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Role of Project Evaluations in Capital Projects

Project Evaluation is a program that corporations use to review and assess the
development and risks of capital projects. Independent Peer Reviews (IPRs) are part of
this program and they are done by an external independent body to check if the project

can meet its budget and
timeline goals. IPRs check
the veracity and credibility
of the underlying
assumptions in the project
with respect to schedule and
cost estimates, technology
and management, safety
and security, risks and
alignment with business
vision and mission. IPRs aid
in risk management with the
identification of potential
risks and issues that could
hamper the project
economics and
consequently recommend
solutions to overcome these
risks for efficient project
execution. Additionally,
these also act as a medium
to share industry best
practices and lessons
learned by reviewers from
different projects.
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Timing of Project Evaluations: When to Conduct

One of the main challenges for capital projects is to define their scope accurately and ensure their economic
viability. To address this, capital projects follow a stage gate process, where each stage of development is
validated by a gate. The project must pass through each gate before it can be executed by the EPC
contractors. This process helps to improve the scope definition and the cost estimation of the project. The
IPRs are based on the Stage Gate Governance Framework that the clients prescribe.

Project Evaluations follow a CASDEO Framework:

Concepts and Options Stage: wherein the project scope is laid out and options are formulated

Appraise Stage: wherein various project options are reviewed, and a business case is produced
Selection Stage: which looks at the technical and business options for the project

Define Stage: which looks at the detailed design of the project

Execute Stage: which involves construction and commissioning of the project via EPC contractor

Operate Stage: which focuses on project startup, ensuring steady state and finally turnover by EPC contractor
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The stage gate process for capital projects has two phases: early and advanced. The early phase involves

] \, Project
1 ; Lifecycle

framing the opportunity, defining the project boundaries, preparing a business case for funding, and
establishing the technical design basis. The advanced phase involves getting formal authorization,
specifying the technical scope and detailed design, validating the economics, and procuring the resources
for construction and commissioning. A well-defined and executed stage gate process ensures time and cost
efficiency for a capital project.

Project Evaluations are conducted throughout the project lifecycle, however, the

duration, scope, and complexity of these vary depending upon the project stage. At
o every stage, the management reviews the critical risks and recommendations

submitted by the team for that particular stage of the project. Post this, a go / no-go

decision for project transition to the subsequent stage is given by the management
after discussions with the project evaluation team and the project team.
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Objectives and KPIs of Project Evaluations

The important objectives and KPIs identified for the successful review and evaluation of projects are as
follows:

Objectives:

Adherence to client’s frameworks

and processes
Evaluating the readiness of the project

to advance to the next stage
Evaluating the project’s likelihood of
achieving the cost and schedule
baseline targets

Identification of all fatal flaws and
Ensuring the alignment of financial critical areas which require attention
assumptions with the corporate

guidance
Identification of industry best

practices which can be applied in

Corroborating that the client operations

assumptions/benchmarks used are in line

with the industry/client standards Verifying that all the relevant project

risks have been identified and

correctly ranked and assessed in
Ensuring compliance with client accordance with client’s risk rating
policies and government convention

regulations
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KPlIs:

Timeline

Project evaluation
within the
stipulated
duration, as

defined in the
beginning of each
review project

Showstoppers

Identification of
critical risks which
could be
potential
showstoppers

Crucial Risks

Identification of
the important
risks, which could
impact project
financials and
project execution

Risk Impact

Assessing the
impact of risks on
Capex, Opex,
project timeline,
regulatory
approvals and
Stage Gate
Governance
compliance

www.evalueserve.com

Project Inputs

Providing key
inputs and
analysis on the
process, finance
and ERM aspects
of the project

Key
Recommendations

Proposition of
key
recommendations
such as mitigations,
improvements,
and best practices
from the industry



Important Outcomes of Project Evaluations

The results of Project Evaluation in the form of a report, are presented to the client’s project team for review
and action. This report containing findings and recommendations is also submitted to the client’s
management. Upon extensive discussions with the project team, the management takes a decision on
whether to advance the project to the next stage or hold the project for transitioning until critical issues are
resolved by the project team.

The major deliverables presented to the client's management upon completion of Project Evaluation may
comprise the following:

Detailed Report

Gives a detailed account of project background, execution
schedule, process, team, along with detailed risks and
recommendations.

/

Microsoft
describes Al at
Scale’s benefits

as being three-
fold:

Gate Keeper Presentation
Gives a brief snapshot of project, critical findings and
recommendations for the Gate Keeper.

