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Report Highlights

We recommend Alberta Infrastructure:

• Improve certain project management 
processes for capital projects

• Improve performance measures for 
capital projects  p.8

We conclude:
Alberta Infrastructure had 
adequate project management 
systems to manage the 
planning and design of 
Willow Square; however, it 
can improve certain project 
management processes and 
project performance measures. 

For example, Alberta 
Infrastructure needs to:

• improve the robustness 
and timeliness of its project 
management plan to guide 
the project 

• ensure key stakeholders 
formally approve critical 
project deliverables used for 
managing scope

• improve monitoring of 
project risks

• improve compliance with 
its contract for endorsing 
design drawings and timely 
approval of change orders

• develop better measures to 
assess the performance of 
its capital project

  
 p.8

Good project 
management systems:

• Help Alberta Infrastructure 
deliver capital projects on time, 
on budget and to specification

• Minimizes the risk of cost 
overruns or project delays,  
if projects go off-track

p.8

Alberta Infrastructure collaborates with 
other government departments to design & 
build government-owned infrastructure, health 
facilities & schools p.2

Alberta Infrastructure 
has made several 
improvements to its 
project management 
systems in recent 
months p.2

As of June 2018, Alberta 
Infrastructure was delivering 
20 health facility projects 
with a total approved project 

budget of about 

$5.4 billion p.2

We focused our audit on the 
$110 million Fort McMurray 
Residential Facility-Based 

Care Centre (Willow Square) 
as a large capital project and one 

of a few health facility projects 
nearing the completion of the 

design phase p.2
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Summary

Alberta Infrastructure collaborates with 
other government departments to 
design and build government-owned 
infrastructure, health facilities and schools.

Alberta Infrastructure aims to deliver innovative and 
responsible infrastructure to meet current and future 
needs. One of its key strategies is to continuously 
improve planning, project management, and 
procurement to deliver infrastructure on time, on 
budget, and to specification. 

As of June 2018, Alberta Infrastructure was delivering  
20 health facility projects1 with a total approved project 
budget of about $5.4 billion. The health facility portfolio 
was the largest that Alberta Infrastructure was managing, 
and the health facility projects varied in size and complexity. 

We focused our audit on one project – the Fort McMurray 
Residential Facility-Based Care Centre (Willow Square) 
– as it was a large capital project and one of few health 
facility projects nearing the completion of the design 
phase when we started our audit. 

Because research shows that planning is associated 
with a project’s success,2 our audit focused on Alberta 
Infrastructure’s project management systems for the 
planning and design phases3 of Willow Square. We did 
not audit the construction phase of Willow Square. 

When completed, Willow Square will be a multi-story 
facility in Fort McMurray with room for 144 beds, 
offering various levels of supportive living, long-term 
care and palliative care.

Alberta Infrastructure used a fixed-price contract with 
the contractor who was designing and building Willow 
Square. It also included a schedule penalty in the 
contract. The fixed-price contract and schedule penalty 
are strategies to reduce Alberta Infrastructure’s risk of 
cost overruns and delays. 

1 Includes projects in planning, design and construction phases. Excludes projects in warranty phase and those with only planning funds allocated 
to the project. 

2 https://www.pmi.org/learning/library/importance-planning-phase-project-success-6021.
3 Planning phase included the functional program, project charter, project management plans, site evaluation and the design-build request for 

proposal (which also included the statement of requirements). Design phase included the preliminary and detailed designs.

As of November 2019, Alberta Infrastructure 
had approved a construction completion date of 
December 2019 with the contractor, about two 
months later than the originally scheduled date of 
September 2019. Alberta Infrastructure also expected 
to be within budget.  

We found Alberta Infrastructure had adequate project 
management systems to manage the planning and 
design of Willow Square; however, it can improve certain 
project management processes and project performance 
measures. 

