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Escuelas Bicentenario Bicentennial Schools 
A dynamic integration between Programme Management 
and its PMO
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Programme Controls 

Manager currently helping 

PEIP-EB*, a new Peruvian 

organization in charge of 

delivering the 

Bicentennials Schools 

Programme, to structure 

and implementing its 

Governance and its 

Programme Management 

Office (PMO).

Diego Guevara

* PEIP-EB stands for “Projecto Especial de Inversión Pública, Escuelas Bicentenario”

https://www.linkedin.com/in/diegonicolasguevara/

diego.guevara@macegroup.com
dnguevarah@pucp.pe

https://www.linkedin.com/in/diegonicolasguevara/
mailto:diego.guevara@macegroup.com
mailto:dnguevarah@pucp.pe
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Programme Management 

Lead, providing Project 

Management and 

Technical Assurance 

support for the 

construction of 75 new 

schools and development 

of a Client team for future 

work.

Matthew Fitch

matthew.fitch@macegroup.com

https://www.linkedin.com/in/matthew-fitch-20214156/

mailto:matthew.fitch@macegroup.com
https://www.linkedin.com/in/matthew-fitch-20214156/
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The Peruvian infrastructure gap
“Fighting against the trend…”
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$25bn
In education 

infrastructure*

A gap of more than…

15%
on effective 

investment execution 

in all the Ministries**

No more than…

5%
on effective 

investment execution 

in education 

infrastructure**

A maximum of …

* According to the “00705-2020-MINEDU/VMGI-DIGEIE-DIPLAN Report”, December 2020.

** According to “Friendly Survey” (our translation) in April 2020.

The Problem: The growing Peruvian Infrastructure gap
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5
venue 
clusters

44 hectare
Athlete’s 

Village

41
competing 
nations

8,500+
Competing 

athletes

Lima 2019 Pan American Games

“Delivering the Pan 
American and Parapan 

American Games 
venues for a month of 

world-class 
competition and a 

lifetime of local 
opportunity.”

Success Cases: Lima 2019 – New Delivery format
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74
schools 
constructed

51,000
hectares of 

reforestation, 
terracing and 
revegetation

20
flood defence 
projects

15
health 

centres

Peru - Reconstruction with Changes

“Rebuilding critical 
infrastructure 
following the 

devastating 
impact of El Niño 

in 2017”

Success Cases: ARCC – Breaking the trend
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Escuelas Bicentenario Programme
Bicentennial Schools Programme

The future of any of our countries depends on 
education and its impact on the next generation 

of professionals and leaders, starting with 
quality educational infrastructure projects. 
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Optimisation of the design and construction of 75 new schools 
in Lima and 9 other regions of Peru – including its O&M.

Main Objectives of the Programme

Upskilling and transferring knowledge to the Client team to enable 
successfully and independently deliver in the future.

Establish a legacy for successful delivery of infrastructure programmes under a 
new legal framework, updating the current legislation with any lessons learned

Develop and implement the governance, procedures and policies 
necessary for establishing a Programme Management Office.
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Design Optimisation, Construction, 
and O&M plans for 75 schools
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Where are the 75 Schools

In 9 regions and 21 districts within 
Metropolitan Lima 75 Bicentenary Schools

METROPOLITAN LIMA

59 SCHOOLS 
TO REDEVELOP

97,000 
STUDENTS

TO BENEFIT

16 SCHOOLS
TO REDEVELOP

17,000 
STUDENTS

TO BENEFIT

REGIONAL
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The 5 Design Catalogues
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Stages of the Programme

PMO 
Establishment

Stg #01 

Stg #02

Nov21 – May22
Client’s PMO and 
Organization structuring

Nov21 – Aug22
Design Optimization, 
innovation and improvements

Aug22 – Apr24 
Contract management of the 
design and build Contractors

Stg #03

Mar22 – Aug22
Contract Strategy 
implementation 

Stg #04

Aug23 – Mar24
Operations and maintenance 
plans development 

Stg #05

Mar24 – May24
Benefits transfer and 
commercial close out 

Stg #06

Design 
Optimisation

Procurement

Execution

Operations 
and 

Maintenance

Transfer and 
Close Out
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School Specific 
Information

