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TECHNICAL PROPOSAL



1. Presentation
 Every great project requires a broad multidisciplinary structure to direct and manage the available 
resources. In many cases, moreover, the client (investor-promoter) faces the challenge of developing 
these projects with limited budgets, with complicated planning and high demands on performance, 
functionality and quality, as is it is in hospital projects. Addressing these projects requires the 
involvement of a multidisciplinary technical team that is not always available in the client's own 
internal structure. 

  ACOS Ingeniería de Gestión offers an alternative effective organization from which temporarily 
gives the client a team of highly qualified and adapted to their needs, providing assistance and guidance 
at all times to ensure their interests through an external structure, versatile, fast, close, transparent 
and trustworthy.
  
 ACOS, Ingeniería de Gestión  is made up of a multidisciplinary team specialized in advising 
investors and developers in their construction projects and equipment. A team of professionals whose 
training has the endorsement and support of the Spanish Association of Construction Management 
(AECMA).
  
 Using the tools of management and organization offered by the Project Management, ACOS offers 
these advanced management services to address the demanding objectives of cost, time and quality, in 
complex projects that require large amounts of investment.

 
	
 ACOS, Ingeniería de Gestión, supported by the extensive experience of its team offers customers a 

specialized and customized organizational structure, tailored to the needs required for the 
implementation of the hospital in Bulgaria.
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2. Organizational Structure
 The study and analysis of the needs and requirements of the project will determine the specific 

organizational structure to address from the beginning of the process and concept of the idea to the 
development, completion, commissioning and operation. So we define in generic terms the model 
structure used in previous hospital projects, dividing by specialized areas.
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3. Procedure
 The nature and size of the hospital project, as a singular building with very specific needs and 
objectives and with the participation of many stakeholders, recommends the adoption of an integrated 
management system all through the Project Management methodology.

 This system, defined as "the art of directing human and material resources, throughout the entire 
life cycle of the project and, through the use of appropriate techniques, achieve their stated objectives 
setting, scope, cost, time and quality, and the satisfaction of participants and stakeholders in the 
project "(as AEDIP: Spanish Association of project Management), allows us to adopt an integrated 
management position with an overview of the project to undertake, understanding the needs and 
partaking of the same objectives as the customer.

 In this way the Project Manager shares the same interests with the Promoter, providing a 
multidisciplinary team specialized, which is able to maintain control over investment and can 
coordinate the diverse agents and specialized companies involved in this kind of development.

 In short, we create an organizational system that adds value to the promoter, companies and 
stakeholders, without creating competitors and optimizing resources.
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 To achieve success in these types of large projects is important for the operation that the Project 
Management system is performed during early development in the conceptual phase, thus being able 
to analyze detailed project requirements , studying the conditions and limitations and setting the 
quality, cost and time objectives. This study analyzes the feasibility of each of the aspects and 
identifies potential risks and corresponding preventive and corrective measures to be implemented to 
minimize the consequences.

 Therefore, we define and configure the Strategic Plan, by which establishes the criteria of project, 
evaluation and monitoring, as well as the programming of each of the phases and we identify the 
different agents needed for application. This Plan will allow the subsequent work breakdown structure 
of project in different lots and work teams and the establishment of organization and communication 
procedures depending on the needs of the project, the customer and the different stakeholders.
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 This analysis, which will formalize the WBS (Work Breakdown Structure), among other issues also 
will establish the criteria and technical, legal and financial conditions for the different types of contracts 
that will be necessary for the implementation of each of the lots.

 The subsequent Procurement phase is done through a rigorous tendering procedure applied to the 
entire project and its different lots, with transparent criteria and depending on the features dialed in the 
previous phases.

 Each of the contracts are signed directly between the promoter and the contractor, professional or 
provider. The ACOS management team develops all necessary documentation for adjudication (request 
for proposals analysis, and reporting award proposals, specifications, contracts ...) and reports all the 
information which enables the customer to take the final decision and maintains control over the 
project.

