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Transforming how we deliver projects, leveraging the vast data 
plume that codifies hard won delivery experience

Construction
Data 
Trust

What is a data trust?

Why do we need one?

What could it do for us? 

How will it work?

How will it be governed? 

A summary report to inspire a step 
change in how construction projects 

are delivered. 
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A Call to Action
We are entering a new era in project delivery. Significant investments are being made into Digital 
Twins and Building Information Modelling, i.e. representations of the asset, but comparatively very 
little investment is being made into how the asset is built or how we leverage the hard won 
experience of past projects. Data provides the key to unlocking this and providing a foundation for 
data driven project delivery, with decisions augmented by AI.

A data trust provides the framework for securely pooling data and facilitating a broader ecosystem 
that inspires, upskills and derives value from the data. Enabling us to transform how we deliver 
projects, initiating a new and exciting era for multiple professions across multiple sectors. 

Data volumes and quality are variable and 
misaligned to the business problems that 

we are trying to solve

We don’t yet appreciate the potential of 
project data, particularly when we pool, 

connect and align it

The barriers to entry for innovators are 
currently too high

We need to develop a different approach, 
centred around collaboration

Aim
This document seeks to provide an overview of the challenge, why we need to take action, what a 
data trust is and how it will work.

We are at the beginning of the journey so don’t have all the answers. The trust, its aims and 
priorities need to be set by those who contribute and derive benefit from it. 

But we hope that this document inspires you and provides the confidence to take a first step on a 
potentially transformational journey with far reaching and positive consequences for industry, 
government, delivery/data professionals and society. 

Contents
This document seeks to provide an overview of the key 
principles and considerations that influence the development 
and mobilisation of a data trust. Further detail is available 
within the annexes. 
This is the start of a journey. Trustees will need to help to 
shape the development of these principles in the coming weeks
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What Is A Data Trust? 

A project data trust will securely pool data for the benefit of those people who 
provide data (data providers), data users and society. Without such an 
arrangement, the project delivery profession will never accrue the volume of 
data to enable AI to augment decision making. 

It provides a facility to collect, process, connect and hold data to enable insights 
to be extracted that wouldn’t otherwise have been possible. It also facilitates 
collegiate working, bringing stakeholders together around a common aim 
centred around data driven project delivery. 

The data trust is led by a trustees who represent the interests of those who seek 
to contribute and derive benefit from it. They have freedom to provide access to 
data in ways that unlock its value. 

But some of these trustees will be commercial competitors and to avoid conflicts 
of interest they cannot be given direct access to the data. The data needs to be 
independently managed, or stewarded, on behalf of the trustees. The data 
steward will decide who has access to data, under what conditions and who can 
benefit from it. 

In 2019 the Open Data Institute, working with the UK Office for AI, published a 
report on data trusts, which help to explain what they are and how they work.

The key consideration for a 
project data trust is that data 
providers are unlikely to hand 
over full control to an 
independent steward. Data 
providers will want to retain a 
veto over how their data is 
processed and used. Some of the 
data will be commercially and 
reputationally sensitive. 

The project data trust doesn’t sit in 
isolation. It is part of an ecosystem that 
works together to change how project 
delivery professionals perceive and 
manage data. Moving beyond a culture of 
‘feeding the machine’ to understanding 
the inherent power of data to augment 
decision making and transform how we 
deliver projects. Inspiring people on the
art of the possible, connecting them with data professionals and 
upskilling a community to drive through a new era in data driven project 
delivery.

Part of the role of the data trust will be to extract, process and manage 
data, including providing feedback to data providers to improve and 
help drive data culture. Working with the community to help to drive 
standards and leverage the latest developments in data science. 

It in unlikely that project professionals will have a one-size-fits-all data 
trust. It will become unwieldy and the governance will become 
overwhelming. We envisage that trusts will emerge for each major 
sector, with business challenges prioritised for each. The role of the 
steward will be encourage cross fertilisation between these trusts, from 
analysis and good practice through to the physical connection of related 
functional data. 

Increased Delivery 
Confidence

Lower Risk 
Investments

Improved 
Profitability

Increased sector  
investment

Improved 
Shareholder Value

Lower bids costs

Improved Delivery 
Efficiency

Improved 
Competitiveness

Deriving maximum value from project activity

https://theodi.org/article/odi-data-trusts-report/
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Why Do We Need One?

Lessons learned is a helpful process of 
reflection but we abstract complexity to a point 
where it becomes anodyne and unhelpful for 
most seasoned project practitioners. 

