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BIO of Abel

Abel es Lider de Planeamiento y Control del portafolio de
proyectos inmobiliarios de Urbanova Inmobiliaria, Es
Ingeniero Civil, con estudios de post grado en la
Universidad Catolica de Chile en Direccion de Proyectos,
Certificado como PMP.

Responsable del control del portafolio de proyectos de
Urbanova, lider del desarrollo e implementacién del
Modelo de Gestion de Proyectos de Urbanova
Inmobiliaria y de la implementacién de Oracle Primavera
Unifier para el control del portafolio de proyectos.

Con mas de 12 afios de experiencia en control de
proyectos, habiendo participado de equipos
multidisciplinarios en sectores de Mineria,
Infraestructura, Edificaciones y Centros Comerciales.
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Temas a tratar « Conceptos Generales

* Metodologia Stage
Gates

* Consideraciones para
Cronogramas

* Consideraciones para
Estimaciones

 Conclusiones
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Que es un activo

* Es cualquier propiedad Fisica o intelectual unica
que tenga valor a largo plazo o continuo para la
empresa.

Edificaciones
Infraestructura
Plantas
Conocimiento

En la ingenieria de costos es [lamado Activo estratégico
o también activo de capital.

* Total Cost Management Framework, 2nd Edition.

AACE International www.aacei.org



Ciclo de vida de un activo e

crear o implementar

- la solucion a
necesidades de un
activo a través de la
Ideation ejecucion de un

Termination proyecto o
programa

Modification Operation

Idea Concepto Disefio Disefio a Construccion  Operacion
Basico Detalle

* Total Cost Management Framework, 2nd Edition.
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La Metodologia Stage Gates

Es una técnica de gestion de
proyectos en la que una iniciativa
para desarrollar un producto,
activo o servicio se divide en
distintas etapas o fases y cada
etapa es sequida por un Porton
(Gate) de decision.

AACE International www.aacei.org




La Metodologia Stage Gates

» Stage Gates
» Front End Loading (FEL)

» Front End Definition

» Front End Engineering (FEE)
»FEP Front End Planning (FEP)
» Pre-Poject-Planning

AACE International www.aacei.org
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Objetivo de la metodologia :

Definir clara y detalladamente los
objetivos de negocios, alcance,
estimado de costo y plan de
ejecucion durante las fases
iniciales del proyecto.
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Objetivo de la metodologia :

Garantizar el cumplimiento de los
objetivos de negocio y minimizar
los cambios durante las fases

posteriores del proyecto.

AACE International www.aacei.org

11



High

moZMmMmMer nNnZ-—

Low

RAPIDLY

MAJOR DECREASING LOW
2 INFLUENCE = INFLUENCE = INFLUENCE
e
’
F4
' 4
¥
F
¥
EXPENDITURES
INFLUE

_-I
s s mm == ==

pt'mledge

[tom

4
[ |
o

-

/]

Large

\ Small

PERFORM
BUSINESS
PLANNING

PERFORM
PRE-PROJECT
PLANNING

EXECUTE
PROJECT

OPERATE
FACILITY

mwMmOC - -0 ZMVXMmM

Figure 1. Influence and Expenditures Curve
for the Project Life Cycle

Knowledge Base from CII - Pre-Project Planning (Best Practice)
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cargador frontal que con su cucharon trae o anticipa en la parte inicial del proyecto la
planeacion
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Consideraciones Stage Gates :

El proceso de Stage Gates debe estar bien definido y disefiado de
acuerdo con:

» Las necesidades de la organizacion

» Cultura de la empresa

» Procesos y procedimientos existentes
» Politicas locales y del pais

Construction Industri Institute (CII)

Project Life Cycle Diagram
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Front End Planning
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Project Life Cycle vs Stage Gates :

Construction Industri Institute (ClI)
Project Life Cycle Diagram
XD s 20 £ 20 s V) EITTDI W) - 3
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Front End Planning
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Feasibility Project Project Closure
Development Execution /Operation

Pre Project ﬁ

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 15
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PRE- PROJECT STAGE

START

N 4 Post Execution & Closure
Business Analysis et el
1.Business needs L inkisl user Requirement Speciicatio zwm:ln:wdcu
2.New investment idea or strategy im 4. Customer Feedback &
3.Risk Mitigation Strategy 4. Prioritization of URS Lesson Learned

4. Upgrade requirement 6.As-builts & Other Doc.
5. Local/Federal Requirement 5.Prepare Situation Target Proposal

NO-GO
Terminate Project/
Notify Requester

NO-GO
Close Project/Notify
Stakeholder

Project Development
1.Pre-Spend Funding
NO-GO 2.Schematic Design
Close Project/Notify 3.Cost Estimate 10+/-
Stakeholder 4. Project Plan

Refine Final STP and Submit

for Final Funding

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling
AACE International www.aacei.org
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Feasibility Project Project Closure
Development Execution /Operation
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Stage 0 - Pre-Project to Gate 0 - Initiation

» Un gran niumero de solicitudes de negocios / necesidades de mejoras se
plantean todos los dias en toda la industria

» Recursos limitados y la falta de viabilidad, no todas las solicitudes se
transfieren a los proyectos

» Definiciéon de Resumen de requisitos de usuario (URB) Solicitudes de
proyecto y caso de negocio para el proyecto.