 This subdivision of contracts seeks the best optimization of resources and a direct expertise for each 
of the works, avoiding outsourcing, transference of responsibility, communication problems, lack of 
control and cost increases. All these teams will be coordinated by ACOS, who through continuous 
monitoring and auditing, will manage the entire lots, ensuring compliance with established objectives 
and customer needs.
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 In this way the Construction phase starts with the procurements of projects and analysis which 
allow to begin preliminary works (geotechnical, topographic, environmental ...) and design, setting the 
entire technical project, with specialist teams in each area (equipment design, urban, directions 
optional, specialized engineering, healthcare staffing companies ...).

 At the same time, and according to the particular development that the project incorporates, we 
start the Licensing Procedures and Urban Developments with public agencies and utility companies, 
which seeks to obtain various licenses, permissions and authorizations from the beginning of the 
preparatory and design phase, thus achieving the minimizing the potential risks that may occur during 
the life of the project.

 Due to the nature of the project, and in order to reduce lead times, ACOS will consider the 

implementation of a "fast track" to overlap and integrate design and construction. This implies an 
overlapping sequence which allows the start of construction while other parts are being defined in 
technical projects. While documentation is being generated in the different projects, construction 
management begin, orderly and progressive manner, creating a contractors structure according to WBS 
which was designed in the previous phases. In addition the specific needs of developing are analyzed to 
review possible variants and enhancements that meet the objectives.
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 The control and monitoring of the 
design, construction, supplies and 
efforts are made by detailed reports, 
which sets out the status of your costs, 
planning, risks, deviations, changes and 
incidents, for the supervision of all 
agents involved is integral, thus 
allowing to know the status of each lot 
and their influence on the overall 
project.

 Similarly, we make the reception and 
closing contracts and settlement of 
individual agents and companies 
involved, ensuring the guarantees and 
endorsements requi red for the 
aftermarket, as well as the collection of 
al l documentation, tes t ing and 
commissioning required to verify the 
perfect condition of the work.
 
 

 
 
 In the case of hospital projects, 
specialized envelope phase, which involved 
medical equipment companies, launches 
after the development of the project, in 
order to coordinate the implementation of 
their specific needs, thereby ensuring proper 
installation and operation of the appliance.
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 Once the construction progress allows it, we manage the licenses, permits and authorizations and 
various government agencies involved.

 
 The equipment and furniture 
phase is managed in a similar 
w a y t o t h e d e s i g n a n d 
construction stage, creating 
separate lots are tendered and 
contracted by the procedure laid 
down, taking special care with 
planning of providers to avoid 
problems of d eadlines for 
m a n u f a c t u r e , s u p p l y a n d 
installation.

 With the idea that hospital management comes within the scope of the system, months before the 
completion of the work, we will implement the integration of equipment necessary for the operation 
and management of the hospital, coordinating from before starting the resource requirements human, 
training, maintenance, control and information systems and software, to be able to make a correct and 
satisfactory implementation for the hospital.
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4. Methodology
 
 The methodology is establishing procedures as defined in the Project Management PMBOK Guide 

4th Edition (Project Management Body of Knowlegde), and currently the international ISO 21500 
Project Management, for which are defined some knowledge areas to manage and implement the 
project in accordance the ACOS Manual established.
 

To this end we establish a process groups that are correlated and / or overlapped in time, which 
include the phases and subphases in which is divided or structured the project according to their 
typology. These phases are developed according to different management areas established, with a 
number of criteria that must be stipulated and ratified, supplemented or amended in each concrete 
project, with the customer and steakholders, to meet the specific needs and define the processes and 
specific activities to be performed.