Data science enables us to work with the 
complexity to understand how experience and 
insights can help to deliver future projects.

Context based insights, delivered at the point 
of need, leveraging data that is relevant to the 
challenge. Insights that connect back to the 
schedule, risks, cost plan or assumptions, 
rather than an abstraction of it.

Undertaking a portfolio of work 
(client projects) improves 

productivity and reduces costs 
and schedule uncertainty

New technologies can have 
significant and unexpected 

impact on cost and schedule; 
include for this in contingencies

We take this….. And abstract it to this…

Lessons Learned
We’ve been trying it for 40 years

Lesson are not learned just repeated 
Projects are still late and over budget

Learning from Experience
The purpose of machine learning 

But this implies human learning and the 
need to know every lesson in every context

Leveraging 
Experience
Augmented decision making

Project experience isn’t captured solely in lessons learned. Every schedule, change, 
risk, compensation event codifies our delivery experience. We have a data rich 
overview of variance, but we lack the appetite to leverage it. 

We have a strong focus on programme technical information (the red data in the 
Crossrail diagram). Data on the asset. BIM is becoming commonplace. Digital twins 
are growing in importance. But very little attention is given to the blue data, how the 
asset was delivered. What went well, what went wrong and why, the correlation 
behind schedule, cost and compensation events. Next generation benchmarking 
data, lead indicators, predictive insights and evidence based assurance.  
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The Size Of The Prize 

Project delivery performance
The UK is delivering £600bn of infrastructure projects over 10 
years. Oxford University analysis of 12,000 major projects 
illustrates the probability of projects being delivered on 
budget/time is 7.8%, reducing to 0.5% including benefits delivery. 
We must change this. 

Construction productivity has significantly underperformed other 
sectors. We lack the capability to leverage our collective 
experience and ensure that we learn from every project that has 
gone before, driving improvement and reducing risk.  

Safety
In the last 5 years an average of 41 people have died each year as 
a result of construction related accidents. HSE collate RIDDOR 
data, but the sector doesn’t have a capability to securely pool 
near miss or observation data. We have an opportunity to 
leverage this to better understand and predict the next incident, 
bringing focus to it before it happens.  

“The UK construction sector had a turnover of around 
£370bn in 2016, adding £138bn in value to the UK economy 
– 9% of the total – and exported over £8bn of products and 
services. However, the potential of the sector has been held 
back by productivity that is historically below than the wider 
economy – an average of 21 per cent lower since 1997.” 

A data trust lays the 
foundation for the 
Industrial Grand Challenge 
of “putting the UK at the 
forefront of the AI and data 
revolution”. To achieve the 
volume and quality of data 
required, the facility to 
securely and collegiately 
pool data is needed. 

Quality
GIRI estimate that “the annual spend due to error is around 7 times the total annual profit 
of the UK Construction Industry…. or between £10-25Bn per annum across the sector”. By 
pooling data on errors there is an opportunity to gain a deeper understanding into which 
elements of work are more predisposed to error and to intervene earlier. 

Other opportunities range from risk and schedules through to compensation events.

• Creating a trusted, secure and collaborative environment that encourages collegiate 
working, aligning with Project 13 principles

• Facilitate augmented learning rather than requiring people to acquire infinite 
knowledge on infinite scenarios

• Leverage data on risks, risk lifecycles, errors, predisposition, triggers, the effectiveness 
of mitigation and contingency so that we learn from our collective experience

• Expand beyond asset data to how the asset was developed and built
• Develop standards to align data and the problems that we are seeking to resolve
Transforming how we leverage project delivery data to transform productivity, deliver 

better outcomes, improve delivery confidence and safety



D

E

F

G

H

I

J

K

L

M

N

O

P
Strategic Objectives

To unite the industry around the industry led Project 13 goals of collaboration, 
working together to create the volume of data required to facilitate AI enabled 

project delivery, augmenting decision making and process execution.  

To leverage the exhaust plume of data from projects to deliver insights and shape 
decision making in order to improve cost, schedule, performance and delivery 

confidence. 

To work collegiately to understand the gap between our aspirations on what we 
want to derive from the data and the realities of the data we currently collate. 

Then develop methods to close this gap. 

To help to democratise data models, standards, tools, apps and code to shape 
strategies, encourage broad engagement, remove barriers, inspire people and 

facilitate a step change in data quality and data volumes 

To provide the infrastructure, community and access to turbo charge innovation 
thus leveraging the data for the benefit of the industry. This doesn’t preclude  

focused investments from individual contractors to give them a commercial edge.  

