
The project delivery method is the tool that brings order to the 
chaos of construction. Improper selection can lead to project failure.  

What project delivery method is best for your project? This is a 
particularly important question. It requires an owner to understand 
the pros and cons of each method. 

Owner sophistication and construction experience levels vary 
widely. Some owners build numerous projects and have a dedicated 
team of construction, design, and facilities management staff to 
work on their projects. These owners may have strategic plans and 
capital budgets to help inform and direct their activities. 

Some owners may only be involved in the construction of a new 
building or facility every several years and do not have the internal 
resources to plan, design, construct and administer a construction 
project. These owners will need to select a project delivery 
method which brings specialized external talent to the project 
management team.

Different owners may have their own reasons for favoring a 
particular project delivery method – but of the four predominant 
methods, is there one that’s best?

This tool illustrates the complexities inherent in design and 
construction and ties the different delivery methods to the project 
risk factors most prevalent for that method.  Awareness of risk can 
help project teams develop mitigation strategies to help ensure 
project success.”

Cogence meaning
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.

In June 2023, the Central Ohio Chapter 
launched a series of roundtables 
beginning with a general overview of 
the four predominant project delivery 
methods. This discussion set the stage 
for a 4-part series of roundtables. 

At each meeting, one of the four 
predominant project delivery methods 
was presented by an owner partial to a 
specific method.  Participants explored 
the risks to consider when a project 
is delivered using each method and 
strategies to mitigate them.

Cogence Central Ohio Chapter partners 
worked together as a group, and 
through surveys, to contextualize the 
remarkable insights and commentary 
gained throughout this series of 
roundtables.  

PROJECT DELIVERY METHODS 
Potential Risks & 
Mitigation Strategies

HOW THIS GUIDE 
WAS GENERATED

Cogence Alliance chapters hold bi-
monthly roundtables for Partners 
(or members) to engage in open 
conversations about topics that are 
critical to project success, such as 
project delivery innovations and proven 
best practices.
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PART 1  |  exploring the risks to consider when a project is delivered using the Construction Manager at Risk (CMR) method and strategies to mitigate them.

Determine when the GMP is issued.  Evaluate what information is missing from the documents when the GMP is issued.
Align competing priorities to common goals amongst the team.
Manage misaligned phase deliverables across all disciplines.
Get the right experts at the table and commit to having decision makers at the meetings.
Identify and collaborate to minimize the impact of factors beyond the control of the team (external factors / lead times).
Establish appropriate design contingencies as part of the GMP.  Set appropriate contingency based on stage of document completion.
Identify and communicate when changes occur; work as a team to set a pathway forward.
Define pre-construction expectations for all team members.
Manage budget appropriately for multiple GMPs so that final phases can be completed.
Finalize GMP clarifications, assumptions and exclusions as a team.

PART 2  |  exploring the risks to consider when a project is delivered using the Design-Build (D-B) method and strategies to mitigate them.

Utilize when level of project complexity allows for digesting scope and design criteria within a short window of time.
Develop consensus with the team for the level of development of the criteria documents. Work through real changes to the scope with the Owner.
Recognize that Design-Build delivery is often selected when a shortened schedule is desired.
Define rules for use of contingencies and allowances in the Contract.
Manage lead time challenges because of expected shortened schedule.
Utilize when level of project complexity allows for the AOR to be contracted directly with the contractor instead of the owner.
Establish clear responsibilities to avoid conflict between the criteria architect and AOR.
Owner & Criteria Architect to define the appropriate level of development of the criteria documents to allow for clean handoff to the D-B team.  
The Design-Build team shall understand the amount of work to continue document development through CDs.
Owner to communicate proscriptive elements to the Criteria Architect for inclusion in their deliverable.
Recognize that this delivery method requires that the Owner sets expectations for Criteria AE and/or Design-Build team.  
This method is less prescribed than others and the owner is the guide.
Owner to consider Design-Build experience when selecting the DB team.
Set clear expectations around quality and alignment with costs.

PART 3  |  exploring the risks to consider when a project is delivered using the Design-Bid-Build (D-B-B) method and strategies to mitigate them.

Understand that this delivery method is more linear. The design and construction teams work independently.

Conduct scope reviews prior to contract to identify any missed scope/cost. Follow established bidding rules to mitigate litigation risk.

On State contract work, the disincentive to doing poorly on projects is removed since qualifications are not part of a future selection process.
Recognize Owner’s risk around change orders and scope creep.
Owner must recognize that they will carry the only contingency and must establish appropriately.
Owner to recognize the lack of cost transparency without open book construction pricing.

Recognize that this delivery method precludes early purchasing of long lead-time items.

Identify potential pool of bidders when selecting this method.

Without collaboration between design team and contractor, there can be a lack of sharing in resolutions to issues.
Owner assumes responsibility for evaluating completeness of documents at time of bid.  Design Team needs to communicate if more time is 
needed to complete documents.
Include a qualified cost estimator as part of the design team to ensure successful bid.
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Different owners may have their own reasons for favoring a particular project delivery method. 
Between the four predominant methods, is there one that’s best?  