Alberta Infrastructure has made several improvements 
to its project management systems in recent months, 
including:

• developing new tools to help ensure project 
deliverables are completed and approved timely and 
documentation is maintained 

• enhancing its tools for risk management, financial 
management, schedule management and the 
project charter 

• clarifying expectations on financial management 
controls and project documentation with project 
teams

• implementing additional project monitoring and 
oversight controls 

We expect Alberta Infrastructure can apply the learnings 
from this audit to other capital projects it manages. Key 
learnings include the importance of adequate planning, 
including the development of a project management 
plan early in the life of the project and controls to ensure 
project teams follow the plan. The recommendations 
made on this audit, when implemented, will improve 
Alberta Infrastructure’s project management processes 
and project performance measurement system for its 
portfolio of capital projects. 
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 Alberta Infrastructure works with Alberta 
Health and Alberta Health Services (AHS) to 
design and deliver health facility projects.4 
Alberta Infrastructure leads the delivery of 
these projects. Alberta Health ensures the 
objectives and scope of the project are met 
and approves the project scope early in the 
life of a project. AHS ensures the objectives, 
scope and the approach of the project will 
meet their service delivery plans. Alberta 
Health, AHS and Alberta Infrastructure 
jointly approve major changes to scope. 

Managing infrastructure projects is difficult and complex. 
A report5 found that in Canada, “less than 50 per cent of 
projects completed in the past three years came within 
10 per cent of the planned budget and delivery dates.” 
Project failure is usually caused by controllable factors 
such as a lack of advanced planning, a lack of project and 
risk management, and a lack of adequate governance 
and reporting. 

Effective project management usually reduces risk and 
costs, improves stakeholder satisfaction, and improves a 
project’s success rate. 

Project Delivery Method
At the time of our audit, Alberta Infrastructure was using 
one of three methods to deliver its capital projects. 
The method defines the contractual arrangement of 
the participants (Alberta Infrastructure, designers, and 
contractors) and their interaction with each other to 
achieve project goals and objectives. Each method has 
its advantages and disadvantages.

4 Projects that cost over $5 million. 
5 https://assets.kpmg/content/dam/kpmg/pdf/2016/07/11943-capital-projects-governance-tl-web.pdf, page 5. 

Design-bid-build

• Alberta Infrastructure:

 › hires a consultant to develop drawings 
and specifications for the design of the 
facility

 › hires a builder to build the facility 
based on the design

Design-build

• Alberta Infrastructure:

 › hires a bridging consultant to develop 
a performance-based statement of 
requirements

 › uses the statement of requirements 
to hire a design-builder to complete 
the design and the build

Construction management

• Alberta Infrastructure:

 › hires a consultant who completes  
the design

 › hires a construction manager who 
provides input into the design and 
manages the build

Alberta Infrastructure chose the design-build method for 
Willow Square. An advantage of the design-build method 
is that it can shorten the delivery schedule because the 
detailed design and construction phases can overlap.

Background
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The role of the bridging consultant was to work with 
Alberta Infrastructure to develop the statement of 
requirements, participate in the design reviews, and to 
oversee design aspects within the design-builder’s 
contract.

The role of the cost consultant was to work with 
Alberta Infrastructure to develop cost estimates, once 
the statement of requirements was developed, and to 
monitor the design-builder’s construction costs.

The design-build contract is a fixed-price contract, 
which includes a penalty if the design-builder does not 
complete the facility by a set date. The design-builder 
is at risk for any cost increases and schedule delays, 
while Alberta Infrastructure is at risk if the statement 
of requirements is inaccurate or incomplete. Alberta 
Infrastructure is also at risk if requirements change, for 
example, because of new technology requirements as 
requested from AHS and Alberta Health.

Key Participants: 

Alberta Infrastructure
(Project Lead)

Oversees the planning, design and construction 
of Willow Square. Responsible for delivering the 
project to approved scope, schedule and budget.

Design-Builder
Designs and constructs 

Willow Square in accordance 
with Alberta Infrastructure’s 
statement of requirements.

Sub-Contractors
Work for the design-builder to 
design and build Willow Square.

Cost Consultant
Develops cost estimates and 
monitors the design-builder’s 
construction costs for Alberta 

Infrastructure.

Bridging Consultant
Works with Alberta Infrastructure 
to develop the statement of 
requirements, participates in 
design reviews and oversees 
design aspects of the design-

builder contract.

