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CANADIAN STATISTICS
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Census 
Subdivisions 
across Canada5,162 

municipalities or equivalents 
(avg. 8,319 residents)4,182 
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(avg. 378 residents)980 
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Only in BC, there are 65 projects 
from municipalities and First 
Nations across BC, worth over 
$10 billion, as of December 
2016.

Projects65$180B
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EXECUTIVE SUMMARY
During 2017, Canada celebrates its 150th anniversary - an 
important milestone that marks the maturity of a country that has 
accomplished so much since its confederation, both nationally and 
internationally. Despite all the accomplishments, Canada still faces 
numerous internal social and economic challenges; social 
inequalities and poor inclusion of aboriginal communities in the 

housing in some regions, aging infrastructure across the country 
and a lack of basic infrastructure in remote communities, 

Government has acknowledged these challenges and in the 2017 
Federal Budget has “put their money where their mouth is", and 
allocated funds to close the gap on many of these fronts.

groups across Canada are gearing up to request public funding to 
develop infrastructure and community projects to cover some of 

in-the-works projects from local communities in early stages of 
public funding requests, or project development phases. It is 
therefore critical for these small communities across Canada to 
understand the public funding landscape and “what it takes for 
bureaucrats to award project funding”, and to ensure no surprises 
happen during project development.

Over the last 15+ years, I have been personally involved in 
numerous projects from the supply end of the table all around 
North America, Europe, Middle East and Africa. I negotiated with 
project owners, or their representatives, countless times. I have 
witnessed them struggle to understand the complexities of their 
own projects, and fail to address critical areas that ended up 
causing major delays, cost overruns or reputational damage.

ownership was unable to raise the necessary awareness, engage 
critical stakeholders, or gain their support. In other cases, the funding 
never came and the project ended up being a nice business case in 
someone's drawer.

Often, large communities (municipalities and First Nations) enjoy 

owner's representative to guide them through the development of 
large undertakings. In smaller communities, this is rarely the case. 
CAO’s in small and mid-size municipalities struggle to manage large 
projects in-house, and are either managed by the Engineering 
Department, or through external consultants. 

know-how regarding the necessary elements of project funding and 
development to ensure a higher chance of success; it is by no means 
a replacement for expert advice which anyone looking to develop a 

a guidebook like this is no easy task, since each project is unique. For 
the sake of simplicity, many particularities of large projects have 
been intentionally left out, while focusing on the most absolutely 

project, this book provides a simple checklist to identify the potential 

for a non-technical audience, this guidebook is written in an 
easy-to-read and non-technical manner to help the reader quickly 
understand complex aspects of project development.

guidance on your next project.

4HyunKuk Kim. Yellowknife, Canada



WHY NOW?
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PROJECTS IN SMALL COMMUNITIES
When you read the newspaper, the business 

infrastructure projects funded by Governments, 

undertakings typically involve a number of 

construction of such developments. it's 
complex, even daunting! 

We tend to forget that the vast majority of the 
number of projects across the country are those 
undertaken by small and mid-sized 

attract the attention of the evening news, nor 
do they take up the front pages of newspapers 

but a deep knowledge of the local challenges. 

very same reason, the process to apply for 
grants and government funds is more 
competitive. Moreover, if funding is received, a 
successful project opens the door to future 
funding. On the other hand, if it runs into 
trouble, it may hinder the ability of the 
community to obtain future help.

many, but they tend to fall into two camps; 
achieve the necessary funding, and being able 
to execute the project on time, and on budget. 

and local programs to which apply for. But in 

these projects and develop the initial studies, 
concept papers, etc. Remember, money is tight 
in these communities, so where do you get the 

projects, in order to be successful achieving 
capital and operational funding?

execute the necessary studies, and the project 
itself? How to structure a project? Or how to 
write the procurement contracts to protect the 
proponent? Multi-million dollar projects are 
developed once per decade or less, so the city 
hall, or the Band, do not typically have their own 
in-house expertise and resources necessary to 
tackle such an undertaking. Even small projects 

challenges to face, but my belief is that by 
sharing critical information, we can support 
small and remote communities in learning the 
basics to develop their own projects more 

6Parliament Hill, Ottawa, Canada



A 30,000 FOOT VIEW

guidebook, the focus will be on the initial three steps to get your 

provide guidance on best practices to follow to execute the 
project.

