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Introduction – Peer reviews

Peer reviews are routinely conducted across our industry for a 
variety of reasons

• Strategy identification/review

• Milestone achievement or project shift

• Technical optimization

• Spend optimization

• Acquisitions/divestitures
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Introduction



Traditional peer reviews
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Typical features Associated problems

Purpose and goals of the review are not 
shared

• Lack of shared understanding 
• Seen as punitive by consultant – “we must be doing something wrong”

Review is conducted by a 3rd party 
• 3rd party reviewer given a ‘library’ to 

review & write a report on findings
• 3rd party reviewer has limited time to 

present their findings

• 3rd party only has partial information
• No engagement with client and consultant - done in a bubble
• Turns into a marketing exercise

Findings are documented in a traditional 
“thick” report

• No clarity on outcome
• Minimal improvement to site management & strategy after a cursory review
• Metrics not tracked post-review

Challenge
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Outcomes of traditional reviews often ‘die on the vine’



Challenge

• 2013: major acquisition led to 2-3x increase in 
environmental reserves
– New sites, new consultants, new PMs

• Management wanted to establish internal program to 
ensure large sites/reserves managed effectively
– Technically appropriate remediation measures implemented

– Financially responsible implementation of remedies
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Challenge

Today: One H&A client’s Lean journey to improve 
their peer review program
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Challenge



Sustained improvements

Collaboration

Shared 
understanding 

of goals

Standard 
process

Desired outcomes of improved program
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• Collaborative team approach
– Harness team institutional knowledge

– Ensure inclusion of subject matter experts (SMEs)

– Improve the performance of the project team

• Systematic site selection

• Standard approach & tools

• Site spend/effort/time aligned with site risk

Desired outcomes

The “Gatekeeper” program was born!



Why a Lean-based approach?

• Alignment with customer values 
and goals

• Collaboration

• Standardized processes

• Simple, visual documentation
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Examples of other challenges addressed using 
Lean principles and approach

Approach

Reserves 
mgmt, 

tracking & 
reporting

Standardize 
financial 

management 
& documents

Spill 
response & 

remedial 
planning

Remedial 
system O&M 
optimization

Site closure 
strategies



What is Lean?

Increases Value
Reduces Waste
Respects People

Approach



An improved approach – standard process
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Prioritize 
portfolio & 
select sites 

for GK review

Project  
scoping and 

kick-off 
meeting

Standard 
data 

collection

GK  project 
review

Project 
Gemba 
meeting

Is a change 
order or 
accrual 

required?

Develop 
Improvement 

Action Plan

Implement 
Plan; track 
results and 
report-out

Annual 
portfolio 

assessment

GATEKEEPER PROGRAM

YES

Follow  
Change 
Order 

Process

Standard Process

GK check 
call(s)

3rd party 
review if 
needed



An improved approach – team collaboration

• Client Project Manager

• ‘Gatekeeper’

• Project consultant team
– Field, OM&M staff (imperative)

– Technical leads

– Consultant PM

• Lean facilitator

• 3rd party subject matter experts
(if needed)
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Collaboration



An improved approach

1. Project Scoping via 
Improvement Profile:

– Identify goals and objectives 
of Gatekeeper review

– Identify challenges/data gaps

– Key considerations (risk, 
logistics, etc.)

– Identify review team
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Example Improvement Profile (a common Lean tool)

Standard Process



An improved approach

2. Full team kick-off
– Intro to program and purpose

3. Standard data collection 
(by consultants) & 
Gatekeeper review  

– Standard docs: Conceptual 
Site Model (CSM), recent 
reports

14

Standard GK Document Request

Standard Process



An improved approach

4. ‘Gemba’ Meeting - 1.5 days, on-site
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D
A

Y
 1 • “Gatekeeper” team on 

site

• Gatekeeper review goals

• Assess what is going well 
and where challenges lie

• Site Gemba walk

D
A

Y
 2 • Assess data gaps/ 

problems/ideas

• Brainstorm and prioritize 
improvements

• Develop improvement 
action plan

General Gemba Meeting Agenda

Standard Process



An improved approach

5. Gatekeeper follow-up
– Team call ~1 month after 

Gatekeeper review

– Review Improvement Action Plan
• Ensure all improvements are on 

track; adjust where needed

– Track metrics for report out 
to management & customers 
on results 
• Standard format (shown in results)
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Improvement Action Plan (partial)

Standard Process



An improved approach
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Example project summary with improvement action items

6. Report out
– One-page communication 

tool (A3)

– Summarizes findings of 
GK review

– Updated frequently to track 
progress

Standard Process



7 significant data gaps 
identified & action plan 

developed

Project examples & results
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$5M - $7M – cost avoidance 
via improved municipal well 

contingency plan 

Reduce 1 FTE via 
optimized product 

management

Optimized groundwater 
monitoring program – ROI 

within 3 years

Additional time and cost 
savings  (2 years; ~ $4M) 
from improved remedial 
plan for dissolved phase

“Force Field Analyses” –
to understand the “whole system

Results

Observations of remedial system O&M



Identified old culvert 
with suspect integrity 

under ASTs

Project examples & results
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Elimination of planned 
remedial system 
expansion $500K

Reduction of 1 lifecycle 
year via optimized 

remedial actions $120K

Shutdown of active 
system due to diminishing 

returns  

Additional cost savings 
from optimization of 
vapor control system

Development of an improvement action plan

Results

Gemba Walk to understand the site



Purchase vs. rental of 
remedial system will 

result in cost savings in 
thousands/year

Project examples & results
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Remedial strategy to 
achieve closure by 2022

Despite strong eye for 
safety, opportunities to 

improve safety measures

Observations of remedial system O&M

Lean based assessment of site activity

Results



Conclusions

Lean-based approaches to 
peer reviews improve project 

and team performance

Investment in effort 
more than pays off – both in 

short & long term

Project team collaboration is 
critical to support strategic 

thinking AND provide 
sustainable results
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