Alberta Health Services
(Project Co-Sponsor)

Participates in planning, design and 
construction, and ensures objectives, scope 
and approach will meet service needs. 

Approves major changes to project scope.

Alberta Health
(Project Co-Sponsor)

Participates primarily in planning and 
design, and ensures project objectives and 
scope are met. Approves project scope early 
in the life of the project and approves major 

changes to project scope.

Legend

Contract between participants

Project charter between 
participants and agreement 
on facility needs
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History of the Project
The government first announced the construction of a 
continuing care facility in Fort McMurray in 2008.

When completed, the facility will offer various levels of 
supportive living, long-term care, and palliative care. 

Alberta Infrastructure based the design of the facility 
on a social model of care that focuses on improving 
the quality of life for each resident by optimizing 
independence, encouraging social interaction in a 
family-like group, and preserving autonomy in decision-
making. 

Key milestones

Funding approved for continuing 
care facility in Fort McMurray

Planning completed for Willow Square site and 
design-builder contract awarded

Re-evaluation of the facility needs  
at Willow Square site

Alberta Infrastructure completes site evaluation. 
Recommend Parsons Creek site for the facility

Estimated cost (100-bed facility) 
at Parsons Creek site = 
$50 million

Investment to date that had no 
benefit to Willow Square site = 
$15.5 million

Estimated cost (100-bed facility) 
at Willow Square site = 
$80 million

Estimated cost (144-bed facility) 
at Willow Square site = 
$110 million

Government approves Willow Square site for 
the facility

Original approved construction completion date

New approved construction completion date

Government announces that the facility is being 
moved back to Willow Square site

Detailed design completed and construction 
starts at Willow Square site

Work starts at Parsons Creek site

Wildfire in Fort McMurray

Government announces it is moving ahead with 
the facility at Parsons Creek site 

2008 

May-June 
2011

Jan 2017 
-Jan 2018

Nov-Dec
2011

Jan-Oct
2018

June 2011 

2012-2015

Nov 2015

Sept 2019

Dec 2019

May 2016

Dec 2016
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With the 2015 decision to construct the facility at the 
Willow Square location versus the Parsons Creek site, 
Alberta Infrastructure estimated that it would cost 
an additional $30 million to build a 100-bed facility, 
similar to the facility at the Parsons Creek site, at the 
Willow Square site. This cost increase was primarily 
attributed to a change in design that would be required 
to accommodate the downtown site, which was smaller 
than the Parsons Creek site, and requiring a three-story 
building instead of one-story.

In 2016, Alberta Infrastructure revised the estimated 
cost to $110 million after AHS and Alberta Health 
reassessed the need and increased the facility to  
144 beds, which included space for 36 beds that  
AHS could add at a later date.  

As of November 2019, Alberta Infrastructure approved 
a construction completion date of December 2019 
with the design-builder – two months later than the 
originally scheduled date of September 2019 – and 
expected the project to be completed within budget.
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Objective and Scope
Our audit objective was to assess if Alberta Infrastructure 
had adequate project management systems to manage 
the planning and design of Willow Square.

We audited Alberta Infrastructure’s project management 
systems for the planning and design phases of the 
Willow Square facility. The focus of our audit was on 
the planning and design completed for Willow Square, 
which started in 2017. We examined the planning of 
the Parsons Creek site only to the extent it was used 
in planning Willow Square. We also examined Alberta 
Infrastructure’s systems to evaluate sites and make 
recommendations to its Minister. Because the design 
phase of Willow Square (including the finalization 
and approval of the design development report) was 
ongoing at the time of our audit, we assessed Alberta 
Infrastructure’s systems to October 31, 2018.

We did not audit the:

• construction of Willow Square 

• government’s decisions to move the facility back and 
forth between Parsons Creek and Willow Square 

Criteria 
To determine whether Alberta Infrastructure had 
adequate project management systems to manage 
the planning and design of Willow Square, we used the 
following criteria.