 
 Here are a few schemes which represents the relationship of this methodology, briefly explaining 
each one of the areas of management in a conceptual and generic way. 
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4.1   INTEGRATION MANAGEMENT

 This analysis is the project management as a whole, as global investment (Client Project), analyzing 

it with all your needs, constraints and issues and identifying the steakholders and to establish 
procedures. It is the starting point for the system, and controls the investment from all points of view, 
long-term, therefore being the mainstay of the client. The Project Manager will be one of the agents 
that take part in this integration. This defines the following processes:

1.  Identification and Development of the parties of Project: Held the Statement of Work.
2. Definition Project Plan: Define a Comprehensive Project Management (Baseline).
3.  Direct Project Work: Develops the previous point, defining the processes for achieving project 

objectives.
4.  Control Project Work: Working continued to collect, measure and distribute project performance 

information, using this information to set trends, adjusting metrics and improving processes.
5. Control Changes: Process in which it decides if a change is implemented or not, following a 

predetermined procedure.
6.  Close Project Phase: Secures and formalizes the completion of each phase, ensuring the objectives.
7.  Collect Lessons Learned: Compilation of information learned: Data collection and organization of 

information generated by the project and all its areas, generating lessons learned for future projects 
that will serve the organization.
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4.2   STEAKHOLDERS MANAGEMENT

 By managing all steakholders will be establish and relate to stakeholders, interested and affected 

parties in the development of the project, and who can have an impact on it, at all levels and whatever 
the contractual relationship or not may exist, considering the needs of each one. This is achieved by a 
team that is considered part of one same goal, which facilitates the coordination and communication 
between all stakeholders. This defines the following processes:

1. Identify Stakeholders: is to identify, prioritize and meet the needs and obligations of each member 
and / or company.

2. Manage Stakeholders: defines a Influence Map that should be disaggregated according to the needs 
of each project, which stipulates requirements, direct or underlying influences and hierarchies, based 
on the impact of these relationships.

4.3   SCOPE MANAGEMENT

 This area secure the needs of the research into concrete action to coordinate, customer 
requirements and expectations in a concrete way in the development of your project, and in 
collaboration with the Project Manager, discusses their strengths and weaknesses . This defines the 
following processes:

1.  Scope Definition: Defines and documents the customer's success criteria and agreed requirements 
(Scope Management Plan).

2.  Create Work Breakdown Structure (WBS): Determines the optimal level of disaggregation and 
specific inclusions or exclusions.

3.  Define Activities: Consists of establishing the control system of each of the activities to be 
performed within the Plan, auditing, monitoring and recived each, their changes and their possible 
deviations.

4. Control Scope: working continuing to collect, measure and distribute information of project status, 
changes and the potential impact of the activities together.
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4.4   RESOURCE MANAGEMENT

 Through this knowledge area includes the human resources and materials plan strategically 

necessary for achieving the objectives. The project team will develop and lead the work and project 
management. It is linked to stakeholder management. Material resources will be needed to manage the 
implementation and development of the work, according to the requirements of other procedures. This 
defines the following processes:

1. Defining project resources: identify and documents the resources required during the life of the 
project and its phases.

2. Resource Estimation: It is An analysis of resources by activities, both human and material. 
3. Defining Project Organization: Establishes the OBS (Organization Breakdown Structure) with global 

processes of the organization.
4. Developing Project Team: We define the RAM (Responsibility Assignment Matrix) with different staff 

and those responsible for material resources.
5. Controlling Resources: The system consists of establishing control of human and material resources, 

to check the status and operation thereof. 
6. Managing Project Team: Activity depends on the Project Director who must effectively manage and 

motivate each resource, leading one team, meetings and relationships.
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4.5   TIME MANAGEMENT

 This area of knowledge is the plan that allows each of the actions so that activities can be fulfilled at 
the stipulated times. It raises the necessary steps to ensure the realization of the project on time, 
achieving the scope, cost and quality required. It is one of the key aspects to the success of the project. 
This defines the following processes:

1. Defining and sequencing activities: Considering the Scope Management Plan, we identify, determine 
and document the activities, inputs and their sequence.

2. Estimate Activity Durations: Given the resources, time and overlapping requirements, set by the 
Planning Objective CCPM (Critical Chain Project Management).

3. Develop Schedule: Develops and implements the previous planning, with the breakdown required for 
the analysis of each of the activities and the EDP.

