
 

 
Page 1 of 1 

 
 

 
Project Managing Your Simulator DCS Upgrade 

 
Steven Carr. B.Eng(Hons) C.Eng. MIEE 

 Simulator Training Systems Operations Manager. 
 

Powergen UK plc. 
Power Technology Centre 

Ratcliffe-on-Soar, 
Nottingham, UK.   

NG11 0EE  
 

Email: steve.carr@powertech.co.uk 
URL: www.powertech.co.uk/simulators 

 
 

KEYWORDS 
Project management, Contractual relationships, 
agreements, progress monitoring, Escrow, licence 
agreements,  proprietary information, DCS. 

 
 

ABSTRACT 
The intention of this paper is to provide helpful 
information and tips for the purchaser with regard to 
the project management of a DCS upgrade for an 
existing nuclear power station operator-training 
simulator.  This paper was written shortly after STS 
Powergen completed two nuclear power station 
simulator DCS projects in the USA. 
 

Areas covered by this paper are: 
 
� Contractual documents and arrangements. 
� Licence and Escrow agreements. 
� Liquidated damages. 
� Project management. 
� Project schedules and resources. 
� Monitoring progress.  
� Defect reporting. 
� DCS automation code. 
� Access to proprietary information. 
� Tips for project meetings. 
� Testing. 
� Cultural issues.  
� Training. 
 

INTRODUCTION 
Your nuclear power station has decided to upgrade 
to a new DCS system and prior to this you have to 
upgrade your simulator and provide training to the 
plant operations staff... 

 
There are many routes to the final solution with 
maybe a choice of suppliers and a choice of 
technical solutions.  What is the best way to manage 
the project to get your simulator upgrade completed 
within budget, on time and also ready to train your 
operations staff? 
 
This paper provides some insight on the subject of 
managing simulator DCS upgrade projects from the 
perspective of the purchaser, the DCS emulation 
vendor, and also the actual DCS vendor.  Many of 
the observations and tips in this paper are based 
upon actual, recent project experience. 
 
 
YOUR ROLE AS A PROJECT MANAGER 
Typically in the past your job may have been of a 
more technical nature and project management has 
taken more of a back seat.  In your role as simulator 
DCS upgrade project manager you will have many 
things to organise to make sure that the upgrade and 
your training goes smoothly.  Naturally you are still 
very interested in the technical aspects of the work 
and would like to get involved in them.  This is the 
first trap you need to avoid: - 
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• Don’t try to do technical work and project 
management, you will not have enough time. 

 
The reason for this is simple.  Project management 
of a simulator DCS upgrade is a full time job.  People 
who have a technical background will often 
underestimate the time and effort necessary to 
manage the job.  You will not have enough time to do 
both tasks and if you do try then there is a high 
probability that that you will fail to perform both tasks 
adequately and the job will suffer as a result. 
 
 
CONTRACT DOCUMENTS 
At the start of the project you are likely to get 
involved in the specification for the simulator 
contract.  This may also include confidentiality 
agreements and also licence agreements.   
 
Do not simply expect that your new DCS emulation 
vendor will automatically sign onto an existing 
confidentiality agreement.  If there are issues around 
these kinds of documents then one possible solution 
to move things forward more quickly is to ask the 
vendor to sign the confidentiality agreement but also 
support this with a side letter to clarify the issues.   
 
Finalizing contract technical specifications is often 
faster and simpler as it is often carried out between 
two technical people.  The same cannot be said of 
contract terms and conditions.  These often require 
the input of busy contract managers who often 
require legal support from lawyers.   
 
As such terms and conditions can become a major 
issue to the point of delaying the start of the project 
significantly.  Be prepared for this and set your 
managements expectations accordingly that the work 
may have to start on a letter of intent (LOI).  This is 
not ideal but if the technical specification has been 
firmed up and all that is left are the commercial terms 
and conditions this may be a sensible way to avoid 
delays to the start of the project. 
 
� A letter of intent might be a good way to avoid 

startup delays to the project. 
 