Alberta Infrastructure should have effective systems to:

• define and control project scope 

• plan, develop, and control project schedule

• plan cost management, estimate and control project 
costs 

• plan risk management and identify, analyze, and 
control risks 

• develop and control project contracts 

Alberta Infrastructure should have systems for 
measuring, monitoring, and reporting project 
performance.

We established our criteria based on the Project 
Management Body of Knowledge (PMBOK Guide – Fifth 
Edition), which issues relevant standards for this topic.

Senior management of Alberta Infrastructure 
acknowledged the criteria were suitable on 
July 27, 2018.

What We Examined
In examining the Willow Square project, we:

• examined Alberta Infrastructure’s project 
management standards and procedures related to 
the project 

• interviewed key staff involved

• examined documentation related to the planning, 
design, and reporting of the project

• conducted a site visit 

We conducted our fieldwork from July 2018 to 
October 2019 and examined client records and activities 
from the planning and design phases for Willow Square 
up to October 31, 2018. 

We completed our audit on January 10, 2020. 

About this Audit
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Conclusion
We conclude that Alberta Infrastructure had adequate 
project management systems to manage the planning 
and design of Willow Square; however, it can improve 
certain project management processes and project 
performance measures.

During the planning and design, Alberta Infrastructure 
had adequate project management systems to analyze 
sites for the facility, develop cost estimates, and monitor 
some parts of the project.

We found Alberta Infrastructure needs to:

• improve the robustness and timeliness of its project 
management plan to guide the project 

• ensure key stakeholders formally approve critical 
project deliverables used for managing scope

• improve monitoring of project risks

• improve compliance with its contract for endorsing 
design drawings and timely approval of change 
orders

• develop better measures to assess the performance 
of its capital project 

Why This Conclusion 
Matters to Albertans
Albertans depend on health facilities, including hospitals 
and long-term care facilities every day. The Government 
of Alberta spends millions of dollars on these capital 
projects and Albertans expect their government to 
minimize the risk of project delays, wasted costs or 
projects that do not meet the requirements. 

Good project management systems will help Alberta 
Infrastructure deliver capital projects on time, on budget, 
and to specification. These systems will also minimize 
the risk of cost overruns or project delays, if projects go 
off-track. 

Summary of 
Recommendations 

RECOMMENDATION: 
Improve certain project management processes for capital 
projects 

We recommend that the Department of Infrastructure:

• develop standards for its project management plan

• complete a project management plan in accordance 
with the standards and ensure the project 
management plan and project charter are approved 
early in the life of a project

• ensure the project team follows the project 
management processes and controls identified 
in the project management plan and the project 
charter

RECOMMENDATION: 
Improve performance measures for capital projects

We recommend that the Department of Infrastructure 
develop better measures to assess the performance of its 
capital projects.
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Improve Certain Project 
Management Processes  
for Capital Projects 

Context 
A project management system combines standards, 
processes, controls, tools, funds, and qualified people to 
plan and manage a project. Without such a system, the 
risk that a project may not meet its objectives increases 
significantly. 

Alberta Infrastructure’s process requires it to complete 
and approve a project charter, a project management 
plan, and subsidiary project management plans early in 
the life of a project.6 

The project charter is an agreement between 
Alberta Infrastructure, AHS and Alberta Health on 
responsibilities, objectives, scope and strategies 
to deliver the project on time, on budget and to 
specification. 

The project management plan has several subsidiary 
project management plans. The project management 
plan summarizes the subsidiary plans.7 Examples of 
subsidiary project management plans include the scope 
management plan, the cost management plan, and the 
risk management plan. The subsidiary plans describe 
the processes to execute, monitor, and control the 
project. Once Alberta Infrastructure approves the project 
management plan and the subsidiary plans, Alberta 
Infrastructure uses them to monitor a project’s progress 
and measure results. 

6 Required by the Health Facilities Capital Program Manual. The Health Facilities Capital Program Manual states that for less complex projects the 
information in a project management plan may be in the project charter and the subsidiary plans. The manual also states that depending on the 
nature of a project, some of the subsidiary plans may not be required or may be developed by contractors/consultants. 