To inspire and develop a new cadre of professionals, with a grounding in project 
delivery and expertise in advanced data analytics, who are able to extract ground 

breaking insights from data. 

A transformational vision
Many organisations already have a digital strategy. 
They understand the benefits of BIM and how 
drones can help to deliver projects. But we lack the 
collective understanding of the power of data. 

Definition: 
A project is a temporary endeavour undertaken to 

create a unique product, service or result.

Although each project is unique, the functional 
disciplines and methods used to underpin delivery 
are very similar; how we design, procure, construct, 
integrate and commission projects. Yet we struggle 
to leverage these similarities. 

Individually we can make inroads, but the 
investment required to establish data models, 
standards and ecosystems is considerable. Only by 
working collegiately, from clients to sub 
contractors, will we be able deliver these 
objectives. Transformational objectives that will 
redefine how we deliver projects.  

http://www.p13.org.uk/wp-content/uploads/2018/06/P13-Blueprint-Web.pdf
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How Will It Work? 

The data trust will be governed by trustees who represent the interests of data 
providers and those who seek to extract value from the data. The trust will be 
managed by a data steward who manages the data, infrastructure and access 
on behalf of the trustees and wider stakeholder interests.

The 1st step is to mobilise the trust. This involves establishing all the rules, 
procedures, processes, legal and technical framework to enable the trust to 
operate. Identify trustees, appoint the steward, mobilise the Board and pilot 
the processes. 

When mobilised, the trust will need to begin to ingest data. The preference is 
to extract data on a phased basis, linked to specific business challenges that 
trustees have agreed to tackle, rather than importing vast quantities of legacy 
data. Section F explains further. 

Starting with data that isn’t too sensitive, then building out as confidence and 
trustworthiness develops. Some of the data will be held within the trust’s 
database, particularly if it has been heavily processed; but more sensitive data 
may be retained within company cloud infrastructure and accessed via APIs or 
similar.

The steward, leveraging the ecosystem, will process and connect the data to 
assess and improve data quality and alignment with the use case. Centralising 
this capability minimises duplication of effort and provides rapid feedback to 
data providers on their data quality and readiness for an AI enabled future. 

Leveraging 
Experience

Connect

Process

Extract

Extract the data
Work with data providers to 
extract data, keeping the 
burden to a minimum through 
APIs and automation wherever 
possible

Process the data
Align the data against business 
problems. Assess data quality. 
Structure, clean, enrich, validate.

Connect the data
Correlate and connect the data. 
Align data within the network model.  

Access the data
Facilitate access.
Aggregate, pseudomise, 
anonymise according to 
risk. 

Derive value
Address business challenges and use 

cases. Measure progress via scorecard 
and KPIs. 

Access

Feedback
Inspire
Gap analysis
Data benchmarking
Improve data quality
Nurture data culture

Identify business challenge
Agree and prioritise business 

challenges and use cases. Identify 
potential data sources and sample 

data. Scope the size of the task

Alignment & Risk
High level assessment of 
alignment between sample 
data and challenge. i.e. can 
the challenge be resolved. 
Gap analysis
ISO27001 risk assessment
ISO8000 data quality & 
governance

The steward will facilitate access to the data, processing and 
anonymising the data according to risk (GDPR, security, 
commercial). Access will be provided to communities, researchers, 
hackathons, innovators and partners to derive value for collective 
benefit. The trust will explore how we can provide incentives and 
return on investment for those who get involved and help to push 
the boundaries. Section K explains further. 

Terminology
Data wrangling is 

the process where 
individuals 

manually convert 
and map raw data 

into another 
format in order to 

make it more 
accessible and 
usable. Data 

cleaning is the 
process of 
modifying 

incorrect data
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What Could It Do?

Risk
• Risks per workpackage or phase
• Statistical probability & impact
• Snowballing / interdependency
• Risk vectors. Rate of change
• Successful mitigation
• Risk windows – heightened alert 

Schedule
• Logic, nesting, dependencies
• Benchmarking at any level
• Plan vs out-turn and why
• Predisposition to variance
• Triggers and lead indicators

Quality
• Compliance to process
• Lead indicators
• Known areas of concern
• Probability based on situation
• Workface / product based insights

Safety
• Leveraging observation data
• Predisposition to safety incidents
• Condition/situation based risk
• Wellbeing & fatigue
• Informing toolbox talks

Cost
• Benchmarking at any level
• Likelihood of variance
• Triggers and lead indicators
• Opportunities 
• Influence of market conditions

Commercial
• Compensation events
• Predisposition to claims
• Problematic terms and conditions
• Planned vs out turn

Change
• Volume of change
• Interdependence/snowballing
• Predisposition of workpackages

to change
• Predictability of change

Benefits & Outcomes
• Actual vs planned
• Predisposition to shortfall
• Measured benefits 
• Lead indicators
• Benchmarking 

Resources & Team
• Optimal team resourcing
• Lead indicators
• Likely bottlenecks/critical resource
• Team dynamics vs performance
• Leadership style vs performance

The data trust is a critical enabler to transforming how we deliver projects. AI and advanced analytics 
requires large volumes of interconnected data, that is often beyond the means of a single organisation. 
By working collegiately we have the potential to address a wide range of business problems.

