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the Truth is out there
From Morris & Houghõs  òThe Anatomy of Major 

Projects: A study of the reality of Project 

Managementó

1987:

There are hardly any reports showing 

underruns . ... in 3500 projects drawn from 

all over the world in several different 

industries, [cost] overruns are the norm, 

being typically between 40 and 200 per 

cent



the Truth is out there

From FlyvbergõsòUnderstanding costs in public works 

projects: error or lie?ó 

90% of projects overrun their budgets at 

an average rate of 28%

2002:



the Truth is out there

Report of the General Accounting Office of the U.S. Government 

on 32 Projects of the Veterans Affairs Healthcare System. 

Å18  have experienced cost increases

Å5 of these are in excess of 100% 

Å11 have experienced schedule delays

Å4 of these are in excess of 2 years 

2009:



2012: CIIõs Performance Assessment Study of 957 projects 

Average project size $65MM

Only 30% of projects 

meet/exceed their cost 

and schedule goals

the Truth is out there



Only 30% of projects 

meet or exceed 

their cost and schedule goals



Å$4.7 Billion US*   

Å5% under budget

ÅNo scope compromises

Å 1 Project 4% over budget & 6% late

Å 1 Project under budget but 15% late

Å22 Projects on or under budget & on time or early

*2019 dollars2007 to 2019

92% Success Rate

24 Completed Projects



We invented a new 

contract !

So what is going on at 

Sutter Health?

Well yes é but no 



The 5 Principles of the 

Sutter Way



Sounds Simple?

Footnote to this Presentation

Never Confuse Simple with Easy





Create an immersive culture

of respect and continuous improvement 

in everything you do







5 PROJECT DELIVERY PRINCIPLES
THAT SUTTER DIDNõT KNOW THEY HAD TILL I WROTE THIS PRESENTATION



The 5 Principles of the 

Sutter Way



1. Project Delivery is Simple

2. Understand it Before you Fund it

3. Acknowledge that there be Dragons

4. Companies Follow the Money 

People Follow the Culture

5. WYSIATI !!!



Sutter-Menetelmän Viisi Periaatetta

1. Projektin Toimitus On Yksinkertaista

2. Ymmärrä Se Ennen Kuin Rahoitat Sen

3. On Lohikäärmeitä

4. Yritykset Seuraavat Rahaa

Ihmiset Seuraavat Kulttuuria

5. SMNOKO !!!



Principle #1

Project Delivery is Simple



Value Definition Value Capture

Diagram of All Projects Everywhere Forever
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Diagram of Many Projects Many Places Much of the Time



Project 

Delivery is 

Simple

From the paper: ò4 Phase Project Delivery & the Pathway to Perfectionó
https:// iglcstorage.blob.core.windows.net/papers/attachment -7acaa656 -7393-4455-b537-66cd6babee18.pdf

https://iglcstorage.blob.core.windows.net/papers/attachment-7acaa656-7393-4455-b537-66cd6babee18.pdf


Principle #2

Understand the Project 

Before 

You Fund it



Suddenly, a heated 

exchange took place 

between the king and 

the moat contractor



Value Definition Value Capture
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Understand 

Your Project

Footnote to Principle #2

Donõt Expect this to be Free



Teamõs 

Conditions of 

Satisfaction

Why Weõre 

Doing This

What Success 

Looks Like

Ownerõs 

Goals



Table of 

Contents

of a recent 

Sutter 

Health 

Validation 

Study

1.0 ð2.0% 

of Project 

Budget

400+ Pages



Principle #3

Acknowledge 

that





Planned & priced like this



Executed like this



Identify & 

know  your 

dragons



Slay, Befriend, 

Minimize



Quote from a a contract: 

òWe swear on the lives of our families that this project will definitely 

cost no more than $30 and take no more than 7 days*ó

A Word about Contracts and Dragons

*Except if there are dragons, in which case who knows?



Principle #4

Companies Follow the Money, 

People Follow the Culture



Principle #4a

Companies Follow the Money



Performance is terrible

+

Everyone is making money

+

Ownerôs arenôt paying attention

The Stagnation Equation

=  Nothing Changes



X% Share 

of Savings

Cost of Work 

Guaranteed

Fixed 

Overhead 

Guaranteed

Single Goal: Meet the Ownerõs Conditions of Satisfaction

100% of 

Profit at Risk

INCENTIVIZE SUCCESS: Virtual Company with 
Shared Risk/Reward 



Performance is terrible

+

We might not make any money

+

Owner is paying attention

The Realization Equation

Everything 

Changes
=



Principle #4b

People Follow the Culture



o Experiences create Beliefs

o Beliefs drive Actions

o Actions produce Results

What is Culture?



Itõs what happens when 

youõre not there

What is Culture?



Safe Spaces

1. Team members see each other as individuals not categories

2. Help & Respect is freely given and received

3. People can & do say whatõs on their mind

4. People respectfully challenge one another

5. Passion is welcome

6. Breakdowns in the safety of the space are quickly 

acknowledged and corrected

Changing the Experience of Being at Work



Weekly Risk & Opportunity Review



Weekly Planning



Daily Engagement



Big Rooms
&

Celebrations



Principle #5

WYSIATI !!!



Principle #5

What You See Is All There Is





o Go to the Work

o Create Accurate Visuals

o Use them to Drive Conversations about 

Important Things 









The 

òWill it Fit?ó

Visual



The 

òAre we on time?ó 

Visual

3 

days 

late

7

days 

late

5

days 

late

21 

days 

late

1

day 

late