7 According to the Health Facilities Capital Program Manual.  

A project management plan does not guarantee results, 
but it may reduce project risks. A plan requires project 
teams to consider and plan all aspects of a project. A 
plan can also be used by senior management to oversee 
project teams, ensuring they have processes and 
controls—before proceeding—and ensuring that those 
processes and controls are operating effectively. 

Criteria
Alberta Infrastructure should have effective systems to:

• define and control project scope 

• plan, develop, and control project schedule

• plan cost management, estimate and control project 
costs 

• plan risk management and identify, analyze, and 
control risks 

• develop and control project contracts 

Detailed Findings  
and Recommendations
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Our audit findings 

Key Findings

• Planning the project: Alberta Infrastructure 
performed substantial planning and design work 
before it had an approved project charter or a 
finished project management plan. When the plan 
was finished, it lacked some information for fully 
managing scope, schedule, cost, and contracts.

• Scope management: Alberta Infrastructure had 
systems to analyze sites for the facility and make 
recommendations. However, key stakeholders 
did not formally approve the statement of 
requirements or accept design drawings, contrary 
to the project charter.

• Schedule management: Alberta Infrastructure 
developed its project schedule in March 2017, 
originally aiming to finish construction by 
September 2019. To assess if this schedule was 
reasonable, Alberta Infrastructure compared it to 
another jurisdiction’s schedule. The comparison 
showed Alberta Infrastructure’s schedule was 
aggressive. Alberta Infrastructure had no formal 
documentation to show whether it had assessed 
if or how it could meet its schedule, considering 
resources and the time its processes and controls 
would require.

The project management plan was also not clear 
on which design or construction milestones 
Alberta Infrastructure would monitor to assess if 
the project was on schedule.

• Cost management: Alberta Infrastructure had 
systems to complete cost estimates and ensure 
they matched the project budget and monitor 
project costs. However, Alberta Infrastructure 
had deficiencies in its systems to ensure project 
expenses complied with its contract.

• Risk management: Alberta Infrastructure 
monitored project risks informally through site 
visits, contractor reporting and project meetings. 
But Alberta Infrastructure did not complete a 
detailed risk assessment for the project until one 
year after the project started; it did not monitor 
project risks according to the project management 
plan.

• Contract management: Alberta Infrastructure 
did not always comply with its contract for 
endorsing design drawings or timely approval of 
change orders.

Planning the project 

Project charter and project management plan 
completion and approval
Alberta Infrastructure did substantial planning 
and design work starting in 2017, before it had an 
approved project charter from Alberta Health and 
AHS. The charter is an agreement between the parties 
on important components to deliver the project on 
time, on budget and to specification, and therefore 
needs to be completed early in the project life. Alberta 
Infrastructure drafted the charter in February 2017, 
but it did not give it to AHS until September 2017 or 
Alberta Health until June 2018. Alberta Infrastructure, 
AHS and Alberta Health did not approve the charter until 
June 2018. We found no documented evidence that 
Alberta Infrastructure evaluated the risks of not having 
an approved charter.

Alberta Infrastructure had limited experience using the 
design-build method, making the need for an approved 
project management plan even more important. Alberta 
Infrastructure did not draft the project management 
plan until June 2018 and did not approve it until 
December 2018, almost two years after it started  
Willow Square. 

Alberta Infrastructure only completed a project 
management plan, but no subsidiary project 
management plans. Alberta Infrastructure had templates 
for the project management plan and subsidiary 
project management plans, but at the time, it did not 
require project teams to use them. As a result, some 
typical project management processes and controls 
for scope, schedule, cost, and contracts were not fully 
documented.

Finally, both the project management plan and the 
project charter were not always followed, as explained in 
the following scope management and risk management 
sections. 
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Scope management 

Defining the scope
Alberta Infrastructure had adequate processes to 
assess and evaluate sites for the facility and make 
recommendations to its minister. 