Given the limited available funds to organizations, it is critical to determine 

selected, determining what the best approach to solving a local problem is, will 

the necessary steps to get there, and allow the potential funder to have 
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Award
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SIX CRITICAL 
ELEMENTS

Funding

Stakeholders

Governance

Procurement

Costing

Controls

Most project owners face similar challenges, and 
share similar pain points on their projects. 
Although every project and every owner is 

Pain points of project owners could be categorized 
into two camps:

ones that should be mitigated as much as possible. 

caught unaware of a critical piece.

listed here, but we will focus on the critical ones 
that will ultimately tend to make or break projects.

8

to know”, and

that we don’t know”, aka, blind spots.



FUNDING

resources to undertake large infrastructure or community 
projects by themselves, they tend to turn to public funding to 

 Funding the initial phases of any project are always the most 
challenging. It’s a classic catch 22; you’ll need to demonstrate the 
need, and the ability to execute, but to do that you need some money 
to develop the necessary studies or reports. Without these, no 
government or entity will fund such a project. So what gives?

stakeholders such as City Hall, local Chamber of Commerce, RCMP, Port Authority, Health Authority, NPOs, ENGOs, etc. If the scope of 
the issue is regional, work with regional stakeholders to get them on board early in the process. Next step should be to create a 
formal Project Committee, and start collecting the necessary funds to develop an initial concept study (see Item 4 below), or if already 
available, a more detailed feasibility study to present to potential funders and regional partners.

Rally your community

relations strategy is critical to present your project to any government.

Understand the government

local health or community centre. You will need to engage the community, raise the issues through the media, and create buzz 

requested from an endless list of organizations on a regular basis. You will need to display an ability to “sell” your project not only 
to the Government, but to the general public. Why is this project relevant? Why is it more deserving of funding than others? It is 

Raise awareness, and make your story relevant

9
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STAKEHOLDERS
Successful projects share one thing in common: all 
stakeholders, internal and external, are aligned in pursuit 
of the common vision.

You, as project champion, will need to rally them all, get 
them on your side, and maintain good relationships with 

to address those issues, and put them to rest. It’s not easy, 
but failing to do so will dramatically increase the likelihood 
of project failure.

First, list all key stakeholders on your project - think about 
social groups, business entities, health authorities, 

other NGOs, local mayor, potential private funders, etc. 

project), or external (will be approached for funding, 
support, etc).

(typically done through Letters of Support) - these will go a 
long way to support the funding request later on.

Most if not all internal stakeholders should ultimately 
participate in the future Project Governance Structure (see 

happen to minimize impact. A team member (or several) of 

external stakeholders, Government Entities in particular 
and represent the project in front of media, etc.

a) A Concept Paper, which analyzes the current landscape, services available, and 

b) A Feasibility Study, which goes a step further, detailing the existing gaps in the 
current landscape, lists key stakeholders (internal and external), and makes clear 
recommendations on further steps such as community engagement, funding 

would include also an initial costing for the proposed solution.

c) A Business Plan, a full-sized report which gathers all previous information but 

all stakeholders, procurement process, detailed construction and operational 

entity.

It's important to engage early on with external project management experts (if the 

is critical since typically, funding comes with conditions about its execution.