To minimize the delays in preparing and finalizing 
contract terms and conditions it is better to get them 
finalised as far as possible then organise a face to 

face meeting with the lawyers so that in one meeting 
all of the final issues can be resolved.  A lot of time 
can be lost when the document is passed from one 
party to the next and so on.  There are two simple 
tips here: - 
 
� Don’t underestimate how long it will take to get 

contractual or legal documents signed and 
agreed. 

 
� Think ahead and organise meetings with the 

correct people in attendance to finalise the 
document. 

 
The same can be said for internal documents such 
as a requirements specification that need to be 
signed off by tiers of management.   
 
 
CONTRACTUAL RELATIONSHIPS 
A DCS contractor will carry out the DCS upgrade.  
The simulator DCS upgrade may not necessarily be 
carried out by the same contractor.  The simulator 
DCS vendor may be the DCS vendor but may also 
be another vendor completely.  With this there are a 
whole host of potential issues.  The possible 
contractual structures are as follows: - 

 
The first example above is the most simple in that the 
purchase deals directly with the DCS vendor who 
also supplies the emulation for the simulator DCS 
upgrade.  The risk that must be mitigated by the 
project manager in this example is that the DCS is 
not allowed to steal resources or gain a much higher 
priority than the Simulator DCS emulation.  There 
should not be problems associated with proprietary 
DCS information in this example, but it is worth 
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asking the DCS vendor if there are likely to be any 
issues especially if they are a large organization. 
 

 
The second example is a typical arrangement where 
a sub-contractor is employed to provide the 
emulation of the DCS for the simulator.  This is a 
more complicated contractual relationship and the 
following points need to be addressed: - 
 
� Will the DCS Vendor release proprietary 

information that is necessary for the emulation 
software? 

 
� Will the project management point of contact be 

in the DCS Vendors organization or in the 
subcontractors? 

 
� How will the emulation software be licensed to 

the Purchaser? Directly or through the DCS 
Vendor? 

 
 

 
The final diagram shows another simple contractual 
relationship that in practice can cause many 
difficulties.  Mainly the problems are down to how 
well the DCS vendor and the DCS emulation tool 
vendor cooperate.  In the worst case the simulator 
DCS emulation vendor can expect to get no help 
from the DCS vendor and maybe even become 
embroiled in a law suite regarding intellectual 
property.  These kinds of issues may take years to 
resolve and are clearly a great risk to your project.  
To mitigate these problems a meeting must be 
organised that includes all three parties to discuss 
the issues of proprietary information and what will be 
made available to the simulator DCS Vendor.  This 
may also mean that and agreement needs to be 
signed which is likely to take some time to organise. 
It is also worth mentioning that the DCS Vendor may 
ask for payment for provision of information.  You, as 
the purchaser are likely to have to pay the costs for 
this service.  The main points here are: - 
 
� Get a written statement that your simulator DCS 

vendor can get access to any proprietary 
information they need. 
 

� Make sure that this is part of your contract. 
 
� Find out if there are any hidden costs regarding 

the supply of this information. 
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LICENCE AGREEMENTS 
Often in the grand scheme of things, the purchaser 
may overlook the need for a licence agreement.  The 
simulator DCS emulation vendor will need a licence 
agreement to protect his valuable intellectual 
property.  Again, as with other agreements, the 
license agreement will take time to finalise and is 
likely to require legal assistance.  What the 
purchaser must not forget is that the intellectual 
property in the emulation products is usually the 
whole of the simulator DCS vendor’s business and 
without it he will have no business.  With this in mind 
it is easy to see that the licence agreement is likely to 
be very important to the simulator DCS vendor.  If the 
license agreement is directly between the purchaser 
and the simulator DCS vendor then it is likely to be 
straightforward to agree.  Beware of agreements that 
need to be “passed through” to another party, as 
these are likely to take a lot of time and effort to 
negotiate.  Things to watch out for: - 
 
� Law and jurisdiction of the agreement is likely to 

be a key point to the simulator DCS emulation 
vendor. 

 
� Ensure that any clauses that warrant the 

intellectual property is owned by the simulator 
DCS vendor are adequate and supported by 
indemnification clauses to protect you in the 
event of a legal challenge. 