In 2011, Alberta Infrastructure led the evaluation of 
seven sites for the Fort McMurray continuing care facility 
(including the Parsons Creek site and Willow Square 
site) using criteria developed and agreed to by various 
stakeholders. Alberta Infrastructure analyzed each site 
and identified the advantages and disadvantages of each. 
Alberta Infrastructure recommended to the Minister 
of Infrastructure that it build the facility at the Parsons 
Creek site. However, between 2011 and 2015, the 
government decided to build the facility at the Willow 
Square site, then move it back to the Parsons Creek site, 
and then back again to the Willow Square site. 

After the decision to move the facility back to the Willow 
Square site, Alberta Infrastructure, Alberta Health and 
AHS jointly developed the statement of requirements. It 
was a critical part of the project. It specified the details 
the builder had to meet and was included in the design-
build request for proposal. If the statement did not 
define the requirements adequately, the facility would 
not meet AHS’ needs, and changes would be needed in 
the design and construction phases, resulting in costs 
and delays. 

But Alberta Infrastructure’s project management plan 
or project charter did not include any documentation of 
the processes and controls for developing the statement 
of requirements. The charter stated that Alberta Health, 
AHS and Alberta Infrastructure would approve the 
statement of requirements, but did not specify who 
within each entity would approve it. Although Alberta 
Health, AHS and Alberta Infrastructure developed the 
statement jointly, we found no evidence that anyone at 
Alberta Health or AHS formally approved the statement 
of requirements. 

Alberta Infrastructure received the high-level facility 
needs from AHS and Alberta Health. Their scope 
matched the statement of requirements Alberta 
Infrastructure gave to the design-builder. 

Controlling the scope in the design phase 
Once Alberta Infrastructure hired the design-builder, 
the project entered the detailed design phase. The 
project charter said that a project design committee 
would ensure design quality by reviewing and accepting 
the design-builders’ drawings. If the statement of 
requirements was incorrect or needed to be changed, 
Alberta Infrastructure could make changes in the design 
phase, likely reducing costs and delays for change orders. 

The project charter had no documentation on the 
membership of the design committee, nor their 
responsibilities. Design review meetings occurred, and 
Alberta Infrastructure provided the design-builder with 
comments on the drawings. But we found no evidence 
that the design committee accepted the drawings as 
the charter required, nor was it clear if all the relevant 
members reviewed the drawings. 

Alberta Infrastructure had adequate systems to manage 
changes to the project scope. However, it did not have 
adequate systems to ensure the change order approval 
timeframes complied with the design-build contract, 
as explained in the contract management section 
(page 13). 

Schedule management 

Developing the schedule 
Alberta Infrastructure developed a project schedule in 
March 2017, originally aiming to finish construction by 
September 2019. It worked back from the completion 
date to estimate the timing of other activities such as 
planning, design, and construction. 

To assess if this schedule was reasonable, Alberta 
Infrastructure obtained schedule information from 
another jurisdiction for a facility similar to Willow 
Square. The comparison showed Alberta Infrastructure’s 
schedule was aggressive – about one year less for the 
design and construction phases.  

Alberta Infrastructure had no formal documentation to 
show whether it had assessed if or how it could meet 
its schedule, considering resources and the time its 
processes and controls would require.

The March 2017 schedule included steps to develop and 
approve a project management plan in April 2017. But 
Alberta Infrastructure did not complete the plan until 
June 2018. Alberta Infrastructure told us that it did not 
complete the project management plan on time because of 
resource constraints and the time pressures on the project.  
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Monitoring schedule progress against the plan
Alberta Infrastructure received periodic schedule updates 
from the design-builder and the bridging consultant. 
Alberta Infrastructure’s project team also visited the site 
to verify progress.

The project management plan identified some 
milestones for the project, but they were insufficient 
to monitor and measure results for all phases. For 
example, the plan did not include any milestones for the 
detailed design phase. For the construction phase – the 
longest phase of the project – the plan had only start 
and end dates. The plan was not clear on which design 
or construction milestones Alberta Infrastructure would 
monitor to assess if the project was on schedule.

Cost management 

Planning how to manage costs 
The project management plan did not specify when 
Alberta Infrastructure would complete the cost estimates 
or define the processes for monitoring project expenses. 
It also incorrectly stated the bridging consultant would 
develop the cost estimates, when it was the cost 
consultant’s responsibility to do so. 

