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Definizione degli 
obiettivi di progetto … 
 
Guido Piazzoli 
Project Director  (Techint E&C) 
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From a presentation at ECI’s Annual Conference 2012 by Ed 
Merrow, President IPA and author of “Industrial Megaprojects—
Concepts, Strategies, and Practices for Success” 
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I Fattori di Successo 

• Q.: Cos’è un progetto di successo? 
• A.: Un progetto che raggiunge gli obiettivi … ma quali obiettivi? 

 
Abbiamo chiesto le priorità al cliente (Customer Satisfaction Program), definito gli 

obiettivi, sviluppato e monitorato i processi  
 

 

1) Definizione degli Obiettivi 

Ensuring the 
compliance with 

the lump-sum 
price 

Ensuring 
compliance with 

the schedule 

Optimizing EPC 
processes 

Ensuring the 
compliance with 
the parameters  

Customer perspective: priorities 

Being 
recognized  as  

reliable in 
commitments 
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Gate LNG Project: Stakeholders 
Un Consorzio complesso 

Un cliente con vari azionisti 

Numerose Interfacce 
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Techint (Italy)- Leader 

Sener (Spain) 

Entrepose (France) 

Vinci (France) 

TSEV 

Gate LNG Project: Main Contractor 
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Gate LNG Project: Stakeholders 

Lenders: EIB (+10 banks), SHAW S&W 

Neighbourhood: MOT 

Lyondell Bayer 

E.on 

Neste Oil 

Local Authorities: PoR,Env.,Municip.,Fire Brigade, 

Notified Bodies: AIB Vinçotte, Bureau Veritas 
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Stakeholders: Construction Subcontractors 
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Le Difficoltà iniziali 

• LEADERSHIP DI UN CONSORZIO 
COMPLESSO:  
− single-point affidabile e credibile verso il cliente 
− gestione delle interfacce col partner e con le autorità 

locali 
 

 
− Fiducia del Cliente, degli end users, delle autorità e dei 

Notified Bodies 
− Rispetto dei partners 
− Collaborazione dei  Construction Subcontractors 
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Il ciclo di miglioramento 

CUSTOMER 
SATISFACTION 

AUDIT 

MANAGING 
ACHIEVEMENTS 

DESCRIBING THE 
PROJECT’S 
PRIORITIES 

MEASURING 
FULFILLMENT OF 

PRIORITIES 

Strengths & 
Critical Points 

Performances 
Review 

Measures & 
Targets 

Objectives 
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Miglioramento delle performances 
THE IMPROVEMENT PROJECT’S PRIMARY GOAL 
 

Guarantee the full achievement of financial results for the JV 
and value results for the Customer, through people’s 
behaviour working on the project. 

LEVERS TO SET IN MOTION 
 

 Mobilise people on the team to accept required 
changes 

 Translate the project’s strategy in operative terms 
 Align the functional organisation to the project’s 

priorities 
 Govern the pursuit of priority targets through a 

continuous process 
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Definizione e Comunicazione 
delle Priorità 

The achievement of the planned economic result depends on  
people’s behaviours working in the project team 
Communicating the priorities (objectives and goals) increases 

    the probability that people in the project team adopt the 
requested behaviours 
The priority objectives are developed in the follow perspectives: 

   financial result 
   customer value 
   internal process 
   learning and growth 

The customer value creation is the departure point in order to 
define priorities in the other perspectives 
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Le priorità – il punto di vista del Cliente 

 
 
 

Customer 
specification 
point out that 
Contractor 
should be 
oriented at 
target sharing. It 
is not accepted 
to be claim 
oriented. 

 
 
 

Maintaining the 
take over date is 
a pre-requisite 
to accelerate 
customer return 
on investment. 
Governing 
backward the 
schedule is the 
lever to assure 
the final 
deadline. 
 

 
 
 
 
Customer’s 
specifications 
establish general 
criteria. Contractor 
duty is assuring an 
high performance 
level through: 
 organization 
 emergencies    
   minimization 
 full 
understanding 
   of needs 
 global result  
   optimization 
 

 
 
 

Contractor’s 
reputation must 
be at level of an 
excellent player. 
It must be 
disrupted the 
culture based 
on “maintaining 
the  agreement 
only if it is 
convenient for 
us”. 
 