Our vision
As projects proceed through their lifecycle, they 
create a wealth of data that becomes a by-product 
of delivery. By securely pooling, connecting data and 
applying advanced data analytics/AI we can analyse 
data to develop insights/recommendations, tailored 
to the phase and specific project circumstances.

From the forensic analysis of lessons learned and 
narrating variance, analysing the schedule to assess 
which elements are most likely to be delayed, 
analysing quality  incidents, compensation events or 
understanding how risk is likely to emerge, we can 
predict when projects may go astray and intervene 
early. We increase the level of rigour and challenge 
optimism bias through hard evidence. 

By reducing the cost and increasing the certainty of 
projects we have an opportunity to improve their 
economic viability and ultimately, improve 
productivity and shareholder value.

If all construction projects pool data we have an 
opportunity to turbocharge innovation, improve 
decision making and deliver transformational change 
across the sector. We can do this within the 
framework of a data trust.

In a 2019 Project:Hack, 2 main contractors pooled their data on quality and snags. They were 
able to derive that the majority of arisings are a consequence of other contractors causing 
damage, rather than supplier under performance. This changed their approach to quality.  

Plus many more….
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Data 
Lake

Augmented 
Project 
Delivery

Risk

Benefits

Cost

Contract/
compensation 

events

BIM

Quality

H&S

Logistics

Design Complexity

Schedule

Integration

=

What Data Will Be Pooled? 

Plus….
• Technical challenges
• Contingency spend
• Dashboards
• Installation reports
• Observation reports
• Earned value 
• Etc….

• Agree the vision

• Start with safety and quality data

• Build confidence and trustworthiness

• Agree use cases and prioritise (backlog)

• Gap analysis between use cases & current data. Benchmark data quality 

• Iterate and expand 

• Extract and connect via automation

• Engage innovators to identify greatest opportunities

Waterfall
• Define the complete list of data required

• Extract the data from operators and supply chain

• Integrate and connect data

• Benchmark data quality

• Derive insights 

Waterfall   OR
Do we define a list of data now without understanding 
what we have, how good it is or what we do with it? 

Agile Iteratingas confidence and understanding develop

Trustworthiness must be earned. It is not a right. As such we 
need to demonstrate that data will be held securely, 
managed appropriately and that trustees have confidence in 
how their data will be used. 

There will be a time when an innovator can use schedule, 
cost and profit data to improve future profitability. But 
companies will be unlikely to pool this data on day one. We 
need to start with data that they are comfortable releasing, 
such as quality and safety data. As confidence builds, we can 
expand the scope.

We also need to understand the alignment between the 
business problems that we want to solve and the data that 
we currently collate. The gap analysis will highlight 
disconnects that we need to work to resolve. Gaps in data 
scope, quality and standards. 

By working collegiately, we can share the burden of resolving 
these issues and move more quickly to a data and AI enabled 
future to underpin project delivery.  By pooling data we also 
create the volume of data needed to enable data science to 
perform with the requisite level of statistical confidence.   
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How Will Data Be Protected?
The trust will eventually contain a vast array of commercially and sensitive 
material. This data must be managed within a framework that offers appropriate 
legal assurances, balancing the needs of the data providers against the collective 
vision to transform how projects are delivered. It is important that data providers 
have control over how their data is used and have a right of veto on access. 

The data steward will work on behalf of the data providers and trustees to 
ensure that any risks are managed appropriately. 

A simple data lake is unlikely to work. Data needs to be permissioned based upon 
risk, therefore the data steward needs a high level of control on the level of 
access provided. Permissions against a ‘bucket of data’ is likely to be too limiting.

There is an expectation that the data trust becomes the body of reference to 
train algorithms, requiring an increased level of confidence in verification and the 
applicability of the base data. 

Information and data security sits at the very heart of the data trust. Without 
which, the data providers will never have the requisite confidence in the trust to 
manage their data appropriately. The trust will be managed within the ISO27001 
framework to ensure that appropriate information security policies, procedures 
and technical controls are in place. 