 
 
ESCROW AGREEMENTS 
An escrow agreement allows the purchaser to have 
access to the simulator DCS source code in the 
event of some agreed release criteria.  In the event 
of a release of the source code the purchaser is then 
able to use the source code to maintain the existing 
simulator.  The intellectual property will usually still 
reside with the simulator DCS emulation vendor even 
in the event of a release.  If your simulator DCS 
vendor is not based in the USA then you can expect 
that they will require an escrow agreement based 
upon the law and jurisdiction where they are based.  
Also you need to be aware that a professional 
simulator DCS emulation vendor will also want to use 
the services of a professional escrow company with a 
solid technical and financial background.  There is an 
ongoing cost for this service that is usually the 

responsibility of the purchaser.  The main points here 
are: - 
 
� Law and jurisdiction may be issues. 
 
� A professional escrow company is likely to be 

involved with an ongoing cost. 
 
CONTRACT WITH LIQUIDATED DAMAGES 
Insisting on a contract with liquidated damages 
(LD’s) may not get the end result that you desire.  Be 
aware that the simulator DCS emulation vendor may 
increase the price.  When this happens many 
purchasers believe that the vendor has increased the 
price because they do not have complete confidence 
in their ability to deliver to the agreed schedule.  This 
may be the case but usually the increase in cost is to 
cover the additional management costs incurred by a 
contract with LD’s.  Be aware that a contract with 
LD’s will also mean that the simulator DCS project 
manager will be monitoring the schedule closely and 
where there are delays these will be reported in the 
monthly report with a resulting modification to the 
project plan and a request for an extension to the 
programme.  This can often appear to be adversarial 
to the purchaser, as usually the simulator DCS 
vendor has to explain why he is not at fault for the 
delay.  Sometimes he may have been waiting for 
you, the purchaser.  These types of reports will 
undoubtedly be seen by your management and may 
be a cause of embarrassment, especially if you have 
not taken heed of the don’t try to do technical work 
and project management rule and have simply over 
extended yourself. 
 
Consequently it is not difficult to get into a contractual 
battle over LD’s that takes time and effort from both 
parties to resolve.  This is also destructive to your 
business relationship with the simulator DCS 
emulation vendor.  If possible it may be worthwhile to 
consider letting a contract that does not have LD’s in 
the first place so that these types of problems can be 
avoided.  Usually the cost overruns incurred by late 
delivery are incentive enough for most simulator DCS 
emulation vendors as they are typically much greater 
than the costs of LD’s.  It is also possible to have 
similar problems with a contract that has a bonus 
award for early delivery.   
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If you decide to enter into a contract that does not 
have LD’s then it is a good idea to ensure you have 
adequate termination rights in the event of problems 
with project schedule and delays.  In any event you 
will need to monitor progress and project staffing 
closely. 
 
� Avoid having a contract with liquidated damages 

if you can. 
 
� Expect the vendor to apportion blame and to 

claim extensions of time when there are delays. 
 
� A contract with LD’s will take more management 

time and involve more official paperwork. 
 
� Contracts that have a bonus for early delivery are 

also likely to have the same problems. 
 
 
SCHEDULES AND RESOURCES 
Ask the simulator DCS vendor for a detailed and fully 
resourced project plan.  Usually this is produced 
using Microsoft Project or something similar.  Ask for 
the planning in the format you require up front.  
Typically this plan will show all of the tasks, who will 
execute each task and when.  The program also 
needs to include holidays and time when project staff 
are not available to work on the project.  The project 
plan will only be as good as the estimates that have 
been entered into it.  Where there is significant 
development work ask the simulator DCS vendor to 
explain how the estimates were prepared to check on 
their accuracy. Try to ascertain if there are any 
significant tasks missing from the plan. 
 
Where there is new development work taking place 
the schedule needs to show where requests for 
information are likely to be submitted to the DCS 
vendor and also when there needs to be technical 
meetings with the actual DCS vendor.  
 
At the start of the project ask the simulator DCS 
vendor to identify what they believe are the risks to 
the project and to detail what their strategies are to 
mitigate the risks.   
 
Typically you are likely to have to maintain an overall 
schedule that will utilise data from the detailed 
project planning supplied by the simulator DCS 

vendor.  On the overall schedule make sure that you 
have included the meetings and time required for the 
preparation and finalization of all of the agreements 
required for the project.  Notify key people in 
advance and make sure they have your meeting in 
their diary.  If you wait until you need them then the 
chances are they will not be available.  This is 
usually even more important for multitasking lawyers 
or contract managers. 
 