16,000 files, 70GB

Design Catalogue 
Information

18,500 files, 26GB

Revit Models and 
Components

2,000 files, 12GB

Process Data through 
Atlas and PowerBI to 

Support Design 
Optimisation using 

agreed WBS Coding

Base Data to be Reviewed and Indexed

Update Catalogues, 
Develop Design 

Guidelines and Develop 
Employer’s Requirements
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Understanding the 
Challenge and Framing 

the Programme

Processing Large Data 
Set Efficiently to Enable 

Easy Manipulation

Providing Information to 
Design Team to Enable 

Optimisation

Establishing the 
Employer’s 

Requirements

Benefits of this Integrated Approach
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Establishing a Programme 
Management Office – PMO 
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1. Developing and 
implementing the 
governance, procedures 
and policies along the 
Programme.

2. Consistent information 
capture by integrating the 
Programme and Project 
management focus 
between the PMO and the 
Delivery Assurance team.

3. Acting as a centre of 
excellence for continuous 
improvement.

How does the PMO address this…

The PMO is the engine of the program that acts as a control, 
advisor and centre of excellence for the execution of deadlines, 
costs and risks.
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Effective and Efficient Reporting for Well Informed Decision Making 
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PROGRAMME 

MANAGEMENT & 

OVERSIGHT

BIM, 

MODELLING & 

TECHNICAL 

DESIGN

ASSET 

OPERATION 

AND 

MAINTENANCE

EXTERNAL 

COMMUNICATION/ 

STAKEHOLDER 

ENGAGEMENT

STATUTORY 

APPROVALS 

INTERFACE 

KNOWLEDGE 

& LEARNING 

PORTAL

PEIP-EB Design Team PMO CitizensGov. depts.KOULU
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Building 

Data

Infrastructure 

Data

Municipality Data

Geotech 

Data

Water DataPopulation 

Data

Design Data

Contract Data

Update Reports

Construction Data

Cost Reports

Schedule Data

Risk Reports

Image Data

Inspection Data

Analysis Data

Satellite Data

Other Data TBC
Other Data TBC

Visualisation

Analysis
DATA HUB

COMMON 

DATA 

ENVIRONMENT

Management

PMO

DATA LAYER

- Collect data from various sources across 

PEIP-EB.

- Multiple formats of data provided as inputs

- Data standards will ensure consistency and 

interoperability of incoming data

- Data will provide value during the 

programme and beyond into Legacy

ANALYSIS LAYER

- Consolidation of multiple data sets

- Consistent single source of truth

- Overlay data sources to enable advanced 

analysis

In
c
re

a
s
e
 i
n
 v

a
lu

e

TOOLS LAYER

- Present data sets through a range of interfaces 

to meet the use cases

- Providing transparency to a range of 

stakeholders

USER LAYER

- Users can be presented with data to make 

better decisions

- Interactions with data will be based on 

specific needs & link to existing systems
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Consistent Information: Reporting Architecture

“To achieve a 
complete 

organisational 
transformation, 

people and digital 
solutions need to 

underpin the PMO 
approach.”

— Davendra Dabasia, 
Managing Director for 

International
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Schedule Management

(Primavera P6)

Cost & Change Management

(Aconex)

Risk Management

(ARM)

Information Management (CDE)

(Aconex)

Contract Administration

(Aconex)

Health & Safety Management

(Microsoft PowerApps)

Schedule Updates (Local)

(Primavera Prime)

Sustainability Management

(Optimise)

Procurement 

(Award)

Data Hub

Business Intelligence 

Reporting

KPIs / Performance

The POPIT* methodology

Governance / Processes / Drumbeat / Lessons Learned / Training 

*POPIT: People, Organization, Processes, Information, and Technology
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Benefit Management One and only source of 
verified truth

Integration between 
Programme & Project 

Management

Informed and timely 
Decision Making

Continuous 
improvement

Benefits of this Integrated Approach while establishing the PMO
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Establish a legacy for successful delivery 
of infrastructure programmes
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Legacy of a new Delivery Model: Proyecto Especial de Inversion Publica