4. Control Schedule: Monitoring, updating and controlling of changes in an orderly and documented in 
order to evaluate possible actions for optimization and recovery.
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4.6   COST MANAGEMENT

 This stage is to estimate, investigate and control the cost of the investment, assuming therefore a 
key element for the customer and the Project Manager, ensuring the viability and profitability of the 
investment. It is an area that provides a very specific and detailed procedures to anticipate possible 
deviations. This defines the following processes:

1. Cost Estimating: We define a target budget and a budget committed by the methods of formulation 
and estimation (usually bottom up), as customer expectations set out in the Scope Management 
Plan and WBS (Work Breakdown Structure).

2. Budget Development: It´s done throughout the project, according to the Procurement Management 
Plan, where the possibilities and set specific costs of each of the activities to be performed, 
comparing well with the LBC (cost baseline). Considering the duration of the project, establishing 
safety margins: Contingency Reserve and Reserve Management. Also, you must consider the Change 
Management, establishing change orders and scope changes, and Cash Flow Study or financing, to 
study the liquidity and financing of the project and possible payment .

3. Cost Control: Establishes a system of ordered control, based on the procurement, certification, 
billing, change orders and scope changes. Be analyzed by WIP (Work in Progress) with the EVM 
(Earned Valued Management) or Earned Value Method to measure project performance, integrating 
scope, schedule and resources, and to measure the achievement and project progress in an objective 
way.
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4.7   RISK MANAGEMENT

 Through this management provides a tool to achieve greater project success, thanks to a proactive 
and planned process that eliminates or reduces the risks specific events identifies and defines how to 
deal with such situations before they happen, allowing decreased number of changes and uncertainty, 
an increase in the quality and use of the situation if the risk is positive. It is an essential tool in large 
projects, when the internal and external factors of development are manifold. This defines the 
following processes:

1. Risk Identification: It takes a Risk Register, which analyzes the planning, costs and resources, 
establishing identification, accountability and monitoring of each.

2. Risk assessment: involves studying each qualitatively and quantitatively, given the parameters of 
impact, probability and perception.

3. Risk Treatment: This activity is planned preventive actions and contingency plans to mitigate the 
parameters.

4. Risk Control: orderly review of the risk register which analyzes and documents the control state, the 
deviations and the action plan.
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4.8   QUALITY MANAGEMENT

 This area develops the creation and monitoring of policy and procedure to ensure that the project 
meets the objectives set, without deviating from the requirements, as the Scope Plan. This activity 
includes both the quality of the project (as single target), and the different projects, jobs or certain 
products as part of the whole (in a specific and particular). This defines the following processes:

1. Quality Plan: Through this document sets out the requirements and standards of the project, the 
critical activities and the tools and techniques to be used for auditing and control of the whole 
process of it.

2. Management Quality Assurance: This procedure is developed throughout the project in each of the 
phases according to its requirements through audits, inspections, tests ... implementing tools to 
increase the effectiveness and efficiency of the project and those involved in it.

3. Development of quality control: By developing individually referred to each of the control activities 
and contracts, particular needs and demands, well as those responsible of each of them.
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4.9   PROCUREMENT MANAGEMENT

 This management is one of the cornerstones of the system and therefore the success of the project 
to determine the criteria for recruitment, with specific particularities and predetermined fixed price. 
This will set up a team of professionals specialized companies contractually linked to the client, working 
in parallel (fast-track configuration) in a project with common objectives. It is a priority to combine the 
requirements in the Scope Management Plan, Plan Time Management and Cost Management Plan. This 
defines the following processes:

1. Procurement plan: We identified policies and contracting procedures, tenders are planned 
(Registration recruitment by WBS) and generates and analyzes the technical, administrative and 
contractual necessary (considering the material resources and pro rata account. 

2. Selection of suppliers / companies): It´s Determine the structure of the tendering and contracting 
phase, to generate documentation for selecting bidders and awardees, and those responsible for the 
completion and finalization of contracts.

