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- Leadership and Entrepreneurship Immersion Program - NTU
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- Operations Direction Postgraduate Specialty - UP Mexico

- Business Management Postgraduate Specialty - Universidad de

Navarra, Spain

- Master in International Trade and Economics – Shanghai
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- CEO of Avenir America, TOC consulting firm for 5 years. Responsible for

the Business Development, Consulting Delivery and overall business

affairs.
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estate, retail of fashion clothes and FMCG retail (supermarkets).
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Projects in Mexico are no different than in any
other country, they all deal with the same pains!:

� Generally not finished on time.
� Too many changes.
� Exceeded budgets.
� Too much rework.
� Priority conflicts.
� Too much uncertainty.
� Firefighting.

Project environment in Mexico
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The price paid is poor performance and poor 
results!

Project environment in Mexico
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• High Income Housing Development company based in Cabo San Lucas, Mexico.

• Transport infrastructure company based in Culiacan, Mexico.

• Commercial and Industrial construction company based in Tijuana, Mexico. 

Avenir America has had the opportunity to 
implement CCPM in several Mexican 

infrastructure development companies:

• Hotel development company based in Rockville, USA.

• Chinese Food Restaurant Chain based in Culiacan, Mexico.
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• Portus is a company that develops residential vacation homes.

• Portus did not have any formal project management methodology.

• Portus did not have any problems selling the homes. Portus had severe problems 

with on time delivery of the homes to the customers.

• Original construction schedules were 7 months on a best scenario basis. A home 

could take as much as 9 months to be delivered. After CCPM duration was reduced

to 4 months.

Portus Case Study

• Network Diagram

• Critical Chain Schedule

• Project Communications
Planning

• Full kit planning

• Risk Management plan

• Quality Management plan

Planning

Deployment of execution 
processes.

Task Management

Buffer Recovery Plans

Execution

• Buffer Management 

• Quality Management

• Risk ManagementControlling
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Portus Case Study
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PORTUS

Portus Case Study
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• Construction Company that specializes in Super Market construction. 

• The challenge for them was taking on the building of an Gym/Auditorium, a type 

of project in which the company had no previous experience.

• The project was the result of a winning bid. One of the critical factors in order to 

win the bid was the reduction of the proposed construction schedule from 32 to 

28 weeks. 

• Avenir's proposal  to SOJO was to help them complete the project not in 28 but in 

24 weeks. 

SOJO Case Study

SOJO

STRENGHTS

• An experienced

technical team

• Management was very

keen on improving the

company's project

management

capabilities.

• Top management

believed CCPM could

really help the company

now and in the future.

WEAKNESSES

• Little experience in 

formal project

management.

• No experience in this

type of project.

• Possible resistance to

change from the

subcontractors.

• Bad Multitasking.

• Padded task duration

estimates.

Our proposal was based on the

following analysis:

Our proposal was based on the

following analysis:
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• A Critical Chain schedule was

developed. Resulted project

duration was 24 weeks with all

buffer consumed.

• Along with CCPM processes,

traditional PMI processes were

implemented as needed.

• Full kitting was implemented for

the critical chain activities.

• Active task management was

conducted daily. Buffer

management meetings were

done on a weekly basis.

• Risk management and quality

management meeting were done

on a bi-weekly basis.

Project

Critical Chain

Schedule

Risk

Management

Formal Project 

Management 

Processes

Full kitting

Buffer 

Management

Buffer 

Recovery Plans

SOJO Case Study
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SOJO Case Study
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Sojo

SOJO Case Study
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Taipak Case Study

• Taipak is a leading company in Sinaloa's restaurant industry.

• Taipak entered into an expansion phase, opening more restaurants locally and in 

other states in Mexico. 

• The total construction schedule for a single restaurant was more than 12 months. 

After CCPM implementation duration was reduced to 4 months. 

Taipak
Construction Team

After Avenir 

Intervention

• No Project Management experience.

• Padded duration estimates.

• Too many scope changes.