Estimating costs
Alberta Infrastructure had effective systems for 
estimating project costs. It estimated project costs based 
on Alberta Health and AHS high-level requirements and 
obtained funding from the Treasury Board Committee 
and Cabinet8 before proceeding. It also updated its 
cost estimates once it developed the statement of 
requirements, ensuring the project cost would continue 
to fit within the $110 million approved budget. 

Controlling costs
In June 2018, the project team implemented a new, 
improved financial management tool for Willow Square. 
The new tool helped the project team monitor and 
control project costs. Additionally, Alberta Infrastructure 
had adequate systems to manage changes to the cost. 
However, it did not have adequate systems to ensure 
the change order approval timeframes complied with 
the design-build contract, as explained in the contract 
management section (page 13). 

8 The Treasury Board Committee and Cabinet decide how much to spend on capital and which programs and projects to spend it on.
9 A risk register is a tool for documenting, analyzing and evaluating risks. The register also includes the risk owner and actions taken to respond to 

the risk. 

A sample of design-builders’ expenses matched 
the contract. But for another sample of expenses 
from a different project consultant contract, Alberta 
Infrastructure approved $83,000 that did not comply 
with the contract. In some of these samples, the 
consultant billed Alberta Infrastructure for employees 
and consultants not on the approved fee schedule. In 
other samples, the consultant billed a higher rate than 
the fee schedule allowed. 

Risk management 
Alberta Infrastructure lacked a formalized risk 
management system for Willow Square. Alberta 
Infrastructure identified some project risks in the project 
charter, but it did not develop a risk register9 until 
April 2018, about one year after the project started, 
nor did it specify the owner of over half the risks in the 
register.

The project management plan said Alberta Infrastructure 
would monitor risks quarterly and hold a quarterly 
meeting to follow up on risk management issues. As 
of the end of October 2018, six months after the risk 
register was developed, Alberta Infrastructure had 
not updated it, and the quarterly meetings on risk 
management had not occurred. 

Alberta Infrastructure managed project risk informally 
through monthly project meetings, site visits, and 
monthly reports from the design-builder and the 
bridging and cost consultants. 
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Contract management 
Alberta Infrastructure did not plan how it would manage 
the design-build contract and ensure compliance with 
it. And, Alberta Infrastructure did not comply with 
requirements in the design-build contract for endorsing 
design drawings or timely approval of change orders:

• As part of the design review process from the 
design-build contract, Alberta Infrastructure would 
endorse the design drawings as either received, 
comments, or received with observations. For each 
category, the contract outlined the design-builders’ 
responsibilities. Alberta Infrastructure commented 
on drawings, but it did not endorse the drawings 
using the categories required in the contract. 

• Alberta Infrastructure hired the cost consultant 
to help review estimated costs for change orders. 
Although the design-build contract required 
Alberta Infrastructure to approve change orders in 
a specified time of receiving the estimate, the cost 
consultant contract had no specified turnaround 
times. In some cases, Alberta Infrastructure did not 
meet the approval timeframes in the design-build 
contract because it did not receive the review of the 
cost estimate from the cost consultant in a timely 
manner. 

The design-builder may have to pay a penalty if it 
does not finish the project by the deadline as stated 
in the contract. But if Alberta Infrastructure delays the 
design-builder, through its own non-compliance with 
the contract, the penalty may not be enforceable. Alberta 
Infrastructure had not assessed the risk of its own 
non-compliance.

Some responsibilities within Alberta Infrastructure’s 
bridging consultant contract were not accurate. For 
example, this contract said that the bridging consultant 
was responsible for updating the schedule bi-weekly. 
This is the responsibility of the design-builder. Alberta 
Infrastructure stated that these responsibilities were 
updated once the design-builder was hired, but it did not 
update the contract.