Now it's time to get ready to make the ask to government. Develop 
a solid government relations strategy to understand the 
Government’s agenda, priorities and timelines. In general terms, 
capital costs would typically be funded by the Federal Government, 
while operational costs by the Province, but for your project this 

Demonstrate the need, and the ability to execute

Make the ask

10
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GOVERNANCE PROCUREMENT
Governance structure is one of the most critical pieces for any 
project. Getting this right or wrong will be key to success or 

First, engage with all the critical stakeholders in the community 

business, culture, community, and environmental groups. Don’t 

“Steering Committee”, sometimes called a Project Committee 
(PC), whose responsibility will be to lead the project, and report 
back to either the Council, or the Chief.

on the critical aspects of the project, and who will be 

(3 or 4 people), will report back to the PC, and ensure actions 
are taken, schedules followed, and that there’s proper 
accountability.

A key element on all projects is the Project Manager (PM). 
He/she is the one person in charge of the execution of the 
Project. It should be a person with the ability to communicate 
with all the project team members and drive the planning, 
execution, monitoring and closing of the project and its 

accountable for all aspects of the project.

be a living document throughout the project, and and its 
importance should not be understated. It is the rulebook of 
“who does what, who reports to whom, and what we’re trying to 
achieve and how, metrics, etc”. Once the Project Manager is in 
place, they should review it and update it accordingly. An 
important piece of the Project Charter will be the Organizational 
Chart. It should be simple and clear. Depending what the 
procurement model looks like, it will vary. In any case, the 

will report to the PC.

Committee will need to make. Ultimately, the decision to select one model 
versus another should lay on the risk appetite of the project owner.

Each procurement model has its pros and cons. In general, a P3 model is 
typically used by municipalities or aboriginal groups to develop large 
infrastructure projects, such as wastewater treatment plants, hospitals, 
etc. D/B are most likely to be used on community projects like a new city 
hall, ice rinks or recreational centres. It all depends on the level of 
complexity of the project and the ability to manage risk.

organizations such as P3 Canada that will be able to help you make an 
informed decision before moving forward. Make sure to seek counsel 

For more in-depth information on procurement practices, please refer to 
the BC Construction Association “Procuring innovation: a review of models, 
processes and practices”, author Brantwood Consulting, 2017. For a 

P3 D/B D/B/B CM@Risk 
Contracts

Multiple 
Prime Contracts

OWNER’S RISK

Most common Procurement Methods

11



COSTING CONTROLS
Costing your project is an important part of determining the 
funding requests, the magnitude of the project and the resources 
that will ultimately be required. Any costing method progresses 
over time and becomes more “real” as you approach the start of 
the design and construction phase. 

Although so far, all the previous elements can be applied to any 
kind of externally-funded Project, we will put our focus on 
construction projects from this point. During the Feasibility and 
Business Plan phases, once the development size (sqf) is 
determined, costing is typically calculated by determining the cost 
per square foot to build a similar facility in your region. City Hall 

of the total cost for such a facility.

similar facilities in nearby regions should be the best approach to 
estimate operating expenses such as wages and salaries, 
maintenance costs, equipment, etc.

the costing for the project. Although too lengthy to explain here, 
it’s important to realize that the overall capital cost for the project 
will be determined primarily by the Procurement model chosen.

In order to ensure the project is developed according to the 
original agreement, and that budget, schedule and design are 
all in accordance with the pursuit of the vision, the Project 
Committee should develop the following sub-committees, 
either formally or informally within the PC in order to keep the 
project on track. Each one of these groups should focus on 

regular basis. Alternatively, a Stakeholder Management 
Committee could also be formed to ensure proper 
communication and coordination happens with key external 
stakeholders and media. Some funding agencies also have 

responsible for this reporting but it should be reviewed and 
approved by the PC.
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Design & Construction

Costing
certainty

Financial 
Committee

Responsible for tracking 

performance of the 
project.

Scheduling 
Committee

Responsible for tracking 
the project progress 
against the original 
project schedule. 

Risk 
Committee

Responsible for determining 
potential project risks and 
developing a risk mitigation 
plan.(*)

Design & 
Construction 
Committee

Responsible for the design 
& construction and 
tracking its progress 
against the original design.

12
* For a more in-depth look at Risk Mitigation Plans, see Page 21.