• Network Diagrams

• CCPM schedules

• Full Kitting

• Task and buffer management

• Buffer recovery plans

• Harmony was achieved
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Sleep Inn Case Study

• Sleep Inn is a Business Class hotel built in Culiacan, Mexico.  

• Project was already 8 months in and aprox 50% completion when Avenir 
was invited to participate. The target was to finish remaining 50% in 3 
months.

• Big $ implications if delivered or not in time, both ways.

• The project was in crisis as it had been poorly managed from the 
beginning. Focus was missing, there was a lack of priority planning, and 
bad multitasking. 

• Avenir implemented a recovery plan based on an aggressive CCPM 
schedule. 

• The target was achieved succesfully. The hotel opened on 1st Week Dec.

CCPM schedule
Double shifts

implemented

Full Kitting on all

activities
Buffer Management
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Sleep Inn
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Primex Case Study 1

• The project was the construction of a 34 kilometer highway in

Northern Mexico.

• The project was part of a parent project, the construction of

100 km highway by the Mexican Government.

• The government split the project in three stretches. Each

stretch was to be done by a different company.

• The whole project was to be finished by Dec. 30 2012,

requiring major coordination efforts between the three

companies assigned to do the job.
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Primex Case Study 1

• Our client was awarded a 34 km stretch as a result of winning

an international bid.

• For the project, our client formed a joint venture with two

other companies.

• One of the companies in the joint venture was a spanish

company with no prior construction experience in Mexico,

thus elevating risk for the project.

• All three companies in the joint venture lacked formal project

management skills.

• Impact of not planning well (subgrade, sand), 45 days delay.
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• Several CCPM schedule scenarios

were developed.

• Being a 20 million USD project,

cash flow had to seriously be

taken into account.

• Full kitting was implemented for

all the activities.

• Short term objectives were

established every week and

tracking was done daily.

• Buffer management was done on

a weekly basis.

• In the end Primex was the only

company that finished on

schedule. Other two companies

were 40% late.

Project

Critical Chain

Schedule

Risk

Management

Quality

Management

Full kitting

Buffer 

Management

Buffer 

Recovery Plans

Primex Case Study 1
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Primex Case Study 2

• The project was an underpass in a heavily transited urban

zone.

• Primex started the project using no formal project

management methodology.

• Due to the nature of the project and a lack of proper planning

(ex. concrete beams) and decision making (ex. fiber optic) the

project suffered severe delays.

• As weeks passed top management grew uncertain of the

ability of the team to complete the project on time.

• At this stage, the project was 6 months in and aprox 50%

complete.

• Avenir was invited in order to assess the probability of the

project being completed as per schedule and cost.



11th International Conference of the TOC Practitioners Alliance - TOCPA

Primex Case Study 2

• After a thorough audit process we concluded that through

CCPM implementation it was in fact possible to finish the

project on time, if not earlier.

• An aggressive schedule was developed and double shifts were

implemented as needed.

• Task and buffer management was done on a daily basis.

• Remaining 50% was completed in 3 months.

Technical
Audit

Technical
Audit

CCPM 
Schedule

CCPM 
Schedule

Full KittingFull Kitting
Double
Shifts

Double
Shifts

Daily 
meetings

Daily 
meetings GOALGOAL

RISK MANAGEMENT
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Key learnings

• Especially in the Mexican context, we found that:

– Facilitating the creation of PMOs is a must in many cases

– Without planning, team work is inexistent

– Most delays are controllable delays (decision making importance)

– Importance of enrolling in the concept of aggressive task durations of 

CCPM (remove fear of failing at task level)

– Multiple partner owned projects need very careful handling of decision 

making situations.

– It takes time for project teams to get into the habit of Active Task 

management meetings and BMMs.

– Key lies in getting the team and managers to focus on the project as a 

whole and not the task completion. Not drive for task based commitments

– Important Role of Support Functions (HR, Finance, Procurement)

Some of the above issues may be relevant in other geographies as well…
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• Thank you!

Contact info:

lbernal@avenirco.com

Mobile: +521-667-2022285