RECOMMENDATION: 
Improve certain project management processes for capital 
projects 

We recommend that the Department of Infrastructure:

• develop standards for its project management plan

• complete a project management plan in accordance 
with the standards and ensure the project 
management plan and project charter are approved 
early in the life of a project

• ensure the project team follows the project 
management processes and controls identified 
in the project management plan and the project 
charter 

Consequences of not taking action 
Without a well-designed project management plan that 
the project team follows, Alberta Infrastructure may 
increase its risk of avoidable problems such as increased 
costs, schedule delays, and unsuitable facilities. 
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Improve Performance 
Measures for Capital 
Projects 

Context 
Performance measures are quantifiable and show 
whether a program or project is working or meeting 
objectives. For example, to assess if Alberta Health is 
achieving its outcome of improved health outcomes for 
Albertans, it measures and reports on the percentage of 
clients placed in a continuing care facility within 30 days 
of being assessed. 

A comprehensive set of performance measures can 
give project teams and senior management verifiable 
information to confirm the performance of projects and 
identify risks on which the team should focus. 

A leading performance measure predicts success and 
warns of potential problems. For example, the number of 
design milestones missed or the contingency remaining 
compared to the total project budget. 

A lagging performance measure reports results. For 
example, the number of construction projects completed 
by the deadline or the number of projects completed 
within budget.

Management can also use leading and lagging 
performance measures to identify where improvements 
may be needed to its project management systems. 

Criteria 
Alberta Infrastructure should have systems to measure, 
monitor, and report project performance.

Our audit findings 

Key Finding 

• Alberta Infrastructure lacked adequate measures 
to assess the performance of the Willow Square 
project.

Schedule performance measures—Alberta 
Infrastructure used two key reports to monitor project 
status and performance. One report gave a description of 
the project status, but it did not have any performance 
measures. The second report assessed schedule and 
budget performance. However, Alberta Infrastructure’s 
measure for schedule performance was not well defined. 
It was not clear what milestone Alberta Infrastructure 
measured. Nor was it clear what schedule baseline it 
used to measure performance against. 

Budget performance measures—Alberta 
Infrastructure’s budget measure was well defined. 
But the budget measure only assessed performance 
against the approved budget. It did not assess the cost 
performance for the project. For example, if the project 
was expected to cost more and the scope remained the 
same, Alberta Infrastructure would have to seek approval 
for a budget amendment from the Treasury Board 
Committee. At the end of a project, the budget measure 
would always report positive results because Alberta 
Infrastructure could not spend more than the approved 
budget. 

The schedule and budget performance measures tell 
Alberta Infrastructure if a project will likely be completed 
on time and within the approved budget. However, 
the reporting did not include leading measures (with 
targets) that would help senior management assess 
the performance of a project as it progresses. Alberta 
Infrastructure’s measures did not tell management if the 
project team was managing the project appropriately, 
or if early warning indicators were signaling concerns. 
Alberta Infrastructure relied on its project team to bring 
concerns forward. 

RECOMMENDATION: 
Improve performance measures for capital projects

We recommend that the Department of Infrastructure 
develop better measures to assess the performance of its 
capital projects. 

Consequences of not taking action 
Without verifiable information Alberta Infrastructure may 
not know if its projects are on track, or if early warning 
indicators are predicting risks that may need more 
attention or corrective action. It may also not know if its 
project management systems are working. 
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Audit Responsibilities 
and Quality Assurance 
Statement 
Management of Alberta Infrastructure is responsible for 
the project management systems for Willow Square.

Our responsibility is to 
express an independent 
conclusion on whether 
Alberta Infrastructure 
had adequate project 
management systems to 
manage the planning and 
design of Willow Square.

We conducted our audit in accordance with Canadian 
Standard on Assurance Engagements 3001 issued by 
the Auditing and Assurance Standards Board (Canada). 
The Office of the Auditor General applies Canadian 
Standard on Quality Control 1 and, accordingly, 
maintains a comprehensive system of quality control, 
including documented policies and procedures 
regarding compliance with ethical requirements, 
professional standards, and applicable legal and 
regulatory requirements. The office complies with 
the independence and other ethical requirements of 
the Chartered Professional Accountants of Alberta 
Rules of Professional Conduct, which are founded 
on fundamental principles of integrity and due care, 
objectivity, professional competence, confidentiality, 
and professional behaviour.
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