Findings Management Sheet

An excel spreadsheet highlighting all the issues and actions
discussed, along with an account of discussions held with
client’ s project team. This serves as a basis for the Report and
Presentation.
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Evalueserve Approach to Project Evaluations

Clients have been relying on Evalueserve’s expertise to facilitate and manage Project Evaluation process for
capital projects, for all the stages of project lifecycle. Evalueserve has experience in handling all aspects of
project evaluation such as onboarding of industry veterans for the role of subject matter experts, co-
ordination and communication with various project stakeholders, conducting project evaluation workshops,
preparing project evaluation reports and presentations to be presented to the gatekeeper and client’s

management.

Pre-Screening
and Team Setup

Project Review &
Assessment
Integration

Outcome
Finalization

Presentation of
Outcome

Pre-screening of project expected submissions, project technicalities and
requirements specified by the client’s Stage Gate Governance Framework
Shortlisting and onboarding of industry veterans to act as subject matter experts
for various domains

Appointment of IPR Leader for the entire process

Briefing the project evaluation team on the IPR schedule, client standards /
frameworks, roles and responsibilities, recording of project risks and
recommendations

Facilitating detailed QA/QC of project submission materials

Conducting meetings amongst the team members, to discuss critical risks and
administrative issues

Managing the timely and effective execution of evaluation process

Presenting initial risks and recommendations to the client's project team
Facilitating workshops between IPR team and project team to discuss and finalize
the critical and important risks

Developing recommendations for corrective action

Developing the key client deliverables such as the detailed IPR Report and the IPR
Presentation

Presenting the IPR deliverables to the client's management / gatekeeper for a go /
no-go decision on the project advancement
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Conclusion

-
Project Evaluations are an effective mechanism to
increase the probability of project success. Since the
organizations make huge investments in capital
projects, project evaluations provide an efficient
yardstick to assess and determine the “right” project
and the “right way of executing” a project for
corporations. These also serve as a medium to
emphasize the project’s strengths and highlight the
potential risk areas with simultaneous identification of
actions or suggestions to rectify these.

These well-planned and executed project evaluations
consequently result in potentially profitable projects
for the business organizations and help them in
achieving their strategic objectives.
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Voice of the Industry

“The role of a peer review in relation to project
management / project evaluation is to provide
senior management with an independent
review of a project, usually prior to a major
gate decision. Le., Pre-feasibility to feasibility
study or Final Investment Decision.

Project Evaluation provides both the project
team with insights into potential gaps and or
suggested improvements and, most
importantly Management, with a validation of
project status and readiness to move forward.”

Paul Henning, President and Founder, Paul

Henning Consulting Inc, Canada

“The Project Evaluation process is
necessary to assess the soundness
of a project in terms of technical,
business and strategy aspects.
This also helps in understanding
project compliance with the
industry standards, best practices
and best available technology.
The process allows investigation
of project environmental
responsibility and its overall
sustainability.”

Amri Abdelhamid, CEO,
Minecs, Tunisia

www.evalueserve.com

“Project Evaluation is a value added exercise in
which independent subject matter experts well
versed with project life cycle, provide valuable
feedback on various aspects of a project and
are deeply engaged in review and analysis of
project documents prepared by an EPCM
contractor. These critical inputs enable the
project to achieve long term objectives and
goals.”

Sandeep Dhankar, GM Projects,
LIZMONTAGENS INDIA

“With cost escalation everywhere and investors
not always having the necessary in-house
expertise, along with the necessity to consider a
very wide list of subjects and risks surrounding
such major investments, how can stakeholders
ensure the protection of their capital
investments?

One of the safest and most powerful
approaches is to conduct a Project Evaluation,
wherein, the best brains pertaining to various
domains of a large capital project are put to
work as a team, with a keen focus on testing
the project robustness and identifying potential
weaknesses and solutions.

Towards the end, stakeholders and the project
management team have to deal with the
findings to benefit completely from this
exercise and have a good return on
investment.”

Ivan Bauret, Independent Consultant,
Aluminium Smelting, Canada
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About Evalueserve

Evalueserve is a leading analytics partner to Fortune500 companies. Powered by mind+machine™,
Evalueserve combines insights emerging from data and research with the efficiency of digital tools and
platforms to design impactful solutions. A global team of 4,500+ experts collaborates with clients across
15+ industries

Connect with Us

Connect with us on m

If you are interested in speaking with Evalueserve

about how your organization can adapt for tomorrow, EVA LU E S E RV E

please contact us at info@evalueserve.com or for
more information, visit www.evalueserve.com.
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Evalueserve Disclaimer

The information contained in this report has been obtained from reliable sources. The output is in
accordance with the information available on such sources and has been carried out to the best of our
knowledge with utmost care and precision. While Evalueserve has no reason to believe that there is any
inaccuracy or defect in such information, Evalueserve disclaims all warranties, expressed or implied,

including warranties of accuracy, completeness, correctness, adequacy, merchantability and / or fitness of
the information.
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