» Se evalla riesgos potenciales, retorno de la inversion, prioridades
comerciales y otros aspectos criticos relacionados con el negocio

» Se elabora un STP (Situation Target Proposal)

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 17
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Feasibility Project Project Closure
Development Execution /Operation

Stage 0 - Pre-Project to Gate 0 - Initiation

Activity ID |Activity Name Start _|Finish Duration| 2| }7 C
| | Sep | Oct |
= = YJECT 05-Sep-17  16-0ct-1°
= Project Initiation 05-Sep-17  06-0ct17 24
P-1000  Receive initial project brief 05Sep-17  05Sep17 1
P-1001  Review the Request with Stakeholders 06-Sep-17  06-Sep-17 1 Il
P-1002 Draft URS with Sponsor - to be completed by Users 07-Sep17  20-Sep-17 10 —]
P-1003 Request Inception 08-Sep-17 0 *
P-1004  Gather Information for Initial STP 215ep17  26Sep-17 4 |
P-1005  Support End User “With Cost E stimate +/-50% 27-Sep17  06-0ct17 8 —
-| GATE 0 - Initiation 10-0ct17  16-0ct-17 5
P-1006 GATE Review and Decision - Initial Budget Approval 10-0ct17  16-0ct17 5 [
P-1007  Gate 0 - Initiation Achieved 16-0ct-17 0 J L 4
AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 18
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Feasibility Project Project Closure
l Development Execution /Operation

Stage 1 - Feasibility to Gate 1 - Project Approved:

Asigna Director de Proyecto

Documentos detallados alcance

Plan y cronograma Inicial

Realiza la Factibilidad y el Disefio de concepto
Se identifican permisos potenciales
Estimacion de AACE Clase 4. (-20% / + 30% )
Actualizacion del STP

VVVVVVYVYY

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 19
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Feasibility Project Project
Development Execution

Stage 1 - Feasibility to Gate 1 Pro;ect Approved:

Activity ID | Activity Name Duration| | Qur 4, 2017 Qur 1,2
| Mov | Dec | Jan | Fet
Procure ASE Firm 17017 20Mov17 5
PO Bddng Procass and l1sue PIO o ARE Fem 170ck17 ANov 17 & ==
- Feasibility Report 17017 20Dec17 45
P-1030 Define/Update User Requirement Specfication 170e217  13Nov17 20 | sm— |
P1040  Prepare and Submit Scope Definiion 07 Nov17  13Nov 17 5 a
P 1050  Develop Schedule 14Nov 17  20Mov 17 S a
P1070  Baselne U |ssued ANov 17 0 *
P10 Conduct Faaubdly Shudy and Prapace Flaport AA-Nov 17 AHDec-17 Fal [ 1
= Preliminary EH&S Review 0017 20Dec17 0
P-1080  Prefminay EHLS Review 20Dec17 0 -
Concept Design 21 Nov17  19Jan18 »
P Concept Dasgn ANov 17  AHecA7 a =]
P10 Produce diall cust estimate «/-30% ADec17  0dJan18 5 =
P10 Dengn Team Revew NDec17 NDec17 1 |
P-1140  Prepare Final STP 05Jan18  11Jan18 5 ]
P-1150  Pre-GATE Review 12Jan-18  18Jan-18 5 ]
P11E0  lssue Gate | - For Prosect Appraval 19Jan 18 0 ——I *
Gate 1 . Project Approval 19Jan18  15Feb 18 20
P1100  Elsburate schedule 19Jerr18  25Jore18 5 a
P1170  Gate 1 Review and Decimon - Proect Approve 19Jen18  15Feb 18 0 ==
P1130  Baselne 1 |ssued 25Jan-18 0 +*
P11%0 Gate 1 - Projact Approved 15Feb-18 0 *

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling
AACE International www.aacei.org
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Feasibility Project Project Closure
Development Execution /Operation

1

Stage 2 - Project Development to Gate 2 - Funding Approved::