There is a need to provide different versions of the data depending 
on the use case and risk. From raw data, when a data user, such as 
a researcher, will require access to detail, through to anonymised /
pseudonymised data to support hackathons. 

Legal agreement
We anticipate that as confidence builds, data providers will become increasingly 
willing to share data within the public domain. But in order to build trustworthiness, 
data needs to be protected according to the risk of it being misused. Legal 
agreements will be required to ensure that data is appropriated controlled. 

Data users will be required to commit to agreements that bind them to using the 

Divorce clauses. If a data provider wishes to withdraw from the 
trust then they can remove their data from the trust at any time. It may 
be appropriate to perform a brief impact assessment before 
withdrawing access so any unintended consequences can be managed. 

As part of the data user agreement, data users will not be permitted to 
retain a copy of the data beyond the scope of the agreement, either in 
terms of use or timescale. This should prevent users from downloading 
mirror copies of the dataset for their own purposes and data providers 
losing control of their data. 

If the data has been used to create a model, machine learning algorithm 
or to shape insights then it will be difficult to separate the data. 
Although the data provider will be able to withdraw their data from the 
instance of the database, if a model has been trained on the data then it 
will be embedded in perpetuity. In such circumstances the user will 
need to confirm that the risks of being able to reverse engineer the 
data, i.e. uncover the source data, have been reduced as low as 
reasonably practicable. 

Automation and post processing is essential; its not a simple matter of 
pooling data into cloud storage. 
• Data will be of variable quality, with different definitions. Data 

providers will have collated the data against different use cases. 
• The data providers will require support to extract data, applying 

automation wherever possible. As part of this process the algorithms 
will be used to measure data quality, assess ISO27001 risks and align 
to the data model.  

• The data also needs to be associated, such as connectivity between 
the risk dataset, project parameters and schedule. 

• It is more efficient to wrangle the data once, rather than multiple 
times by different data users. This also reduces the commercial 
barriers to entry for start-ups seeking to derive data analytics driven 
insights.
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Governance

The Signatories are a group of senior industry representatives and 
influencers who have agreed to support the aims and objectives of 
the data trust and wider project data analytics agenda. 

The Steering Group is drawn from the Signatories and comprises 
individuals who are not involved in the day to day activities of the 
trust who can provide an independent and broad perspective view 
of plans and activities and offer counsel and support to the Board 
and data steward. They are responsible for agreeing the trust’s 
strategy and plans, working on behalf of the beneficiaries at large.

The Board represents the interests of the data 
providers and data users. It comprises trustees who 
are responsible for setting the direction, priorities, 
governance and supervision of the trust. 

The Data Steward is responsible for developing the 
trust strategy, working in collaboration with 
trustees. It manages the trust, ranging from data 
access and communications through to legal and 
IUSO27001 compliance. 

The long term viability of the data trust will be driven by its ability to balance the 
interests of the data providers against those who leverage the data for the 
collective benefit. It must work within a legal framework that respects GDPR, 
commercial sensitivities and prevents data users from doing harm. 

Effective governance is a key component of this.  Balancing the long term 
strategic vision of the trust and its position within a broader ecosystem against 
the short term tactical aspirations of those who wish to realise value. The 
priorities for year 1 are developing a framework that is trustworthy and 
compliant, whilst building broad engagement across data providers and 
those who are able to innovate and realise value.  

There will undoubtedly be differences in approach 
between the volume and scope of data that each  
organisation is prepared to open up to the data trust. 

There is also a risk that for some operators and suppliers 
the benefit that they derive from the trust may be 
disproportionate to their level of commitment, i.e. some 
will elect to not provide data, or significantly constrain 
their involvement with the trust but seek to derive direct 
benefit from it. 

The Board and Data Steward will need to grapple with 
these challenges during the mobilisation phase. 

Data Users help to extract insights from 
data. From academic researchers 

through to innovators. Consultancies 
who work as an extension of a team to 
bring new perspectives. Operators and 
suppliers who leverage data to shape 

decision making.
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Guiding Principles

The principles that underpin the data trust are developed 
from the CDBB Gemini Principles.  Additional principles will 
be required for data providers, users and the data steward. 

The data trust will be 
designed to enable 
continual evolution. 
This could range from 
scope, range of data 
or technical 
infrastructure. 

The information management framework is 
based upon graph technology which enables a 
common approach to secure interoperability 
including data governance across sectors. Data 
that is hosted within the graph will be 
appropriately annotated to enable connections 
and temporal attributes to be accessed.