In this Risk Series, we explore the risks to consider for each project delivery method and strategies to mitigate them. These risks, indicated by the 
colored boxes in the chart, were identified during the Congence Central Chapter roundtable series “Six Degrees of Design and Construction Risk”. 

PREDOMINANT 
PROJECT DELIVERY METHODS

CONSTRUCTION MANAGER AT RISK (CMR)
A contractor is hired through a best value selection 
process during the design phase. The owner’s criteria and 
full design is documented by a separate A/E. The CMR 
provides a guaranteed maximum price prior to bidding.  
The CMR bids to prequalified subcontractors and holds all 
subcontracts for construction. 

DESIGN-BUILD (DB)
A single entity is hired through a best value selection 
process to deliver a complete project. The owner’s criteria 
and design intent is documented by a separate criteria 
architect. The design is completed by the DB entity and a 
guaranteed maximum price is provided prior to bidding.  
The DB entity bids to prequalified subcontractors and 
holds all subcontracts for construction.  

DESIGN-BID-BUILD (DBB)
Traditional approach in which the owner hires an A/E 
to fully document the project criteria and design prior 
to bidding. Multiple packages are separately bid and 
awarded to the lowest responsive and responsible prime 
contractors. The owner holds all prime contracts and is 
responsible for coordination during construction.

INTEGRATED PROJECT DELIVERY (IPD)
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 
optimize project results, increase value to the owner, 
reduce waste, and maximize efficiency through all phases 
of design, fabrication, and construction. IPD principles 
can be applied to a variety of contractual arrangements 
and IPD teams can include members well beyond the 
basic triad of owner, architect, and contractor. In all cases, 
integrated projects are uniquely distinguished by highly 
effective collaboration among the owner, the prime 
designer, and the prime constructor, commencing at early 
design and continuing through to project handover.

This guide summarizes the challenges 
and risks of each of the four predominant 
delivery methods, along with strategies to 
overcome them.  
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VS. COLLABORATION 
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Value Engineering

Target Value 
Delivery

Contingency 
Spending

RFI’s / $ Million

PCO’s / Budget

-1.28% Net Loss

2.9% Savings

94.3% Usage

12.3% Usage

$10.7M Issued

$3.7M Issued

15.4% Issued

3% Issued

PART 4  |  Integrated Project Delivery (IPD)

IPD is a project delivery method that 
uses an Integrated Form of Agreement 
signed by the Owner, Lead Designer, 
Lead Builder and partners.

•	Pooled Risk and Reward
•	Shared desire to work together
•	Early partner selection
•	Colocation throughout
•	Target value design

Why use IPD?

HOW TO GET INVOLVED
OWNERS

ARCHITECTS

ENGINEERS

AFFILIATES

CONSTRUCTION MANAGERS

TRADES

•	 IPD Delivery or use CMR Delivery 
(State Contracts)

•	 Owner’s leadership sets the table
•	 Invest in up-front planning and 

preconstruction
•	 Lead the development of a 

Collaborate on Agreement

•	 Foster a project culture that 
exceeds company identities

•	 Develop the procurement 
documents that establish 
expectations

•	 Select based on ability to team 
successfully

•	 Train our industry partners

•	 Understand how this affects your 
fee and workflow

•	 Create the mindset of the IPD 
process - collaboration 

•	 Foster a project culture that 
exceeds company identities

•	 Manage the ebb/flow of staffing
•	 Manage consultant discipline 

engagement
•	 Train the team in understanding 

the process

•	 Get involved earlier in projects
•	 Understand how this affects your 

fee and workflow
•	 Foster a project culture that 

exceeds company identities
•	 Leverage peer-peer collaboration

•	 Bring the right team members to 
the meetings

•	 Be present in all the conversations
•	 Help define phased deliverables 

that align with workflow

•	 In order to not increase risk to any 
party, develop contract language 
that appropriately protects while 
meeting the value proposition of 
this delivery

•	 Early involvement with the affiliate 
to craft goals and define level of 
transparency

•	 Foster a project culture that 
exceeds company identities

•	 Due diligence to help Owners 
identify the right partners

•	 Engage the trade community to 
understand the value proposition

•	 Expand Design-Assist partners on 
team

•	 Expand pre-construction services/
resources

•	 Defining the trade team earlier
•	 Training subs to get away from 

“bidding” and move towards 
“estimating”

•	 Foster a project culture that 
exceeds company identities

•	 Foster a project culture that 
exceeds company identities

•	 Work with CMs to identify valuable 
opportunities for Design-Assist

•	 Understand level of input expected 
and structure DA fees accordingly.

•	 Be clear in sharing your scope of 
work limitations when working 
with the whole team

•	 Engage with the team. Illustrate 
your value as a participant in 
decision-making

•	 Use knowledge of industry means 
and methods to help provide 
design options.

•	 Secure pricing early with 
manufacturers/suppliers

•	 Identify constructability issues 
and opportunities for offsite 
prefabrication

•	 Identify lead time procurement 
challenges early

•	 Provide feedback/insight on labor 
market

Thoughtful understanding of the project and the different delivery methods will help you pair the goals and 
constraints of the project with the most appropriate project delivery method, in order to minimize the risk.

Note: Above metrics provided by Barton Malow. May not be typical.