Build a strong case

foundation of the project. 
Without it, the project will lack 
the necessary support to get 
funded and properly developed.

Understand the landscape
Understand the key players, their 
agenda and interests, and align. 
Failing to do so will potentially leave 
you behind other groups that better 
understand the landscape.

Set clear expectations

misalignment in expectations, 
either from your key stakeholders, 
or your own team. Set it right.

If you’re managing, you’re doing it 
wrong. Let an expert run the 
project, and make sure they're 
accountable to you.

Set them clearly

the reporting structure is in 
place, and proper analysis and 
measurement is done.

No surprises on 
Project Management
Set the necessary governance 
and control structures to avoid 
surprises during project 
development.

Trust and empower your PM
Lacking authority, trust and 
empowerment is a recipe for an 
unsuccessful project manager. 

Have a plan B, Always
All projects can potentially go sideways 
at any point. Have a contingency plan 

of your risk mitigation plan!

A FEW 
GOLDEN RULES
Every project has its unique characteristics. But all share an 
owner willing to go the extra mile to get the project funded, 
and executed properly. Follow these basic rules to avoid 
common missteps.

13

Make it easy for bureaucrats
to say yes to funding
Develop the necessary studies, 
reports and project structure to 
make it easy for decision makers 
to approve your funding.



I FINALLY GOT THE 
CASH. NOW WHAT?

getting the funds), you should hire either an in-house Project Manager (PM), or a 
Project Management Firm (PMF). Either way, they should have experience locally 
in your area in similar projects, to avoid major surprises down the road.

and risk mitigation plan. I know, this might sound like jargon, but it’s important 
to remember that although not all information is ready at this stage, the PM 

meeting should comprise the Project Committee (PC) members and the PM. 
Here the PM should present the PC with a copy of the Project Charter to be 

Shortly thereafter, the PM should present the Project Plan, together with an 
initial detailed budget and schedule with clear milestones. Regular meetings 
(typically every 2 weeks) should be schedule with the PM to get an update on the 

construction company, procurement model, etc.

It is critical that, when selecting a PM or a PMF, the Project Committee hires a 

Hire a Project 
Manager

Develop a 
Project Plan

Project 

Set (and trust) 
the Chain of 

Command
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HELP! I'M IN TROUBLE
most usual concerns expressed by Project Owners during a project:

15 Photo: Reed Angelo. Jasper, Canada

“I have no idea 
where we stand 
on our project.”

Well, this is critical. And common. If you got to this point, trigger your risk mitigation plans and look for help to assess 
the status of your project and what measures can be taken to immediately take control and then correct the course. 

mitigation activities or alternatives. If you lack visibility on your project, it is important to determine whether the 
organizational structure put in place supports clear communication and accountability or does the opposite. Request a 
third party assessment of your Project Organizational Chart, and Project Charter.

“The project is 
draining money, 

and I don't 
know why.”

and make them available to experts to analyze the status of the budget and forecasts to completion. 
Remember, the Procurement Model you choose for your project will have a large impact on the potential 
for cost overruns for the duration of the project. It is therefore imperative that during the initial phases of 
the project, the Procurement Model is selected according to the risk level acceptable for the project 
owners. (for more on Procurement practices, see section on Page 11).

“The project seem to 
be getting delayed, 

and we’re not 
reaching the 

milestones as 
scheduled.” 

In non-technical jargon, this is called “scope creep” (sometimes called kitchen sink syndrome), 
and it refers to the uncontrolled growth of the project scope, at any time after the project 
starts. Although not an easy one to handle, it is important to look back at the Project 

scope before the project moves forward. If the scope creep comes from third 

should be able to fence them in to avoid increasing the scope or 
minimizing the impact.
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“Key stakeholders 
and/or partners are 

not on the same 
page for this 

project.” 

