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HOW CAN WE 
DRIVE 
OPERATIONAL 
EXCELLENCE 
THROUGH 
ENGINEERING IN 
THE PROJECT 
DELIVERY 
PROCESS?



RESILIENT PROJECT DELIVERY SYSTEMS

Key considerations:

• Consistency is key. 

• Standardization drives resiliency, flexibility and scalability.

• Tools and work processes must be right-sized but never ignored.

• Projects should never be delivered in a silo - need to fully integrate 
cross-functionally

• There is one common goal for everybody. Each function owns sub elements, 
but they all tie to the same overarching goal.
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PHASE 1
INITIATION
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Conceptual Design

PHASE 2
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Planning and Preliminary
Engineering

PHASE 4
CLOSEOUT

Project Closeout
& Evaluation

PHASE 3
EXECUTION

Commissioning 
& Training

Final Design & 
Construction

Qualification 
& Verification

Standard Project Delivery Process

ALIGNMENT
TO PROCEED 

WITH PROJECT 
DEFINITION

ALIGNMENT TO 
PROCEED WITH 

EXECUTION

PROJECT 
ACCEPTANCE

START UP

STEP 1 - USE A STANDARD FRAMEWORK
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• Understand what is the 
business need / 
opportunity 🡪 develop 
preliminary business 
case

• Drive clarity and 
alignment on scope 
definition with 
stakeholders

• High-level milestone 
schedule

• Rough order of 
magnitude cost 
estimate

• Detailed scope 
definition

• Detailed Milestone 
Schedule

• Appropriation Grade 
cost estimate 

• Approved business 
case

• Complete Preliminary 
Engineering: 
preliminary facility / 
process design.

• Full process definition 
• Full equipment requirements
• Detailed Engineering
• Manufacturing Readiness 

Execution
• huMan, Machine, Methods, 

Materials
• Equipment Procurement
• Construction execution 
• Start-up execution

• Commissioning
• Qualification
• Verification

• Verify 
project 
met 
committed 
objectives 
/ success 
criteria.
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PROJECT DELIVERY FRAMEWORK: BALANCE RIGOR WITH 
AGILITY
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• Every project is unique
• Utilize Project Delivery toolkit 
to fit your project needs

• Process is scalable to 
fit every size project

• Define “must use tools” and 
right size the overall toolkit as 
appropriate

• Do not fall into the “pencil 
whipping” trap



DRIVING THE RIGHT CULTURE
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• Collaboration with all stakeholders is 
critical

• Communication and transparency are 
paramount

• Early manufacturing involvement and 
strong partnership with all stakeholder 
functions are essential.

Delivering a project 
with excellence in 
not just about the 

technical 
execution… how 

the work is 
executed is as 

important as the 
work itself:
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The Project Delivery 
Process is NOT extra work 

that happens around 
delivering a project….

The Project Delivery 
Process is NOT a checklist 

that I fill to get money 
approved and than I file it 

away…

The Project Delivery 
Process IS the work that we 
need to do to successfully 

deliver a project.
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PHASE 1
INITIATION

Feasibility Assessment and 
Conceptual Design

Initiation phase is critical to set the project up for success

• Understand what is the 
business need / 
opportunity 🡪 develop 
preliminary business 
case

• Drive clarity and 
alignment on scope 
definition with 
stakeholders

• High-level milestone 
schedule

• Rough order of 
magnitude cost 
estimate

Why are we doing this project?

� Financial success drivers
� Cost drivers
� Value added scope
� How will we measure success?
� Operational performance needs
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Definition phase: “the devil is in the details”

Project Scope

� Must be in writing – not negotiable
� Consider all aspects of project: product, 

packaging, materials, equipment, facility, 
utilities, IT/OT, Operational requirements

� Conduct EHS and FSQA risk 
assessments that feed into scope 
definition

� Full clarity on success criteria
� Plan for “Zero loss delivery”: Vertical 

Start Up mindset
� Consider operational requirements, not 

just equipment specs.

PHASE 2
DEFINITION

Planning and Preliminary
Engineering

• Detailed scope 
definition

• Detailed Milestone 
Schedule

• Appropriation Grade 
cost estimate 

• Approved business 
case

• Complete Preliminary 
Engineering: 
preliminary facility / 
process design.



