
The Evolution of Project Health Control: A 
26-Year Retrospective
Project Health Control (PHC), developed by David Winter over the course of his career in various projects, 

has proven to be a highly effective tool for bringing projects under budget. PHC has evolved over 26 years 

through a series of professional experiences spanning multiple industries, from industrial automation and 

control systems to large-scale infrastructure and oil & gas projects. PHC emerged as a methodology that 

focuses on risk and issue management, deliverables tracking, and schedule optimization to improve project 

outcomes.



Origins and Early Development (1981-
1998)
The foundational elements of PHC can be traced back to various engineering roles that focused on control 

systems, automation, and software development. Key milestones during this period include:

1981-1986 (Hull, UK): Work on machine vision and industrial machinery control systems at Electronic 

Automation Ltd, gaining expertise in electronic system design and project lifecycle management.

1986-1990 (London, UK): Development of control and safety systems for industrial plants at ICS Triplex, 

introducing a structured approach to project management.

1990-1998 (London & International Assignments): Execution of global commissioning projects in China, 

Nigeria, UAE, and Australia, enhancing expertise in project execution and risk mitigation.

These early experiences laid the groundwork for what would later become PHC by identifying inefficiencies 

and risks in traditional project management approaches.

The Birth of PHC (1998-1999)
PHC's conceptual foundation was established during the AGIP Oil Offshore Platform Revamp Project in Italy 

(1998-1999). Key developments included:

Bid Documentation Automation: Created a new methodology to automate specification document 

preparation, streamlining the tendering process.

Identification of Cost Inefficiencies: Recognized excessive markup layers in project invoicing, leading to 

the development of the Share-out Concept, a principle focused on optimizing resource use and reducing 

unnecessary costs.

This experience became the cornerstone of PHC9s methodology, focusing on reducing waste and 

redistributing savings from improved project execution.

Expanding PHC Principles in Large-Scale 
Projects (1999-2015)
During this phase, PHC was applied and refined across multiple high-profile infrastructure and energy 

projects.



London Underground Jubilee Line Extension (1999-2000):

Developed the Efficiency Traps Framework, identifying common inefficiencies that escalate project 

costs and delays.

Introduced structured project control procedures.

West Libya Gas Project (2003-2004):

Designed the Deliverables Tracking Mechanism for large-scale automation systems.

Implemented the Concerns Management System, addressing project risks and issues.

Bonga Subsea Field Development (2005-2006):

Developed the Action Tracking System (ATS) to consolidate and manage multiple project issues 

efficiently.

Provided a structured issue-resolution framework that enhanced project visibility.

OKLNG Plant Development, Nigeria (2007-2008):

Integrated PHC tools with existing risk management systems.

Introduced the Keyword Linkage Technique, linking risk data directly to project schedules.

During this period, PHC proved effective in large-scale projects by improving transparency, accountability, 

and deliverables tracking.

Refinement and Commercialization (2016-
Present)
From 2016 onwards, PHC methodologies were refined and successfully integrated into diverse industries.

Master Gas System Expansion, Saudi Arabia (2016):

Applied PHC principles to pipeline project management, focusing on deliverables tracking.

Enhanced workflows through mindmap-based project organization.

Karachaganak Petroleum (2018-2019):

Managed office relocations and logistics using PHC9s structured lists approach.

Highlighted inefficiencies in traditional risk management tools and proved PHC9s superiority in large-

scale logistical projects.

Crewe Rail Network Expansion (2022-2023):

Experimented with cross-project risk integration, emphasizing the adaptability of PHC in portfolio 

management.

Maaden Phosphate 3 Production Plant, Morocco (2023-2024):

Implemented a fully integrated Risk Management System and Action Tracking System.

Replaced inefficient spreadsheet tracking with automated reports, dashboards, and heatmaps.



Impact and Future of PHC
PHC has evolved from a methodology independently developed and applied by David Winter into a 

structured and scalable project management framework, now delivered as a commercial service through 

Order Efficiency Ltd. Today, PHC operates as a pseudo-department within projects and programs, 

seamlessly integrating into existing governance structures to enhance risk and issue management, 

deliverables tracking, and process optimization. By applying PHC, organizations benefit from greater project 

visibility, improved stakeholder alignment, and a disciplined approach to achieving efficiency and cost 

control.

A key differentiator of PHC is its ability to leverage Artificial Intelligence (AI) to enhance decision-making 

and automate tracking processes. AI-driven analytics provide project teams with real-time insights, 

predictive risk assessment, and dynamic progress tracking, enabling proactive issue resolution before they 

impact project timelines or budgets.

PHC also incorporates a performance-based incentive model that aligns team efforts with project 

objectives4encouraging all stakeholders to drive projects on time and under budget. By fostering a culture of 

accountability, transparency, and efficiency, PHC ensures that project teams remain engaged and proactive, 

leading to more predictable and successful outcomes.

As industries continue to navigate increasing project complexity, PHC9s structured approach remains highly 

adaptable across sectors, including large-scale infrastructure, oil & gas, manufacturing, and humanitarian 

initiatives. The future of PHC lies in further integration with digital solutions, the expansion of AI-driven 

project controls, and enhanced automation for real-time governance and optimization. Its core principles4

visibility, accountability, and efficiency4will continue to set the standard for high-performance project 

execution, ensuring organizations consistently deliver value-driven results.