The detailed project schedule needs to be updated to 
reflect reality on a monthly basis as a minimum.  If 
you plan to use a project management tool such as 
Microsoft Project then make sure you have a good 
understanding of the tool otherwise you may run into 
problems updating the schedule.  
 
The schedule must be reviewed and agreed by all 
parties as being achievable and realistic. This 
includes tasks, durations and start/end times. These 
reviews must be carried out in official meetings and 
agreement must be indicated by all parties in writing.  
Ask your simulator DCS vendor for details of how 
each task will be resourced. 
 
� Ask for a fully resourced project plan. 
 
� Make sure holidays and other commitments are 

included in the schedule.  
 
� Ask for a list of risks to the project and details of 

the mitigation strategy for each risk. 
 
� Ensure key people required for making 

agreements are properly scheduled and 
available when you need them. 

 
 
MONITORING PROGRESS 
You must receive a monthly report from the simulator 
DCS emulation vendor.  This report should be dated 
and cover the following items: - 
 
� Table of contents. 
� Executive summary. 
� Project staffing. 
� Progress on each work area (% completed). 
� Contractual and financial issues  
� Delays to the programme. 
� Data supply or information issues. 
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� An updated project plan. 
� Current defect report status. 
� List of risk items with mitigation strategy. 
 
If you have to report to your management it is a good 
idea to agree on the required format for the report 
with the simulator DCS project manager at the start 
of the project.  In this way it is likely that the 
preparation of your reports will be much simpler. 
 
If there are items in the report you do not believe are 
accurate or there are missing items or you simply do 
not agree with what has been written, send a written 
reply that reflects your concerns.  In this way, you 
have officially raised the matter in writing.  In your 
response ask for the items you have raised to be 
addressed in the next report.  If the items raised are 
regarding delays, there is likely to be an exchange of 
correspondence anyway with hopefully a resulting 
agreement by both parties.  This can then be 
reported by the simulator DCS vendor in the next 
report. 
 
� Get a monthly report. 
 
� Agree on the format of the report at the start of 

the project. 
 
� Address any issues reported by responding in 

writing. 
 
 
DEFECT REPORTING 
During the integration and testing phase of the 
project, both the vendor and the purchaser are likely 
to raise observations with regard to the simulator and 
the DCS emulation software.  Some of the 
observations will be genuine problems and some are 
likely to be due to a poor understanding of the 
process or the new automation system.  These 
observations must be recorded and log kept by both 
parties of all observations and their status.  As a 
minimum the following is required: - 
 
An index document that describes the following: - 
 
� Unique identifier for each report 
� Short description of the problem 
� Date report was raised 
� Severity (1,2,3,4) 

� Who raised the report 
� Who is servicing the report 
� Expected date of closure. 
� The status of the report (open closed) 
 
The severity is as follows: - 
 
1. Major effect on training (crash). 
2. Major effect on functionality. 
3. Minor or cosmetic problem. 
4. Request for enhancement. 
 
On each individual observation (defect) report all of 
the above must be included and also the following: - 
 
� Detailed description of the problem and how to 

repeat it (if possible). 
 

� Supporting information is supplied (screen 
dumps or error messages etc.) 

 
 
DCS AUTOMATION CODE  
The simulator DCS emulation vendor will need to 
have access to the automation system control code.  
This is usually in an ever changing state at the start 
of the project.  Certainly this seems to be the case 
where a purchaser is performing their first major DCS 
upgrade and are really coming to terms with the new 
DCS technology. 
 
A key milestone on the simulator DCS emulation 
vendors project plan will be the delivery of an 
automation system dataset.  This dataset is very 
important to the project and as such it is important 
that it is suitable for the purposes for which it is 
intended.  If it is full of coding errors, it will not be 
good for training.  The version of software required 
must be checked to ensure compatibility.  If your 
simulator DCS vendor needs hardware then check it 
is suitable for requirements.   
 