Data providers will enable access to data 
that is available. Automation will help to 
provide consistency. 
It is unlikely that the quality of this data 
will be appropriate to satisfy all use 
cases, but it will initiate a process 
through which those who provide the 
data gain a greater appreciation of its 
utility, which ultimately improves its 
quality. The data steward will provide an 
assessment of quality against a set of 
agreed attributes. 

The trust and the 
data that resides 
within it is owned by 
the trustees and data 
providers. It is 
facilitated & managed 
by the data steward. 

Better insight based on better data will 
enable better decisions and lead to 
projects delivered quicker, cheaper and 
with increased certainty. The trust will 
endeavour to maintain meaningful 
metrics to provide insights on trust 
performance.

The ultimate objective of the trust is to transform 
how projects are delivered by leveraging the broad 
dataset of project delivery experience.  This trust 
will be structured to promote innovation and 
competition, and to ensure wide access to the 
benefits, consistent with the principle of advancing 
the profession and public good. Value must be 
shared equitably within the trust ecosystem.

Deliver more projects, more cost effectively, 
delivering greater public and shareholder value. 
Create new, high calibre jobs. Position the UK as 
a world leader in data driven project delivery, 
delivering jobs, tax revenue and delivering more 
infrastructure projects for less. Expand the 
volume of projects and reduce waste. 

The trust will be based around open 
standards and commercially available 
systems. Wherever possible it will apply 
industry best practices and open 
application programming interfaces (API) 
to allow a vendor-neutral approach, with 
industry-agreed architecture models. 

Data is unlikely to be open source on day 
1, but there is an aspiration to move 
towards it as trustworthiness develops

The security annex of the data 
trust will address risks 
associated with: 
• Protection of personal data 

and privacy
• Protection of sensitive 

national infrastructure assets
• Protection of commercial 

interests and intellectual 
property

• Reputational damage
• Data aggregation or reverse 

engineering algorithms. 

CDBB%20https:/www.cdbb.cam.ac.uk/Resources/ResoucePublications/TheGeminiPrinciples.pdf
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Hackathons
3 a year, focused on real challenges, with real data. They deliver 
rapid prototype, crowd sourced solutions. This upskills the 
community and provides inspiration on the art of the possible. We 
also seed a pipeline of innovations and connect people.   

Ecosystem

For some, the data trust equals a data lake, but it is so much more. It is 
underpinned by a broader ecosystem that identifies, extracts, wrangles, 
connects and analyses data. Without this, we develop a data swamp of 
misaligned data of variable and unknown quality. Part of the benefit of  
data trust is to provide feedback to data providers on how to improve their 
data to prepare for a future centred around data driven project delivery. 

It’s effectiveness is heavily influenced by how it leverages the broader 
ecosystem. A system that inspires and ignites the professional imagination 
of those who are able to contribute, process and analyse data. 

The trustees will agree the business challenges that they would like to 
resolve, then the steward assesses the gap between the aspirations and 
the current data. They will work together to close this gap, ensuring that 
the data model and quality is aligned. 

Expert network
We draw upon our network of over 4,500 people to 
identify experts at the top of their game. By end 
2019 we have delivered >20 masterclasses to our 
community. This helps people to develop their data 
pipelines and analysis. 

Apprenticeship
A level 4 [project] data analyst apprenticeship will 
upskill existing professionals and provide opportunities 
for new entrants. We will use their expertise as part of 
the training programme to extract, wrangle, connect 
and analyse data within the trust. Building essential 
capability & capacity. Innovation

We provide innovators with access to data 
which would otherwise have been a major 

barrier to entry. We work together to shape 
challenges and pool resources to resolve them. 

We provide opportunities to incubate ideas 
within a collaborative environment.

Marketplace
We provide the opportunity to pool libraries of Flow, 
PowerBI, RPA and Python code and dashboards. By 
providing a marketplace we provide a low bar to 
innovators seeking a return on their investment. 
Solutions that can be rapidly implemented reducing 
the need for parallel development across the sector. 

Community
Expanding beyond the current community of 4,500 to 
spread the vision for advanced project data analytics. 
Helping to develop a project data culture across the 
profession. Rather than feeding a corporate black hole 
the understand the value of data. We bring together 
data and project professionals to create a new cadre. 

The ecosystem has the data trust at 
its heart, providing an interconnected 
and interdependent infrastructure to 
mobilise a transformation in project 
delivery. 
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What’s in it for me?