» Empresas de disefio involucradas (Arquitectura — Ingenierias)
» Disefio Esquematico - Basico

» Actualiza Plan y cronograma del Proyecto

» Se identifican permisos potenciales

» Ingenieria de Valor

» Estimacion de AACE Clase 3. (-5% / + 10% )

» Actualizacion del STP

'R

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 21
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Feasibility Project Project Closure
Development Execution /Operation

1

Stage 2 - Project Development to Gate 2 - Funding Approved::

Activity ID | Activity Name Duration| + [} 1. 2018 Qu 2, 2018
Feb | Mar Apr | May | Ju
*' - 1 U OP e . ';':g_-::: é s
= Pre-Spend Funding - al Funding If Required (3Feb 18 (2Ma18 15
P-1180 Prepare Pre-Spend Funding Request 03Feb18 15Feb-18 5 a
10 Submé Pre-Spend Fundng Hequest Tif eb- 18 1] *
PAZI0  Pre-Spend Estimste Review ard Decision 16Feb18 01 Ma18 10 e
P-1220 Pre-Spend Funding Approved RMx-18 0 *
-1 Scheme Design 2Ma18  17Apc18 ¢
P-1240 Schema Design RMx18 1249018 30 | ——
P 1250 Design Team Review 1340018 17Apr18 3 a
- Final Funding Reguest Submission 184p018  15Map18 20
P1260 Prepate Funding Document [PEP) for Final Funding 1840118  08May 18 15 ==
1270 Update cost asbrmate +/-10K 18-4p-18 (B-Map-18 15 ===
P-1230 PreGATE 2 Review 03Mar18  15Ma-18 5 o
GAIE 2 - Funding Approved 16My 18 14Jun18 20
PA0  Isvue Gale 2: Fnal Funding Reguest 16Me-18 0 +*
P1320 Gate 2 - Review and Decision Period 16Map 18 13Jun18 20 o |
1350 Gate 2 - Funding Approved T4dun-18 n *
AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 29
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Project Project Closure
Development Execution /Operation

'R

Stage 3 - Project Execution to Gate 3 — Launch/Beneficial Use

» Proyecto totalmente financiado

» Disefio a detalle progresa al 100% (Documentos de construccion)
» Se define Gerente de construccion y Contratista general

» Se ejecuta la construccion al 100% (se obtiene Uso Esperado)

» El nuevo activo se capitaliza y comienza la depreciacion del activo.

Feasibility

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 23
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Feasibility

Project

Development

P
Closure

/Operation

Project
Execution

Stage 3 - Project Execution to Gate 3 — Launch/Beneficial Use

Activity ID | Activity Name Duration| = | P8 Qtr J, 2018 Qtr 4, 2018 Qtr 1, 2019
Jun | Jul [Aug [ Sep | Oct [Nov [ Dec | Jan [Feb| M-
= Dotalled Design MdunlB 250318
P1360  Detaded detign l4dun10 OSJuk18 15 =
P1390  Review Pesind with Stakeholders MmJiis 13Ju18 5 n
P40 Dewgn [ eam Reveew 16Juk18 18Juk18 3 ]
P-1430  I3sue IFC foe Construchon 19Juk10 259010 5 D
~ Bidding and Procurement 14duni1B  17Sepl8 [~
+ CMIGC Bidding Process 11 4dun18 24418 w0 === 500
+ Contract Ducuments 2w 105ep 8 0 [ ]}
+ Purchase Orders 1MSep18 175ep18 -
- Preconstruction 18Sep18  300ct18 n
PI%0 Precormstiuchon - EHES Hevew 185ep18 185Sep18 1
P50 CM - Procurs Subsontiactons 195ep 18 (B0 18 15
P1530 Sia Prep and Mobiization 100ct-18  160ct18 3
+ Project Schedule 170ct18 0018 0
- Construction NOAIE  HMa19 80
P1600  Contruchon Installstion and Wod: NOct10  O4Fed-19 &0
Commissioning, Validation and Qualification 05Fcb 13 05Mx19 20
P12 Commizsionng Valdahon and Qualiication 5Feb13  18Feh 19 10
PAEBAD Purschisd Rems 19Fe19 M9 0
PGS0 Substantisl Completion 05-Mar 19 0
Launch/Beneficial Use - Gate 3 D4Ma13  D4Mx19 0
F1530 Gale 3 - Go Live Actveved [Bermhicial Uss] M-Ma 19 ']
AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 24
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Feasibility Project Project Closure
Development Execution /Operation

'R

Stage 4 - Post Execution and Closure to Gate 4 - Project Closeout

» Garantiza un control adecuado del cierre oportuno y adecuado

» Patrocinador confirmaria que todas las actividades posteriores a la
ejecucion y de cierre se llevaron acabo con éxito.

