

Design-Build Manager, 
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SECRETARY
Cynthia Leitson
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Supply Management, Tri-C

VICE PRESIDENT
Bryan Wahl

Senior Associate, 
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Armando Francisco

Senior Vice President, Operations, 
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How Can 
You Help 

COGENCE?

Serve on a Committee

Participate in Developing a Round Table Event

Become a Mentor for our Emerging Leaders

Share Your Voice

Promote COGENCE
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tocrowley@brewer-garrett.com
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(INSERT SLIDE ABOUT A3 HERE)



Inspire. Educate. Unite.

2021 Theme: INFLECTION POINTS – The Moments that 
Define a Project

March 24: Project Kick-Off

May 26: GMP / Design Sign-Off

July 28: Start of Construction

September 22: Changes in the Work

November 11: Post-Occupancy Review



Inspire. Educate. Unite.

Agenda

President’s Introduction

Program Introduction & Survey Results

Presentation 1: Sean McDermott

Presentation 2: Brenden Shea

Breakout

Breakout Results, Summary, and Takeaway

+/Delta
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Project Kick-Off

24 March 2021
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A team that understands the project scope and timeline

All stakeholders on the same page

Confidence and trust is established between the owner and the project team

Project expectations are set

Clear direction

Understand communication flow

Happiness
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The value that subcontractors bring to the discussion

Differences in scope/schedule/budget goals

Team members being honest about their strengths/weaknesses

Contractor changes sequences to accommodate other trades

Owner’s goals that were not stated in the RFP

Changes that have occurred since the RFP

That stakeholders did not understand design and construction stages/process
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Hadn’t thought of having outside facilitator

Prefer to have owner control process

Typically the only projects that have an outside facilitator is an IPD type project. Most of the time it is a PM or 

Project exec that leads the discussion. 

That would overly formalize the event

Its project management 101. If our team can't host a kickoff, I would worry about the future of the project 

Cost to project, owners typically don't typically want to go to that expense. 
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Sean McDermott
Chief Planning and Design Officer

Cleveland Metroparks
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The Kick Off 
Before

The Kick Off
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The Kick Off Before The Kick Off
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The Kick Off Before The Kick Off
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The Kick Off Before The Kick Off

Building a Process
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The Kick Off Before The Kick Off

Build a Process          Project Kick Off         Project Success
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Brenden Shea
Vice President of Project Management

Signet Real Estate Group
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Look to your left and right, you’ve made it to the 
starting line…

Project Kickoff Event
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Purpose Project CEO Responsibility

• Mission setting

• Owner = Project CEO

• Vision

• Proper resource allocation of 
people and capital

• Build a positive culture

• Make good decisions

• Oversee and deliver on 
performance expectations

Framework
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Vision
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Marathon, not a sprint

No better time than now

Refueling

Don’t cram

Build a Positive Project Culture
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Feedback Loop Project Team Norms

• Decision making

• Communication

• Behavioral / day to day

• Conflict resolution

Build a Positive Project Culture
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• Bring proposed solutions not just problems.

• Decision Making

• No revisiting made decisions unless new and relevant information surfaces and communicate the impact of those 
decisions. 

• Resolve conflict and make decisions at the appropriate level closest to the problem.  

• Have a decision making plan and impact analysis for the project for the various tiers of approval . Have the 
ultimate decision maker brought into the decision.

• Transparency and Accountability.  Avoid finger pointing, if you make a mistake, own 
it, work with team to solve the problem vs. punishing. 

• Be clear about expectations. Check for understanding.

• Create an effective team communication plan. 

• Follow-up to non-written communication/decisions with documentation. 

• Use concise bullet points to summarize meetings and discussions for documentation purposes. 

Team Norms example
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• Enjoy the journey but remain focused on the destination. 
Have fun but remember we have a job to do. 

• Bring forth the culture of caring and engagement.

• Enhance collective safety culture.  Start meetings with a 
safety tip to think about things that might prevent an 
injury. 