 
 
 

Customer 
investment on 
this theme is 
remarkable and 
tangible.    
Ofcourse,the 
Contractor 
performance 
must be at 
excellent level 
for this factor 

 ENSURING 
THE 

COMPLIANCE 
WITH THE SHE 
PARAMETERS 

BEING 
RECOGNIZED 

AS RELIABLE IN  
COMMITMENTS            

ENSURING 
THE 

COMPLIANCE 
WITH THE 

LUMP-SUM 
PRICE                  

ENSURING 
COMPLIANCE 

WITH THE 
SCHEDULE 

OPTIMIZING 
EPC 

PROCESSES 

CUSTOMER 
PERSPECTIVE 
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Obiettivo Economico 

CUSTOMER 
PERSPECTIVE  

 FINANCIAL PERSPECTIVE 
ENSURING 

ACHIEVEMENT 
OF THE 

PLANNED 
MARGIN 

ENSURING THE 
COMPLIANCE 

WITH THE 
BUDGET LUMP 

SUM AT THE END 
OF THE PROJECT 

 
MINIMIZING 

CIRCULATING 
CAPITAL 

 

REDUCE 
ECONOMIC 

RISKS ABOUT 
THE SHE 
FACTOR 

 
KEEPING 

GUARANTEED 
PERFORMANCES 

 

 ENSURING 
COMPLIANCE 

WITH THE 
SCHEDULE 

ENSURING THE 
COMPLIANCE 
WITH THE HSE 
PARAMETERS            

OPTIMIZING 
EPC 

PROCESSES 

ENSURING 
COMPLIANCE 

WITH THE 
SELL PRICE 

BEING 
RECOGNIZED AS 

RELIABLE IN 
COMMITMENTS 
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Processi Interni 

 COST REDUCTION BE AHEAD OF THE 
SCHEDULE 

ZERO ACCIDENTS 

 ENSURING 
COMPLIANCE 

WITH THE 
SCHEDULE  

ENSURING 
COMPLIANCE WITH 

THE SHE 
PARAMETERS            

BEING 
RECOGNIZED AS 

RELIABLE  IN 
COMMITMENTS                

ENSURING  
COMPLIANCE 

WITH THE LUMP 
SUM BUDGET 

OPTIMIZING EPC 
PROCESSES 

CUSTOMER 
PERSPECTIVE 

OPTIMIZING COST 
OF THE DESIGNED 

AND THE 
PURCHASING COST 

ENSURING 
EFFICIENCY IN THE 

CONSTRUCTION            

ENSURING 
COHESION IN 

DESIGN 

ENSURING SITE 
DELIVERY TIME 

ENSURING 
FASTNESS  

IN  ENGINEERING                       

DEVELOP 
CONCURRENT 
ENGINEERING 

COMPLIANCE WITH 
THE SCHEDULING 

IN SITE 

STRICT APPLICATION 
OF THE SHE 

PROCEDURES 

E 

P 

C 

INTERNAL PROCESS 
PERSPECTIVE 
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Process Interni - Priorità 

Creating and monitoring cohesiveness requires suitable tools for:  
 

 communication 
 control 

 
 
 

Priorities: 
 

 Focus on how we’ll work together to achieve the project plan 
 Develop metrics related to alliance progress 
 Leverage differences to create value 
 Go beyond formal governance structure to encourage 

collaborative behaviour 
 Spend time on aligning internal stakeholders 

 

ENSURING COHESION 
IN ENGINEERING 
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Apprendimento e Crescita - Obiettivi 

 
 
 
 

 
 
 
 

 
 
 

INTERNAL PROCESS 
PERSPECTIVE  

 
 

COST REDUCTION 
 
 

 
 

BE AHEAD OF THE SCHEDULE 
 
 

 
 

ZERO ACCIDENTS 
 
 

LEARNING & GROWTH 
PERSPECTIVE 

DEVELOP CRITICAL 
COMPETENCES FOR 

KEY ROLE 

ALIGN INDIVIDUAL 
OBJECTIVES TO 

PROJECT 
PRIORITIES        

ACHIEVE TRUST 
AMONG TEAM 

MEMBERS       

Focusing people readiness program on 
the critical few jobs which are pivotal to 
the project’s priorities help to 
accelerate action and enhance 
efficiency in effort allocation 

Every specialization must be at service 
of the project priorities. 
The Functions are fully involved into 
“time”, “cost”, “safety” dimensions of 
the project. 
Project costs are everyone’s business 

 

Sharing core values and developing 
linkages among individual behaviors 
and project priorities motivate to make 
strategy everyone’s job 
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ver.  