Up Skilling
• Closer influence over the broader project data analytics ecosystem. Shaping priorities, 

meetups, involvement in hackathons, leveraging the level 4 data analyst apprenticeship.  
• Understanding and challenging AI ‘black box’ insights. Understanding how statistically 

robust they are.  

A journey of discovery
• A deeper understanding of your data (scope, consistency, quality). 
• Assessment of whether your data is suitable for an AI enabled future and 

how to improve it, exploiting the very latest developments. 
• Access to information from parallel initiatives.  
• Keeping you plugged into the latest developments across multiple sectors

Shaping Innovation
• Working collegiately with other organisations to help to shape the innovations 

that can help to transform project delivery within the sector and within your 
company. 

• Providing the volume of data to ensure that insights are statistically robust.
• Gaining access to innovators via hackathons and other engagement channels 

Preparing for an inevitable future
• Data enabled project delivery will become increasingly important and critical to long term 

competitiveness. Engagement will help to shape your project data strategy, implementation 
plans, roadmaps and future investments. 

• Collaboration is becoming increasingly important within the sector. Pooling data and working 
collegiately will be a key component of successful project execution. 

• Clients will expect to see how their project data is being leveraged to ensure that the next 
project is the very best. How will you demonstrate this? How will you become world class?

• Extracting value from data that would otherwise be underutilised. 

Delivering new capabilities
• Crowdsourcing developments from across the community. 
• Sharing code, dashboards and development costs.
• Automating data extraction, quality analysis, dashboards, data pipelines.
• Development of data standards to facilitate data aggregation.   

Reducing cost and timescale for 
project delivery

Delivering a step change in 
project delivery productivity

Reducing outliers that can sink 
the organisation

Improving how you manage risk 
and becoming more forensic

Augmenting decision making 
with data, evidence and insights

Expanding your horizons beyond 
your own experience to a dataset 

of almost unlimited experience

Encouraging your team to leverage 
our collective experience to deliver 

projects better, first time
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Next Steps

Secure the support of PMI and APM to the data analytics 
community and vision

Secure support of potential collaboration partners

Secure letters of support

Identify potential collaboration partners 
and continue to expand. 

Board level commitment to mobilise the trust, requiring further cross industry support and funding

Mobilise the steering group and shadow board of trustees (pending legal terms and conditions). 
Begin implementation

Identify potential client partners and their 
approach/commitment to data sharing

Major clients and frameworks
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What Could It Do?

The data trust will enable a step change in how projects manage risk. Risk analysis is typically informed by expert judgement. But analysis from experts 
such has Daniel Kahneman has illustrated that this judgement is often tempered by bias. The analysis is also limited by experience of the collective, 
extracting insights rather than the underpinning data (e.g. how much risk budget was invested) and narrative. 

Improving Risk Management

So what could the systems look like?

A recommender system
• Projects of this nature selected these risks for 

this phase of a project 
• When a risk manager selected these risks, 

they also selected these risks. 

Autocomplete
Rather than investing scarce effort to argue 
about the definition of a risk, use the 
autocomplete function to identify similar risks, 
then amend and accordingly.

Heightened awareness
• These risks tend to arise in these sections of a 

project, so project managers should have an 
increased awareness that they may arise, 
then look out for them. 

Autopopulation of the risk register
Based upon the project scope and parameters, 
autopopulate the risk register. (note: This could 
deskill the role, rather than augmenting it)

Lead indicators
• This system will extract insights to identify 

lead indicators. E.g. when the base technology 
changes within 3 months of a critical design 
review it is likely that a design change will be 
required within the next 2 months. 

Risk mitigation effectiveness
• Which risks have been successfully mitigated 

and which actions were most successful. 
• Which risks were difficult to mitigate and need 

to be ‘tolerated’. 

Investment of risk drawdown/contingency
• Which risk drawdown had the greatest 

impact? 
• Which investments should/shouldn’t be 

repeated. 
• What was the size of the residual risk?

Providing assurance
• Forecast risk vs actual. Which risks tend to be 

underestimated or ignored? 
• Which tasks are move predisposed to risk. 

Have the team considered the risks? DO they 
have a heightened level of awareness?

Risk awareness
• Which risks tend to emerge late or rapidly 

escalate into issues? 
• Which risks create the greatest impact? 

By providing access to data we enable innovators to train their algorithms and extract insights that 
wouldn’t otherwise be possible. We only create sufficient volume of data to support this analysis by 
pooling and combining data from a range of organisations.   
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What Could It Do?

