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Executive Summary

No organization can maintain “status quo” indefinitely and remain
competitive in today’s changing business environment. The need for
improvement and change varies and is heavily dependent on organization
culture, market demands, competition, work force demographics, long-
held industry practices, and a necessary focus on minimizing risk. Even
with these forces working for and against change, an organization must
decide to improve and modify procedures on a regular and continuing
basis. Given this demand for continuous change and the introduction
of new practices, the question arises as to why organizations have been
traditionally reluctant to introduce and implement best practices.

To assist Construction Industry Institute (CIl) members to implement
change successfully, the Implementation Strategy Committee introduced
the CIl Implementation Pyramid approach as an overall model for
the implementation process. This research builds on the Pyramid by
recognizing that the greatest organizational challenge in initiating new
practices is the development of an implementation plan. Specifically,
organizations require an implementation plan that provides enough
detail so all personnel impacted by the planned change understand the
roadmap that is going to be followed. Organizations undertaking an
implementation process often fail to establish this roadmap or vision
for implementing a proposed practice. The CII Implementation Pyramid
recognizes the need for a plan, but does not provide specific details that
an organization should follow when developing a plan for a new practice.
This work fills a gap which is essential to the successful implementation
of the pyramid and is primarily focused on Level 4, “Implementation
Plan and Goals.”

This publication describes the background leading to the development
of the Implementation Planning Model and its individual components.
This model includes a comprehensive process for approaching and
implementing new practices. The Implementation Planning Model
introduces the implementation steps intended to provide an organized
approach to successful implementation. The Implementation Strategy
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Committee recommends the use of this Implementation Planning Model
(Implementation Resource IR 246-2) to develop a comprehensive plan
that fully addresses the challenges and achieves the opportunities
afforded by implementing a proposed new practice. The implementation
resource will give greater detail and provide a guide for any organization
to utilize the Implementation Planning Model to develop plans and assess
their progress on the roadmap to success.

The implementation resource is derived from Research Report 246-
11, “The Implementation Planning Model: Steps to Success.” For a full
treatment of this topic, including research performed and basis for the
approaches recommended herein, RR 246-11 should be consulted.
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1

Introduction

The greatest threat to achieving greatness is an organization that
is content with being extremely good at what it does. Moving from a
position of being successful in a specific area to one that potentially
excels above the competition can be daunting. Specifically, the cost-
benefit analysis for introducing the disruption to existing processes can
be difficult to establish due to the unknowns involved with the process.
This uncertainty goes against the risk perspective of the capital project
investment industry in general and leads directly to the desire to remain
with established practices.

Although change management and new practice implementation have
a close relationship, the two topics should not be used interchangeably.
Specifically, the relationship between change management and
new practice implementation can be viewed as a causal link. At the
beginning of this link is a trigger for an organization to examine its
practices for improvement opportunities. This trigger can be competition,
economics, new business opportunities, customer demand, or the
result of an internal gap analysis. In each case, this trigger initiates an
opportunity for improvement through new or improved practices. Once
the opportunity is identified and an implementation path is laid out,
the implementation process will result in the need for change. In this
manner, the implementation of new or improved practices is the driver
for change management. More importantly, implementation of a practice
gives a specific context for change management to occur and establishes
a need for a specific plan to be introduced that both manages change
and leads to the successful implementation of the practice. The research
summarized in this publication follows this relationship and builds upon
change management principles to provide a foundation for the greater
detail required for a successful practice implementation plan.
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The CII Effort to Address Implementation

The need to enhance an organization’s productivity and effectiveness
in response to changing environments is a recurring theme through
business literature in particular and all areas of production in general. The
current research effort introduces an implementation planning model that
addresses this need to improve effectiveness through the implementation
of new practices. The proposed Implementation Planning Model builds
upon existing Cll work as well as the experience of the Implementation
Strategy Committee to address the need for greater detail in the best
practice implementation process. See Research Report 246-11 for a
complete discussion of the background research that formed the basis of

the proposed model.

This research effort focused on three objectives:

1. Barrier and Success Identification — The key to implementing
practices successfully is to understand potential barriers as well
as keys to successful implementation. The research team believes
that every CIl member should understand and address these
barriers and key points during best practice implementation.

2. Implementation Framework — The research team developed a
model that provides guidelines for any organization approaching
the implementation of practices.

3. Sample Plan — The change from a framework to an actual
implementation requires an implementation plan that can
be communicated to management and personnel who will
be involved in the implementation process. To assist in this
communication process, the current research effort set an
objective of providing a sample plan that organizations can
customize for individual requirements.

These objectives provided the basis for initiating the current research
effort. The resulting research provides Cll member organizations with a
new implementation model including an implementation methodology,
guidelines, and long-term planning outline that specifically address
the issue of implementation within the context of the capital facilities
industry.
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Literature and Practice Review

The first step in the development process was a literature review,
including CIl documents on implementation. The CIlI documents focused
on the development of implementation guidelines for suggested practices.
Other literature focused extensively on implementation barriers.

Implementation Practice Review

At the conclusion of the literature review, the research team focused
on obtaining insights into the practices of Cll members in regards to
implementing new practices. The goal was to identify the current issues
that Cll organizations were encountering during the implementation of
new practices. The study was undertaken through the use of a survey
instrument.

Model Development

The research team synthesized the results of the survey effort into
the development of an implementation model. The model has three
fundamental goals: outline the steps to a successful implementation
effort, identify the barriers and strategies that could be expected
during the implementation process, and provide a roadmap to assist an
organization in developing a plan for the implementation process.

Testing

After completing the implementation model, the research team
conducted a series of tests with participating organizations to determine
the accuracy and the usefulness of the model. In each test case, the
participating organization matched its implementation process to the
proposed model to determine where potential changes to their internal

process should be made.
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The Implementation Planning Model that was developed
from this methodology introduces a number of new terms
and processes related to new practice implementation.
Additionally, the model introduces a number of new
levels of analysis for an organization to evaluate during
the implementation process. The development of an
implementation plan is a process rather than a single effort.
It is important to understand the concepts introduced in this
document and reference the Implementation Planning Model
Resource Guide (IR246-2) to develop a plan that integrates
the CII Implementation Pyramid, the new Implementation

Planning Model, and the implementation measurements.
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