Dossier de Entrega a la operacion

Liguidaciones de todos los contratos

Informe Final del Proyecto

Se cierra el proyecto oficialmente.

VV VYV

AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 25
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Feasibility Project Project Closure
Development Execution /Operation

Stage 4 - Post Execution and Closure to Gate 4 - Project Closeout

Activity ID | Activity Name Nuration :J 19 | Qu2,2019 | QuXE
Mar | Apr [May | Jun | Jul |A
- POSTEXECUTION & CLOSURE 05Mar19  03Aug19 1o
_| Handover! Asset Transfer UsMar1Y  UbMay19 15
P-1RRN  As-huits and Prepare Handover/Transfer Documentation . 15-Mar-19  DR-May-13 45 s
- Financial Closeout 07-Map19  11Jul19 45
P16 Fmnancsal Lloscout U/ Map19 1 July 15  Sosm——— |
= GATE 4 - Project Closeout 129uk19  09Aug19 2
P-1690 Project Closeout - Asset Capitakzation 12Jul18 08-4ug19 20 =
P-1700 Gate 4 - Frojgct Closecut Achieved 09-Aug-19 0 _l ' -
AACE CE.20-01 Capital Improvement Program Stage-Gate Planning and Scheduling 26
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CONSIDERACIONES ESTIMACIONES
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Alcance RP 56R -08

Building
(Vertical Construction)

Residencia

Edificios multifamiliares
Edificios de Oficinas
Centros comerciales
Almacenes

Hoteles

Resorts

Site / Civil project

Telecomunicaciones
Redes de agua
Redes de desague
Redes eléctricas
Agua de lluvias
Reservorios de agua

AACE International www.aacei.org
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Clases de estimacion de costos AACE

Primary Characteristic

Secondary Characteristic

PROJECT DEFINITION EXPECTED
ESTIMATE END USAGE METHODOLOGY ACCURACY RANGE
CLASS DELIVERABLES Typical purpose of estimate Typical estimating method Typical variation in low
Expressed as % of complete and high ranges la
definition -
3 .
Functional area, or SForm factorlng, L: -20%to-30%
Class 5 0% to 2% . parametric models,
concept screening . H: +30% to +50%
judgment, or analogy
Parametric models
or Schematic design or . ! L: -10% to-20%
Class 4 9 9
ass 1% to 15% concept study assembly driven He +20% to +30%
models
Design development, Semi-detailed unit . 0 0
Class 3 10% to 40% budget authorization, costs with assembly L 5% to-15%
e L H: +10% to +20%
feasibility level line items
Control or bid/tender Detailed unit cost with | L: -5% to -10%
Class 2 Y 9 ’
\ ass - 30% 10 75% semi-detailed forced detailed take-off | H: +5% to +15%
4 Check estimate or pre Detailed unit cost with | L: -3%to-5%
0, 0, )
\Slass 1/ 65% to 100% bid/tender, change order detailed take-off H: +3%to +10%

Note:\ﬁql/The state of construction complexity and availability of applicable reference cost data affect the range markedly. The +/- value
represents typical percentage variation of actual cost from the cost estimate after application of contingency (typically at a 50% level
of confidence) for given scope.

Table 1 — Cost Estimate Classification Matrix for Building and General Construction Industries

AACE International
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Conclusiones

La Metodologia Stage Gates contribuyen a la correcta
definicion del proyecto y a la generacion de Valor

Decisions have the greatestimpactduringinitial Phases 1 & 2 when
the projectscopeis defined and value identified

Value Identification

Good Project
Good Project Execution
Definition

N

VALUE

Poor Project
Execution

Poor Project ;
Definition

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Opportunity Generate & Develop Execute Operate
Identified Select Preferred 6
Alternatives Alternative

Essa G. Al-Ansari 2nd PMI AGC Energy Forum
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Conclusiones

La Metodologia Stage Gates simplifica el proceso de
ejecucion del proyecto, reduce los cambios durante la
ejecucion y ejecuta el valor definido en las etapas

tem pranas
Construction Industri Insfitute (CHl)
Project Life Cycle Diagram
) remsey YY) PUETNED i XS DOy
— _/
—Y—

Front End Planning

32
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Conclusiones

La Metodologia Stage Gates contribuye a pronosticar
con precision el costo, Cronograma, identificar riesgos
potenciales y en la direccion del proyecto.

g

20

.
—_
o

Crecimiento de la estimacion de costos
8

Grado de definiciéon del proyecto

Essa G. Al-Ansari 2nd PMI AGC Energy Forum
AACE International www.aacei.org
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