Mappa delle Priorità ENSURING 
ACHIEVEMENT 

OF THE PLANNED 
MARGIN 

  COST REDUCTION 

ENSURING 
COHESION IN 
ENGINEERING 

 BE AHEAD OF THE SCHEDULE 
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DEVELOP 
CONCURRENT 
ENGINEERING                      
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in
g 
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t 

ENSURING 
EFFICIENCY IN THE 

CONSTRUCTION 

COMPLIANCE WITH 
THE SCHEDULING 

IN SITE             

C
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st
ru

ct
io

n 

STRICT APPLICATION 
OF THE SHE 

PROCEDURES 

ZERO ACCIDENTS 

ALIGN INDIVIDUAL 
OBJECTIVES TO 

PROJECT 
PRIORITIES        

DEVELOP CRITICAL 
COMPETENCES FOR 

KEY ROLE       

ACHIEVE TRUST 
AMONG TEAM 

MEMBERS 

LE
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N
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G
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G
R

O
W
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R

SP
EC

TI
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 BEING 
RECOGNIZED AS 

RELIABLE IN 
COMMITMENTS 

ENSURING THE 
COMPLIANCE WITH 

THE SHE 
PARAMETERS            

 OPTIMIZING EPC 
PROCESSES                   

C
U

ST
O

M
ER

 
PE

R
SP

EC
TI

VE
 

ENSURING 
COMPLIANCE 

WITH THE SELL 
PRICE 

ENSURING 
COMPLIANCE WITH 

THE SCHEDULE 

FI
N

AN
C

IA
L 

PE
R

SP
EC

TI
VE

 

ENSURING THE 
COMPLIANCE WITH THE 
BUDGET LUMP SUM AT 

THE END OF THE 
PROJECT 

KEEP GUARANTEED 
PERFORMANCES 

REDUCE ECONOMIC 
RISKS ABOUT SHE 

FACTOR 
MINIMIZING 

CIRCULATING CAPITAL 

OPTIMIZING COST 
OF THE DESIGNED 
AND PURCHASING 

COST 

ENSURING 
FASTNESS IN 
ENGINEERING 

ENSURING SITE 
DELIVERY TIME 
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Objectives, Measures and targets (1) 
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Objectives, Measures and targets (2) 
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Objectives, Measures and targets (3) 
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Relationship between partners: 
Analysis of strengths, weaknesses 
 

 



23 

Relationship between partners: 
Analysis of strengths, weaknesses 
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I Fattori di Successo 

• Scelta del rapporto col Cliente:  
− Attento alle priorità del Cliente 
− mai “claim oriented” ma sempre orientato agli obiettivi 
− rapporto diretto a tutti i livelli 
− ogni impegno preso, anche verbale, va rispettato 

 
 

• Risultato:  
− Cliente che mantiene un approccio “supportive”, 

condividendo le scelte tecniche ed operative 
− Rapporto formale quando necessario 
− Fiducia nelle capacità organizzative e tecniche 
− Supporto durante eventi “post-order” 

 
 

1)  Rapporto Cliente - Contractor 
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• Identificazione di tutti gli stakeholders del progetto e 
dei relativi interessi 
 

• Ogni problema è stato affrontato trovando soluzioni 
anche quando gli interessi delle parti coinvolte erano 
conflittuali tra loro 
 

• Spirito di gruppo nell’alleanza Techint-Sener: unica 
società con un unico obiettivo 

 

2) Gestione Stakeholders 
 

I Fattori di Successo 
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Cosa abbiamo imparato 

• Guidare un’alleanza con un nuovo partner, rispettarlo 
e prendere il meglio delle capacità di ciascuno, 
adattarsi quando necessario 
 

• Entrare in un nuovo paese che ha la propria tradizione 
impiantistica, capirne metodi, tecniche ed abitudini, 
guadagnare la fiducia ed il rispetto di clienti, 
contrattisti ed autorità locali 
 

• Un project team forte è necessario ma solo con la 
condivisione degli obiettivi e creando coesione nel 
team si possono raggiungere i risultati attesi 
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Risultato? Sicuro, funziona, in tempo 
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Grazie per l’attenzione! 
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