3. Contract Management: Includes state control of hiring and project needs and individualized control 
from signing to closing and receiving each, with a billing record, change control, records, documents, 
guarantees , guarantees ... from the standpoint of technical, economic, administrative and legal.
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4.10   COMMUNICATION MANAGEMENT

 Joint processes to ensure the generation, collection, distribution, storage, retrieval and ultimate fate 
of project information in a timely manner, which provides crucial links between all actors involved in 
the project (client, stakeholders, designers, businesses. ..) mainly in large projects and specialized. This 
defines the following processes:

1. Communication Plan: Determines the information and communication needs: who needs the 
information, when needed, how it will be provided and by whom. Also, will coordinate the 
communication system for meetings, ordinary, extraordinary, sending emails ...

2. Distribution of Information: activity which generates a distribution scheme, which attributed the 
obligations and communication needs of each of the participants.

3. Communication management: Establishes a system for collecting, recording and version control of 
all documents generated, as well as progress reports and control overall project status, which are 
transmitted to the knowledge of those involved.

 

ACOS Ingeniería de Gestión S.L. , Avda. de la Ilustración, 6.Edificio Astarté, 3º,Cádiz (Spain). (+34)690 803 009; (+34)856 150 546. acos@acos.es www.acos.es

mailto:acos@acos.es
mailto:acos@acos.es
http://www.acos.es
http://www.acos.es


26

5. Advantages of the System
 
 Project Management, conducted by the Project Management company, represents the perfect 

toolset to effectively manage all types of construction or equipment. The PM provides the vision for the 
project from a global perspective, understanding the need for sharing and participating Promoter and 
both of these objectives.

-Promoter Benefits:

• Supervision and control of all phases of the project
• Visibility and transparency of the project
• Control of deadlines, cost and quality
• Maximum control guarantees the construction process:

- Promoter's unique dialogue with other agents via PM.
- Information contrasted and analyzed budgets.
- Definition of the contracting strategy.
- Continuous supervision.
- Methodical and rigorous management.
- Planned risk management with a proactive attitude.
- Ability to react in good time against the unexpected risks.
- Possibility of reprogramming time and cost during implementation.

The Project Management as consulting or advisory concept, involves hiring by the customer of a 
professional team, temporarily, to assume or reinforce a number of jobs or functions to be performed 
within the investment, assuming a new "unit cost "to be considered by the investor. Therefore, the 
question that it could eventually pose is: are the benefits report will be higher than the costs involved?

 The P & C Management System has been implemented over the years, creating procedures and 

systems of management to ensure the success of the system, managing to reduce costs, ensure services 
and thereby achieving customer satisfaction. One of the main reasons for this success is that the Project 
Manager shares the same goals as the customer, not competing interests coexist, as with other agents. 
This question is frequently stated by establishing contractual conditions with the Project company in 
which a portion of the fees are set by "bonus" associated with achieving the customer goals.
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 When assessing the benefits generated by the team of P & C Management, we can differentiate 
between indirect and direct benefits.

 Indirect benefits to the investor are given mainly by the very optimization of the entire process of 
project management (more control, quality, deadlines, improvements ...), achieved thanks to the 
independent character of the Management team. Do not forget that in most construction activities and 
equipment saving time and improving quality is undoubtedly a clear economic benefit, to affect many 
factors that maximize investment (reduced overhead, reduced claims , reduced penalties, image ...).

 In the case of direct benefits, eliminating middlemen, allowing the Promotor to contract directly 
trades and specialists needed, and advanced counseling offered by the technical expertise of ACOS 
allows better economic performance compared to traditional models . In this regard, it should be added 
that the various companies involved diversify risk is achieved, leaving the management of the entire 
construction work under one, and returning to the Promoter's ability to control enough to modify, 
guide and optimize investment.

 Attached comparative costs are included in the traditional system and the Project Management 
system.
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Below is an example of the 
above,for a large investor:
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 Contact us 
 

 
 

 Eng. Domingo Cabello Neila 

 CEO of ACOS International 

 
 

 ACOS, Ingeniería de Gestión, S.L. 

 Avda. Marconi, 37 (Edificio Ma’arifa) 3º 

 11011 Cádiz 

 Spain 

 T: (+34) 690 80 30 09 / (+34) 856 15 05 46 

 acos@acos.es 

 www.acos.es 
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