As project manager, you need to be aware of the 
status of the automation system code and when is 
the best time to provide it.  Where you provide a 
dataset that has known problems, these must be 
communicated to the simulator DCS vendor or many 
hours are likely to be wasted. 
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� Find you when the automation system code will 
be ready to ship. 

 
� Ensure that any know issues with the data set 

are communicated to the simulator DCS vendor. 
 
� Find out if you simulator DCS vendor needs to 

have any actual DCS equipment to support the 
project. 

 
 
TECHNICAL INFORMATION 
During the project, technical information and 
clarifications will be required.  The process of asking 
for and querying technical information needs to be a 
defined process so that all parties can keep track of 
it.  Where information is missing or incomplete the 
process can also allow the simulator DCS vendor to 
suggest possible solutions to ensure that there are 
no delays introduced. 
 
The purchaser and vendor must keep an index of all 
technical queries and their status (Excel is good for 
this).  A good technical query format will contain at 
least the following information: - 
 
� Unique query reference number. 
� Name of person making the query. 
� Date information is required by. 
� The actual date of request. 
� The actual date that information was supplied. 
� Short description. 
� The actual query. 
� Proposed solution if data is not available. 
� The impact of the proposed solution on the 

simulator. 
 
 
TIPS FOR MEETINGS  
Progress meetings should occur on a regular basis.  
If possible a telephone conference each week is 
usually very useful.  Normal face to face meetings 
are also required.  Depending on the status of the 
project you may need to go to the simulator DCS 
vendors premises to see what is happening on your 
project.  Make sure that your management are aware 
of the need to do this kind of traveling so when you 
make a travel request during the project your 
management are expecting it. 

 

Any meeting you have needs to be properly recorded 
with minutes of meeting.  As meetings and actions  
are ongoing it is a good idea to use an Excel 
spreadsheet for the minutes of meeting and record 
them as follows: - 
 
Use a sheet to record the dates of the meetings and 
who attended.  Use another sheet to record all of the 
statements, actions and comments as follows: - 
 
� Type of entry (Action, Statement etc) 
� Date of meeting when item was raised 
� Concerned party 
� Description of action or statement 
� Due date 
� Status (open closed) 
 
If you use Microsoft Excel then you can use the “auto 
filter“ function to display actions that are open etc.  
This technique is simple and very effective in tracking 
actions. 
 
Controlling a meeting is very important so that 
everybody can contribute effectively and so that the 
time required for the meeting is kept to a sensible 
limit. 
 
To ensure that a meeting is the most effective the 
following should be adhered to: - 
 
� Circulate a short agenda before the meeting. 
� Allocate a sensible duration. 
� Only invite people who can add value to the 

meeting. 
� Be a good chairperson and control the meeting. 
� Review actions and update the status. 
� Avoid long technical discussions. 
� Update the minutes during the meeting. 
� Agree on the date of the next meeting. 
� At the end of the meeting ask each party if they 

have anything else to say before you close. 
 
Informal discussions prior to the meeting may also 
help to explain technical details and proposed 
solutions to problems and avoid the meeting 
becoming too long.  Make sure that minutes are 
distributed as soon as possible after the meeting has 
ended; ideally it is best if they can be distributed at 
the end of the meeting whilst all parties are present. 
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MANAGING YOUR MANAGEMENT 
It is very likely that your management will only have 
an overview of your project and will not understand 
how complicated it all really is.  This is especially true 
if you are in an alliance agreement rather than a 
normal contractual agreement where it can become 
very complicated.  Take the time to schedule 
meetings with your management, prepare an agenda 
and send a short summary by email in advance of 
the meeting to prepare them. 
 
If you communicate clearly and make your 
management aware of items in advance that are 
likely to become larger issues then you are much 
more likely to get support.  Make sure that if you 
detail any problems you also provide some sensible 
solutions.  If you need more resources then make a 
clear case for them.  Do not be afraid to ask for help 
if you need it.  It is better to ask for help at an early 
stage rather than to wait until there is a large 
problem.  Remember that it is usually easier and 
simpler to correct problems when they are spotted 
early on in the project. 
 
� Keep your management informed regularly. 
 
� Schedule meetings to talk about the project. 
 
� Circulate a short summary of the project status 

before the meeting. 
 