Developing a large project is something that should be acknowledged by all to be a complex endeavour. During 

followed to achieve this is to engage them early in the process, and make them participants as part of the Project 

reports and studies, which provide a clear vision and path to meet the needs of the community.

divergence between stakeholders, a review meeting should be called to update some of the components of the 

stakeholders is too much; then the project might need to be put on hold pending a deeper review of the critical 

“I’m facing growing 
resistance from local 
groups, and it’s only 

getting worse.” 

place. Usually, engaging early with a meaningful and direct discussion with opposing groups tends to facilitate a 
dialog that will ultimately lead to a common view and shared goals. If the resistance grows mid-way through the 
project, then it will be necessary to assess where the disengagement happened, and the root cause(s). 
Ultimately, the goal is to bring these groups back into the project, and to do that might require an adaption of 

“I feel I’m way too 
involved in the 

day-to-day 
management of the 

project.”
directing the project, as dictated by the Project Charter.

In the second case, unfortunately, when project owners feel the need to intervene, it tends to signal a lack 
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A LOOK AT THE FUTURE 
  OF CONSTRUCTION
In a world confronted with resource shortage, climate change and 
rapid demographic shifts in emerging and developed countries 
alike, it is more critical than ever to think about how the built 

healthy, peaceful and happy, for as many people as possible. 
Considering the accelerating urbanization and expansion in the 
global south versus the shrinking middle classes in the global north, 
and the fact that up to 80% of our ageing building stock will likely 
still exist in 2030, we need to be aware that the future of 

directly and indirectly, about the future of our built environment, of 
our communities and, ultimately, of the well-being of our societies.

From this perspective, what is the future of construction and how 
can we encourage and support sustainable lifestyles in terms of 

the built environment can enable healthier lifestyles and greater 
community cohesion through innovative and smart design, thereby 
contributing to a greater sense of well-being.

While most other industries have undergone tremendous changes 

process, product and service innovations, the construction sector 
has been hesitant to fully embrace the latest innovation 
opportunities, and its labour productivity has stagnated or even 
decreased over the last 50 years.

and external challenges: the persistent fragmentation of the 
industry, inadequate collaboration between the players, the 

project, to name just a few.

Recently, however, transformative technological developments 

information modelling, wireless sensing and autonomous 
equipment, to name just a few – are already starting to turn 
traditional business models upside down.

For society, it could be a bright future: construction clients and 

transformation of the industry. And change is urgently needed if 
we’re going to respond to megatrends such as climate change, 
migration into urban areas and a new global push for 
infrastructure.

17



So the pace of innovation is accelerating, and that’s a good thing. 
But companies must act swiftly to keep up and reap the full 

William Gibson, the future of construction is here now – it’s just 
not evenly distributed. Innovative companies and projects may 
demonstrate the art of the possible, but what impact will they 
have on traditional construction? According to our latest Shaping 
the Future of Construction report (available on 
www.futureofconstruction.org), there’s a widening gap between 
the innovation laggards and leaders, in particular with regards to 
their digital transformation.

As a reliable source of entry-level jobs for communities and as a 

be at the centre of public debate. And if public budgets tighten 

sharper scrutiny. Incremental change is not an option; innovations 

economically and environmentally.

Infrastructure is again high on the agenda in almost all regions of 
the world. In the words of John Beck, president and CEO of 

mismatch between the need for infrastructure assets and the 
capital to fund them. By leveraging all the remarkable innovations 
that have emerged in recent years, we have a new opportunity to 
narrow that gap.”

Dr. Michael Max Buehler

Dr. Michael Max Buehler is the Head of 
Infrastructure and Urban Development at the 
World Economic Forum. Michael has more than 
16 years of academic, industry, consulting & NGO 
experience globally in the engineering & 
construction, mining and real estate sectors 
including project management positions and 
consulting assignments on major capital and P3 
projects, as well as extensive experience in closely 

from government, business and civil society.