• Assume goodwill between team members, use positive 
humor, leave your ego at the door, and use constructive 
honesty. 

• Team respect.

Team Values example
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• Owner invested in the process

• Every team member believes 
in the process

• Environment is open to new 
ideas

• Check “can’t dos” at the door 
(yes, if we…)

• Check “egos” at the door

• Develop team communication 
process

Collaborative Mindset
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Lessons Learned New Innovations

• Continuous improvement • Better than the last project

Be Innovative
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Inertia

It’s incredible what can happen when you stop driving with the 
emergency brake on

- Tim Ferriss
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• What would be most beneficial to get out of a kick-off?

• What are some important questions that seem to get left 
out of kick-off discussions?

• Should the kick-off be led by a third-party facilitator?

• When should a kick-off occur?

• What expectations do you set to prepare for a kick-off?

Breakout Sessions
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• What expectations do you set to prepare for a kick-off?

Who? Organizations and roles

When?

Methods of delivery for project

What type of culture?

Engagement

Lines of communication

How many of these meetings?

What information can we share?

Expectations from each team member

Maintenance of take-aways

Group 1 - Reporter : Doug Myers
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• What would be most beneficial to get out of a kick-off?
• Learn Potential Challenges and try to plan and avoid being blind sided

• Get together and talk about things to get solutions

• Meet all the team members including subcontractors and create collaborative environments.

• Establish expectations of the Owner and team members - Feel part of the Team

• Establish set points to follow through with collaboration

• Bring up lessons learned of Owner or design team to learn about facilities and potential 
issues

• Establish a protocol to address issues when they arise in order to keep a collaborative team. 

• Sharing the real meat of the budget - Honest conversations upfront on the budget

• A true Team integration - no Us vs Them

• Level of understanding of what looking and Owner limitations 

• Definition of  Success

Group 2 Reporter:Shariq Ali
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• What are some important questions that seem to get left 
out of kick-off discussions?

- What does success look like

- What are the biggest risks (to all parties) and to the project

- Who is not represented at the meeting

- What critical parties need to be brought in early

- What is the process of decision making

- Determine communication channels and protocols 

Group 3 – Reporter: Aaron Lobas
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Should the kick-off be led by a third-party facilitator?

• Design Kick-off vs. Construction Kick-off

- Kick-off needs to be defined.  Teaming vs. instructions to 
team.

• 3rd party service facilitates kick-off and then can be “on-
call” if needed afterward.  Where used, facilitator was a 
separate billable service.

• In a lot of our project experience, design and construction 
kick-off are at same time.

• This group had many different experiences regarding kick-
offs...every project dictates different approaches.

Group 4 – Reporter: Arne Goldman



Inspire. Educate. Unite.

When should a kick-off occur?
• Multiple kick-offs (what type of deliverable)

• Kick off depending on the phase of the project.  Early on with Users

• Key component of the team is on-boarded 

• Kick-off to develop onboarding process for new team members including videos

• As an owner understand key player relationships in a kick-off meeting. 

• Video kick-off meeting for later use as a way to not lose energy

Group 5 -Reporter: Jeff Cerveny
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Report out the Breakout Session Results
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1: Be as inclusive as possible

2: Have clear goals & objectives

3: Consider what might go unspoken or assumed

4: Focus on developing your process & culture first

5: Establish team norms

Take-aways
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6: Establish lines of communication

7: Map out the work (flowchart or other tool)

8: Be honest about scope, budget, and driving goals

9: Identify the right time for the kick-off

10: Set expectations before the kick-off

Take-aways
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Plus (+) Delta (-)

Plus / Delta

Good job Bonnie!
Good time management
Good blend of partners and EL
Discussion leaders
Fish joke
Guests were thankful for 
being part of event

More time needed in breakout 
rooms
Miss the networking/catch-up 
opportunities of in-person 
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Next Program

26 May 2021

Bring a Guest

GMP / Design Sign-Off


