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The Fault Lies in
the Foundation

A project’s success is decided
long before the first milestone.
Even projects with a sound
technical concept, realistic
schedule, and adequate funding
will fail if the organization
around them is fragile.

The Problem

Roles are unclear, key functions
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are missing, or leaders are
mismatched to project complexity.
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The Discipline

Organizational design is not a one-
off administrative task. It requires
the same ongoing rigour as cost,
schedule, and technical scope.
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The Mitigation

Recognizing organizational fault
lines early—ideally during
start-up—is the most cost-effective
risk mitigation available.
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Fault Line 1: The Scale lllusion

Diagnostic Card The Leadership Shift Matrix

The Pathol

Promoting an inexperienced Dimension o R g s i
Project Manager to Project Ry

Director on a large, complex
project.

tom: Focus Operational Detail Steering the Whole

el
g f!nr...

Decision-making bottlenecks;
loss of credibility with
experienced contractors; slow

Ambiguity & Political

n.r absent risk escalation. Environment Direct Control Complexity

Match leadership to project

complexity (value, interfaces, | , Board-Level Stakeholder
political sensitivity). Consider a Strategy Direct Execution Management (Knowing
phased leadership model or when to escalate or say no)
pair with a non-executive

mentor.
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Fault Line 2: Static Structures in Dynamic Projects

Diagnostic Card Lifecycle Evolution Graphic

Feasibility -» » Front-End > » Execution »  Commissioning

Building the organization once at
the start and failing to recruit
phase-specific functions (e.q.,
missing interface managers in Engineering & Design
execution, or operational
readiness in commissioning).
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Functions improvised late under
pressure; critical activities
handled part-time by stretched Construction Management
staff; disorganized phase
transitions.

The Prescription

Build a phase-based organization
plan at start-up. Formally review

the org design at every phase
gﬁte.dﬁe;:{yit specialist functions | Must recruit ahead of
ahead of time. phase requirement

M Gemini Notebook



Fault Line 3: The False Economy of
Under-Staffing

Diagnostic Card

Visible Savings
(Reduced Headcount Salaries) Surface Line

Reducing headcount to cut
costs, assuming project

performance won't suffer. Burnout & Turnover

(Lost Institutional Knowledge)

Burnout and turnover leading
to lost institutional knowledge.
Superficial risk and quality

management. Superficial Oversight &
Downstream rework. Quality Assurance
Hidden costs vastly
Base staffing on workload and dwarf the saved salaries.
risk profile, not fixed Rework, Delays &

percentages. Treat resourcing
as a risk register item.

Track leading indicators
(overtime, backlog).

Contractor Claims
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Fault Line 4: The Accountability Dilution

Diagnostic Card
The Pathology

Hiring too many external consultants,
displacing the stable core of directly
engaged staff.

The Symptoms

Diluted accountability (unclear who
owns risks). High turnover causing lost
project knowledge. A widening gap
between client and project staff
interests.

The Prescription

Keep core leadership, discipline leads,
and commercial owners strictly
internal. Set and monitor a target ratio
of internal to external staff.

Resourcing Mix Matrix

Internal Core Staff

- Long time horizon

- High long-term

accountability Maintain
- Incentivized to build Strategic
institutional knowledge Balance

(Target Ratio)
- Mandatory for:

Core Leadership,
Commercial, Risk

S

External / Agency Staff

Shorter time horizon

May have simultaneous
external engagements

High turnover risk of
project knowledge

Best used for:

. Peak workloads,
time-bound specialist
expertise
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Fault Line 5: The Onboarding Void

Diagnostic Card

The Pathology

Insufficient procedures, systems, and
structured onboarding for new joiners.

New Staff Member Joins

Path A: The Chaos Void Path B: The System

v

The Symptoms

Inconsistent decision-making, duplicated
work. Loss of information when key people
leave.

Structured Onboarding

No procedures in place (Context, Org Chart, Systems)

v

Ad-hoc questioning
("Who do | ask?”, “What
does good look like?”)

Core governance and
procedures clear

Establish core procedures (governance,
document control) before mobilizing the
wider team. Audit procedural compliance
periodically.

!

Weeks lost Immediate alignment
reconstructing context and productivity
h 4
Avoidable mistakes made Knowledge permanently
& interface clashes captured in shared systems
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Diagnostic Synthesis: The Health Check

Leadership
Complexity Match

Phase-Based
Adaptability

Systemic
Governance

Key Insight: None of

these five fault lines are
exotic. They recur across
industries from infrastructure
to IT. They share a single

root cause: treating
organizational design as
administrative overhead rather
than strategic engineering.