Head of Infrastructure & Urban Development, 
World Economic Forum

@mmbuehler
www.weforum.org
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WHAT’S ALL THAT JARGON?
organizations including consultants, architects, or 
regulators discussing an upcoming capital project, 
you will be faced with an industry jargon sometimes 

Here is a list of the most common terms and 

Dictionary: 
https://project-management.com/pmo-and-project-
management-dictionary/

Photo: Isaac Viglione. Lake Louise, Canada19



CM: Construction Management
A professional service that uses specialized, 
project management techniques to oversee 
the planning, design, and construction of a 

purpose of CM is to control a project's time, 
cost and quality.

D-B or D/B: Design-Build
It is a method to deliver a project in which the 
design and construction services are 
contracted by a single entity known as the 
design–builder or design–build contractor.

D-B-B or D/B/B: Design-Bid-Build
It is a project delivery method in which the 
agency or owner contracts with separate 
entities for the design and construction of a 
project.

Gantt Chart
A horizontal bar chart that provides a 
graphical illustration of a schedule that helps 

a project.

GC: General Contractor

responsible for the overall coordination of a 
project.

IMP: Integrated Master Plan
An event-based, top level plan, consisting of a 
hierarchy of Program Events.

Milestones

P3 or PPP: Public-Private Partnership
A long-term performance-based approach 
to procuring public infrastructure where the 
private sector assumes a major share of the 

infrastructure, from design and planning, to 
long-term maintenance.

Project Governance

project decisions are made.

P.Eng.: Professional Engineer
In Canada, the title “professional engineer” 
is restricted by law. When you hold a P.Eng., 
you are licensed to practice engineering in 
the province or territory where it was 

to use the letters P.Eng. after your name.

PM: Project Manager

of the planning, procurement and execution 
of a project.

An organizational body or entity assigned 
various responsibilities related to the 
centralized and coordinated management 
of those projects under its domain.

PMP: Project Management Professional
An internationally recognized professional 

Management Institute (PMI).

PMT, or PT: Project Management Team, or 
Project Team
A team whose members usually belong to 

to activities for the same project.

Program Management

inter-dependent projects

Project Charter
A statement of the scope, objectives, and 
participants in a project.

Project Plan
A formal, approved document used to guide 
both project execution and project control.

Scope Creep
Refers to uncontrolled changes in a project's 

documented, or controlled.

20



LEARN MORE
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Seeking funding - Infrastructure Canada

Canada Plan", which gives project proponents an 

required steps and detailed program guides, 

programs.
http://www.infrastructure.gc.ca/

FCM - Federation of Canadian Municipalities
An excellent resource to guide project 
proponents through the maze of programs that 
could potentially apply to municipalities for 
infrastructure projects; in this particular case, for 
the Green Municipal Fund.
http://www.fcm.ca/home/programs/green-municipal
-fund/apply-for-funding.htm

SEEK FUNDING

PMI - Project Management Institute
PMI is the go-to destination for all things Project 

get deep on any project management topic, or 
get your team trained.

educating non-technical personnel in the basics 
of Project Management.
http://www.pmi.org/
http://www.pmief.org/

Project Management, by Adrienne Watts

resource to give project owners an overview of 

details covering all the areas. Although not 

reader a great resource when needed.
https://opentextbc.ca/projectmanagement/

PROJECT OVERVIEW

Procuring Innovation in Construction (May, 2017), 
by BC Construction Association

available for each. A go-to resource to avoid major 
pitfalls during the procurement phase.
https://www.bccassn.com/media/bcca-report-procuring-
innovation-2017.pdf

PPP Canada, Inc
A government entity focused on promoting the use 
of the P3 procurement model, a performance-based 
approach to procuring public infrastructure. Go here 
to learn more about the P3 model, whether it is a 

http://www.p3canada.ca/

Risk Management Planning (Chapter 16), by 
Adrienne Watts
Chapter 16 of this Project Management book reviews 
the risk management of any project. Go here to 
understand your options managing risk on your 
project to avoid pitfalls later on.
https://opentextbc.ca/projectmanagement/

AREA-SPECIFIC
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