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Alignment, Culture and 
Achieving Outstanding 

Outcomes

By Kim Barrett,  
former Alliance Project Manager

“Changing the behaviour of 
the frontline work force to 
improve organisational 
performance”

The Freeflow Experiment 
and beyond

Who was Freeflow?

Transit NZ

Beca PB

Fletcher

Higgins 

Delivered $130 Million of Motorway 
Projects in Auckland

Who was Freeflow?

Won multiple International and National 
Awards in:

Health & Safety
Environmental
Construction
Design
Innovation
Human Resources

Grafton Gully finished 6 weeks early and 
7% under budget, to Stakeholder acclaim

Overview

Conceptual Framework
Potential of Transformation within the Alliance
Reality
Culture Evolution
What did it achieve?
Life after Alliancing

Alignment Drives Outstanding Outcomes

Culture Management
“Building & sustaining a high 

performance team”

Project Alliance Model
“Aligns interests & removes barriers”

Site 
Management 

team 

Delivery 
Participant 

Organisations

Individual/Group level Commercial/Corporate Level

Front line 
team

Project 
Outcomes

Owner↔↔ ↔ ↔
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Traditional Contracting

Alliance Contracting

Alignment Drives Outstanding Outcomes Potential for Transformation 

Owner Risk Design Risk Construction Risk

TRADITIONAL APPROACH
Risks allocated to individual parties 

ALLIANCING APPROACH
Collective risks and rewards 

Potential for Transformation 

Reasons for success
Seamless organisation
High performance environment

TRANSIT BECA PB

HIGGINSFLETCHER

Further info at – www.pci.d2g.com

Potential for Transformation 

Some key characteristics
Focus on people, relationships & culture
Non-cost attribute selection process
High performance team
Project Alliance Board 
Outstanding Outcomes

Reality

Significant Challenge
Management Fads
Changing of Behaviours

Reality

“The definition of insanity is doing the same 
thing over and over again and expecting 
different results”

Rita Mae Brown
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Culture Evolution – 1st Generation

Alliance Culture 
Management Plan
Charter
Alliance Coach
Workshops

freeflow must…
y Complete the project on or before time

y Provide the highest level of innovation 
and excellence

y Provide a finished project that works 
well, looks good and we are all proud 
of.

y Provide a Total Out-turn Cost that is 
below allocation and is value for 
money

y Better the Target Cost Estimate 
without compromising other objectives

OBJECTIVES

We will...
y work together as one team

y learn from each other
y communicate openly and truthfully

y respect and support each other

y recognise and celebrate success

WORKING TOGETHER COMMITMENTS

freeflow will …
Revolutionise delivery of roading projects in New Zealand through 
outstanding performance and committed relationships developed on
the Grafton Gully Project.

freeflow will…

y Work as a team to achieve 
outstanding outcomes 

y Make best for project decisions
y Communicate openly

y Provide a culture to promote new 
ideas and lateral thinking.

PRINCIPLES

Charter

y Be aware of people’s expertise and 
roles

y Practice mutual respect
y Celebrate success and outstanding 

outcomes

y Consider others

y Provide and maintain a safe 
workplace for our team and the 
travelling public

y Satisfy or exceed reasonable 
expectations of the community, 
especially our neighbours

y Minimise overall traffic disruption 
during construction

y Enhance long term relationships with 
freeflow alliance participants

y Enhance stakeholder relationships for 
future projects.

y challenge ideas, not people

y have fun
y strive for innovation

y leave our baggage at the door

y be willing to change and grow

Culture Evolution – 2nd Generation

PRIDE

The Legacy
“What we did”

Our Journey
“How we did it”

My 
Achievements

“What I’ve done”
• Project Timeline (Alan, Kim)
• Freeflow symbol/medal   

(Carron, Alan)
• Tidy Site (Peter, John B)
• Awards for Outstanding  

Outcomes (Kim, Dave W)
• Visualise the final outcome of 

your work (Kim)
• Tree Planting (Carron)
• Time Capsule (Craig)

• Individual development  
programme “Leaders across 
the site” (Tracey, Dave W)

• AMT Role Models (Kim)
• Redo Induction Video (John A, 
Dave W)

• Monthly Newsletter (Jerry, 
Sylvia)

• Plaque to mark 
achievements (Carron)

• Project Team Book (David, 
Craig)

• Change Toolbox attendance 
(Alan, Peter)

Culture Evolution – 2nd Generation Culture Evolution – 3rd Generation

Projects

Construct the new One Team culture

Communicate our goals and aspirations

Tight Traffic & Construction Teams

Superb integration and co-ordination 
across the one project

Drive for efficiency across the one project

Excellent Environmental

Uninterrupted Utility Services

Action Teams

Kim B, Letitia D, Leif K

John A, Craig T, Leif K

Derek S, John B, Selwyn S

David P, John B, Alan P, 
Andy O’S

Johanes G, Andy O’S

Letitia D, Matt F

Andy O’S, Glen K

Culture Evolution – 3rd Generation

Family Open Day June 2003

Culture Evolution – 3rd Generation
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What did it Achieve?

A focussed, high performance team that delivered
outstanding outcomes in: 

Safety 
Quality & Aesthetics of the project –
urban design & tidy site
Cost & Programme
Environmental 
Stakeholder
Traffic ….. 

What did it Achieve?

Very good morale under 
difficult conditions

What did it Achieve?

Quality & Aesthetics

What did it Achieve?

Any Signs of Progress?
Quality & Aesthetics

What did it Achieve?

Any Signs of Progress?
Public Artworks

Life After Alliancing

Focus on Relationships
Negotiated Projects
Embed Key Drivers into Contracts
Take a Long Term View - balance
Organisational Values & Culture
“Raising the Bar”
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Relationship Contracting Questions ???

www.haydnrollett.co.nz