By pooling data on technical queries and quality we have an opportunity to understand which elements of work are more 
likely to experience quality issues, the nature and root cause of those issues and what can be done to pre-empt or mitigate 
them.  

Get it right first time

So what could the systems look like?

What quality issues are likely to emerge
Likely quality observations per WBS element or 
equipment. 
Which suppliers are more likely to experience 
them?

Root cause
Identification of root causes to quality issues and 
whether these are likely to emerge again in the 
future. If they could emerge, what do we need 
to look out for. 

Snags
Capturing and classifying construction snags and 
understanding which snags are likely to emerge 
on a workface. Does vary by contractor or trade? 
How frequent are they and what is their impact? 

Technical queries
Capturing and classifying TQs on documentation, 
then highlighting relevant TQs so that document 
authors can proactively develop better 
documents. 

Trade offs and cost of rework
Tracking the cost of rework and understanding 
how this influences trade off decisions. 

Process shortfalls or deliberate violations
Raising awareness of potential process shortfalls 
or violations to shape contracts, audit and 
assurance activities.

Impact of design changes
Understanding the implications of design 
changes, specifically knock on consequences and 
cost of rework. 
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What Could It Do?

By pooling schedule data we gain a better understanding of how tasks are likely to diverge from the plan and how realistic the plan is. We 
also provide the evidence to underpin effective assurance. By connecting risks, schedules and other activities we can explore the inter-
relationship between them. 

Reducing time/reducing outliers

So what could the systems look like?

Workpackage level benchmarking
Workpackage comparators and distribution of 
out-turn. Is the estimate at the 10% or 90% of 
the distribution? Is it biased?

Planned vs out-turn
Where does the plan tend to exceed the 
estimate? 

Predicted durations
Task level recommendations for durations. 

Assurance
Bringing challenge to schedule durations and 
logic. Evidence driven assurance.  

Task criticality 
Which tasks are critical to overall schedule 
performance. Which are near the critical path?

Predicting delay
Which work packages are most likely to be 
delayed. 

Startups are already 
beginning to develop 
these capabilities, but 
they lack the data 
volumes.

And others…..
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What Could It Do?

Our research has highlighted that the lessons learned process is inconsistent and of questionable value. However, the explanation of 
variance is an important part of a data driven insights system. But these lessons cannot exist in isolation of the work package, the schedule, 
the cost implications etc. Its only when we connect these data sets together that we begin to understand what we need to improve. 

So what could the systems look like?

What happened 
What went well or badly? What was the impact 
and consequence? What was the root cause? 
What was the context? What is the story and 
how do people relate to it? 

How do lessons snowball?
Do lessons follow other lessons, i.e. they begin 
to snowball and increase in impact? 

How could it be avoided or repeated
What would you do differently next time? Is it 
something that was foreseeable, knowable i.e. 
predictable? 

How do lessons inter-relate
Are there lessons that cluster around specific 
topics? 

Impact of lessons
Enabling people to understand the implications 
of lessons by recording impact and 
consequences. By accessing this we bring the 
lessons to life. 

Learning Lessons
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What Could It Do?

The range of opportunities are almost limitless. We gather the data and evidence to support the development of a wide range of 
innovations, from supply chain management to team selection and performance. If the data is connected, we also have an opportunity to 
gain a deeper understanding into the correlation between data which would otherwise exist in silos.  We begin to understand the 
correlation between how we manage our stakeholders, schedule performance and the extent to which benefits, or outcomes, are realised.   

Additional Opportunities

Reporting • Reuse of templates / data models
• Automated reports
• Tolerances/warnings

Design • Generative design
• Compliance against standards, specs etc
• How to comply, reusing good practice
• Validation/verification

Supply chain • Performance
• Change requests
• Claims
• Estimate vs contract vs out-turn
• Safety performance

Logistics • Asset utilisation
• Bottlenecks
• Council planning rules

Finance • Cost codes/segmentation
• Contract vs out-turn
• Equipment, materiel and supplies
• Invoice management
• Profit erosion

Team • Project staffing
• Team selection, screening
• Team performance
• Personal performance
• Retention management
• Sentiment
• Divergence between team and 

management

Stakeholder 
management

• Dynamic stakeholder maps
• Bottlenecks/areas of risk
• Known issues
• Areas of support required
• Inform dynamic mitigation

Benefits • Benefits maps
• Planned vs achieved
• Obstacles to benefits realisation
• Windows of opportunity

Assurance • Risk based areas of focus
• Evidence to support interventions
• Strategic (board) and tactical (project)

Productivity • Timesheet and crew analysis
• Production tracking
• Variance/root cause analysis