EXECUTION DISCIPLINE: SCOPE MANAGEMENT
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• Never forget what is the project objective and success 
criteria

• Have a strong project change management process in place
• Control scope creep!

• Always gauge any change request vs. the documented project 
success criteria: 

• Is this change necessary to deliver the project success criteria?
• It is ok to add “value added” scope as long as the project financials can 

support it, but need to have a clear process to get stakeholder 
approval if the scope will change vs initial intent



EARLY SCOPE ALIGNMENT IS KEY TO EFFICIENT, 
LOW-COST EXECUTION
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PHASE 1
INITIATION
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Conceptual Design
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PHASE 4
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Project Closeout
& Evaluation

PHASE 3
EXECUTION

Commissioning 
& Training

Final Design & 
Construction

Qualification 
& Verification

START UP

Expenditures
Ability to 
Influence Outcomes



EXECUTION DISCIPLINE: ACCOUNTABILITY MECHANISMS
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• Weekly status reporting: project 
dashboard / scorecard to all key 
stakeholders

• Proactive vs reactive 
communication

• Report out issues when they are 
still actionable

• Create a culture where it is not 
only acceptable but encouraged to 
report developing issues



PROCESS & FACILITY DESIGN: ENABLE LONG-TERM BUSINESS 
STRATEGIES
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• Projects in manufacturing are a “long game” – plan and 
execute accordingly

• Have a clear master plan for the facility
• Do not “paint yourself into a corner” 🡪 design for future state, 
create a clear vision of what the future will be, break down end 
state into phases

• Current project funds “phase 1”, but design-in enablers to get 
to end-state phase

• Real estate
• Utilities
• Layout



PROCESS / 
LAYOUT DESIGN 
EXAMPLES: 
DESIGNING FOR 
FUTURE 
GROWTH
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NEW UTILITY ROOM PLANT EXPANSION: BEFORE VS AFTER
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New
Mechanical 

room
New

Water cook 
line

Future expansion – not 
included in base project 
but space was created
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Execution phase: delivering with excellence

• Manufacturing Readiness: Key 
collaboration across the entire 

cross-functional team
• Aim to deliver Vertical Start Up: be 

willing to invest in being ready – it is 
not free, but it is more expensive 

not to invest in being ready

PHASE 3
EXECUTION

Commissioning 
& Training

Final Design & 
Construction

Qualification 
& Verification

START UP

• Full process definition 
• Full equipment requirements
• Detailed Engineering
• Manufacturing Readiness 

Execution
• huMan, Machine, Methods, 

Materials
• Equipment Procurement
• Construction execution 
• Start-up execution

• Commissioning
• Qualification
• Verification



PROJECT START UP PLANNING
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Start Up Losses= Less cases
out the door = increased

Start up costs

We can eliminate start up losses by implementing a rigorous 
Project Start Up Management process.

Construction and 
commissioning 

period

‘Construction, 
Commissioning

Qualifi
cation

Zero Loss 
Start Up 

Curve

Target
Efficiency / 

Throughput

Time

OEE

Start Up Prep period

“Typical” 
Startup



START UP MANAGEMENT FRAMEWORK
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Successful Delivery requires a strong cross-functional partnership with clear accountability and phase 
ownership.

Each support functions need to own their functional deliverables within each dimension (QA, R&D, 
EH&S, Maintenance, HR, etc…) but there needs to be a Single Point “Orchestra Director” making sure 

everything and everyone are working together as needed to deliver the project success criteria.

4M Ownership Model:

EquipMent + People/huMan + Materials + Plant Systems/Methods)

Engineering:
Project 

Manager
Lead Engineer

Manufacturing:
Start Up Leader

Operations 
Manager

Strong end-to-end 
partnership



PROJECT DELIVERY SYSTEMS

Key take aways:

• Consistency is key. 

• Standardization drives resiliency, flexibility and scalability.

• Tools and work processes must be right-sized but never ignored.

• Projects should never be delivered in a silo - need to fully integrate 
cross-functionally

• There is one common goal for everybody. Each function owns sub elements, 
but they all tie to the same overarching goal.



THANK YOU
Fernando Garcia Vidal

901-573-5420

fernando.vidal@monogramfoods.com

linkedin.com/in/f-a-garcia-vidal
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