A structurally sound
organization provides an
advantage that downstream
project management skill cannot
compensate for once lost.

Internal Core Resourcing
Accountability | _ Capacity
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The Target Blueprint: Execution Architecture
What a highly functional execution phase organization looks like.

: : Project s o 2 Single Accountability
1. Unambiguous Lines ¢ Manager One accountable owner per
Clear authority flowing from distinct function.
the PM down to disciplines.
HSE QA/QC
Manager Manager
(Health, Safety, Environment) (Quality Assurance & Control)
L
Contracts M;ﬁ;’ & Engineering Construction Project Controls
Manager {cﬂmmissiﬂningga Start-Up) Manager Manager Manager
Document Procurement Interface Site Engineering Planning Cost
Controller Manager Manager Manager Manager — | Controller

|

® 3. Manageable Span of Control

Flat enough for agility, deep enough to
prevent overwhelming the PM.

—=o 4, Isolated Business Support
Corporate functions are visually separated
from the day-to-day chain of command.

Business Support Functions: Legal / Tax / Finance / Industrial Relations / Technology / Operations / Insurance / Information Management &

Information Technology / Corporate HSE / Human Resources
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Layer 1: Command & Assurance

Project Manager (The Apex)

Holds overall accountability for scope, schedule, cost,

quality, HSE, and stakeholders. Leads discipline managers, " ‘ ‘ [ P

sets priorities, resolves cross-functional conflicts, and .l 1
serves as the primary escalation point to the sponsor. I I

Project Manager

T
HSE Manager s M?n_?ger T_QMQC "f"?‘”ﬂge_r

Owns the Health, Safety, Environment management
system. Sets targets, monitors incident performance, |
and directly advises the PM on risk across all phases. |

QA/QC Manager

Maintains the Quality Assurance & Control system
(inspection/test plans). Ensures deliverables meet
standards, coordinates audits, and manages corrective
actions.
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Layer 2: The Delivery Core

' Engineering
CSU Manager —‘ Manager

I

Construction | Site Engineering
Manager | Manager

Engineering Manager

Accountable for technical integrity, completeness, and
design consistency. Manages design interfaces, technical
gueries, and approvals through to issue for construction.

Construction Manager

Directs on-site execution (sequencing, workfront

readiness, subcontractor coordination, field productivity).

Delivers physical works safely against the design.

1l

CSU Manager (Commissioning & Start-Up)

Plans transition from construction to operations (systems
completion, pre-commissioning). Coordinates closely with
Engineering, Construction, and future ops.

_J

Site Engineering Manager

L

Provides direct engineering support to the site, resolving

field queries and ensuring design intent translates to
constructed works.
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Layer 3: Control & Commercial Administration

ol Project Controls, Planning & Cost Managers
= The forecasting engine. Owns the integrated schedule, baseline, cost
Project Controls tracking, and change management. Models critical path risk and
paanager provides the PM with accurate trends for timely decisions.
_Prucurement
Lganages Contracts & Procurement Managers
Interface The commercial guardrails. Contracts leads strategy, negotiation,
Manager variations, and claims. Procurement leads sourcing, purchasing,
= tendering, and expediting of equipment and materials.
Document
Controller
Polanakic Interface Manager & Document Controller
_Manﬂge" The nervous system. The Interface Manager resolves boundary risks
- between disciplines so nothing falls through cracks. The Document
Lo ggﬂmuer Controller administers version control, transmittals, and auditable workflows.
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Architectural Mechanisms: Span & Independence

Mechanism 1: Manageable Span of Control

Authority Flow

Project

Manager

G
Manager

Construction
Manager

CSU
Manager

Site
Engineering
ENED

Project
Controls
Manager

Authority flows clearly. The Project Manager oversees a small
number of direct discipline managers. Each discipline manager
has a coherent, limited set of supporting sub-functions. This
keeps the structure flat enough for agility, but deep enough to
prevent overwhelming the PM.

Mechanism 2: On-Demand Corporate Support
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Business support functions are structured as a separate band
outside the direct chain of command. This preserves their
independence (e.g., legal or HSE oversight) and allows the
project to draw on corporate expertise without carrying
permanent, fixed headcount.

M Gemini Notebook



The Structural Advantage

A project organization is not an administrative afterthought; it is the
operating system upon which all technical and financial success relies.

By deliberately matching leadership to complexity, phasing recruitment, resourcing adequately,
protecting the internal core, and locking in governance systems early, you build a resilient architecture.

[] {]
Give your project a structural advantage that downstream

management skill cannot compensate for once lost.
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