Legacy is the support of continuous improvement in public infrastructure delivery
1. Improving the current framework / legal setting
2. Establishing the governance, processes and procedures for future iterations
3. Developing specific regulations and design information for the schools

However, are still in the initial stages of the programme
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S T E P  1

Evaluations of the current Organization’s 
Operations Manual (MOP) and Public Sector 

Policies, as well as Interviews with the main roles 

S T E P 4

Continuous improvement until the 
end of the Programme

S T E P  2

Workshops of implementation while integrating 
the lessons learned through each phase aiming 

to update the Operations Manual

S T E P  3

Presentation of the MOP and Policies updates to the 
Minister and subsequent approval of its changes

Roadmap to create a new Delivery Model in the Peruvian Public Sector

This new model 
was created 
considering a 
Delivery Partner 
officially able to 
propose 
organizational 
changes based on 
world-class 
practices to deliver 
infrastructure 
Programmes. 
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Optimised Design Catalogues and Identify Improvements

Location and School Data Catalogues and Regional Data 

School Design Improvements Multi-Hazard Assessments
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Easy Access to Data to 
Establish the Baseline

Providing ‘Live’ 
Feedback to Changes 

and Decisions

Provide a Framework in 
which the Organisation 

Operates

Benefits of this integrated approach
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Upskilling and transferring 
knowledge
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Maturity Assessment & Staff Capability

0

1

2

3

4

5
Governance

Performance
Measurement

Baseline

Change
Management

Cost
Management

Risk
Management

Schedule
Management

Progress
Monitoring and

Reporting

Information
Management

Stakeholder
Management

Knowledge
Transfer

COMPETENCIES To Be December 2022 To Be December 2023

The baseline Maturity Assessment documents of PEIP-EB’s
current maturity position with regards to knowledge of
process and staff capability, against which improvement over
the programme duration can be measured.

KOULU have undertaken two baseline assessments of core
programme management functions. One to assess the
maturity of the systems and processes, and the other to
assess the PEIP-EB capabilities to manage those processes
and systems. Each of these baseline assessments are aligned
to a rating of 0 to 5 against which improvement over the
programme duration can be measured. These scores are
linked as the maturity of the processes and systems will
allow for the PEIP-EB to improve capability maturity.

Questionnaire surveys have captured the skill sets and the
knowledge of PEIP-EB staff with regards to both their
current roles and that of the future demands and roles of the
programme.

"AS IS" RATINGS

0 No evidence of process or systems

1 Limited evidence or ad-hoc processes but no systems

2 Limited evidence or ad-hoc processes and systems

3 System and process in place but not uitilised by all the programmes / projects

4 System and processes in place and well utilised in most programmes / projects

5 Well defined integrated processes and system in place, utiliised by all the business
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Knowledge Transfer – 70-20-10 learning model

'10%' - Formal structured learning, e.g. training courses

'20%' - Social learning, e.g. training, workshops

'70%' - Workplace learning, e.g. on-the-job experience

Majority of learning 
occurs ‘on the job’ 

together with 
KOULU experts
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Learn from others, experience and formal training

“The Knowledge 
Transfer is done in a 
day-to-day basis by 
putting hands in the 

job with a permanent 
specialized assistance 

in all the tasks 
performed by the 

PMO and the Project 
team members”

— Steve Roarty, 
PMO Director
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Capabilities upgrading 
Tracking

Direct relationship 
between Theory and 

Experience

Alignment between 
external and internal 

goals

Sustainable Model Continuous 
improvement

Benefits of this integrated approach
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Key Takeaways

The “Escuelas Bicentenario” Programme will help the Peruvian Country not only to
build a legacy of 75 new schools but to create a new and sustainable delivery model.

“To achieve a complete organisational transformation, people and digital solutions need
to underpin the PMO approach. When everyone buys into a common goal, a cohesive
team with common practices and culture can be formed, keeping programmes on track.”

The delivery partner approach brought the best outcome of this dynamic integration:
by creating a clear, transparent, and collaborative environment adopting the best
practices within the programme, while knowledge sharing.

A successful Programme Management requires a clear awareness of its expected
benefits and its defined strategy, its integration with its PMO is key for doing so
throughout the whole organization.
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THANK YOU