� Where there may be problems warn your 

management in advance. 
 
� If you have a problem to discuss then also 

provide some ideas for solutions. 
 
� Ask for help if you need it. 
 
 
TESTING DOCUMENTATION 
Prior to any official tests taking place all parties 
should have worked together to agree the testing 
protocol and a set of tests that the upgraded 
simulator will need to complete.  These tests must be 
incorporated into a testing schedule and agreed by 
all parties. Finding a suitable person to write the 
procedures may be problematic, as he/she will have 
to have a range of skills including knowledge of the 
target DCS system and maybe knowledge of the 

automation system configuration.  As a complement 
to the testing documentation there may also be a set 
of simulator plant operating instructions.  Make sure 
that the tasks to produce the test documentation are 
included in the planning and that they are adequately 
resourced and start soon enough to produce 
documents of the required quality.   
 
Typically the time taken to produce accurate and 
sensible testing documentation that will be accepted 
by all the parties involved is greatly underestimated.  
Start work on the planning and resourcing of the 
testing documentation early in the project to be 
successful at this task. 
 
� Start work early on this task. 
 
� Identify suitable resources to perform this work. 
 
� Specify what is required of the testing 

documentation and check on the progress. 
 
 
TESTING PHASES 
Testing is normally split into three phases: - 
 
� Pre-Factory Acceptance Tests 
� Factory Acceptance Tests 
� Site Acceptance Tests 
 
The pre-testing phase is to confirm to both parties 
that the upgraded simulator is in a fit state to be 
officially tested.  When both parties agree that the 
upgraded simulator is, or will, be ready for the 
Factory Acceptance Tests the planned date on the 
schedule needs to be confirmed.  Normally each 
testing phase will be built into the project planning so 
each party is aware of the commitment required for 
staff. 
 
The purchaser should consider very carefully who 
will actually conduct the factory acceptance tests.  
Typically the following skills are required: - 
 
� Knowledge of the target DCS. 
� A good understanding of the tests to be 

executed. 
� A good understanding of simulator functionality 
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One individual very seldom fulfills all of the above so 
the purchaser must be aware that a team may be 
required to successfully complete the testing. The 
team must be available within the planned 
timescales.  On successful completion of the Factory 
Acceptance Tests, any observations left open must 
be at an acceptable severity level to both parties 
prior to shipping.  The open observations should 
have an agreed time in which to be resolved and the 
simulator DCS vendor should also be asked for a 
programme of work to show how and when these 
problems will be resolved. 
 
The site acceptance tests are normally performed on 
the installed system onsite to verify that it performs in 
the same way as it did in the factory acceptance 
tests.  The site tests are usually a subset of the 
factory acceptance tests. 
 
� Choose the testing team carefully and ensure 

they are available. 
 
� Allow sufficient time for testing. 
 
� List any open points with timescales for 

resolution in the acceptance letter. 
 
 
WARRANTY 
As the defect reporting system is now well 
established it should be used during the warranty 
period.  The purchaser is able to FAX or email the 
defect forms to the vendor will then check/clarify the 
defect report at the vendor’s premises or visit the 
purchaser site and resolve the problem there.   
 
Make sure that any issues you report actually appear 
in the defect reporting system.  If they fail to get on 
the list then there is a high possibility that they will 
not be fixed. 
 
During the warranty period ask for regular updates of 
any outstanding issues and the progress that is being 
made towards resolution of the problems.  If the 
progress is not what you expect then schedule a 
meeting and ask for a schedule showing when and 
who will fix what is outstanding. 
 
� Report defects via the established reporting 

system. 

 
� Check defects are added to the list. 
 
� Ask for regular progress updates. 
 
� If the progress is poor schedule a meeting and 

ask for a schedule showing who and when. 
 
 
CULTURAL ISSUES 
If you are utilizing (utilising) a simulator DCS vendor 
who is not from the same country as you, it is 
possible that you will need to make allowances for 
different cultural approaches during the project.  
There may also be language issues.  As an example 
English and Americans both speak English but use 
many different words to describe the same things 
and also the difference in culture often propagates 
down to that way things are carried out.  If this 
situation is likely to apply to you, take some time to 
understand the other culture and what you are likely 
to expect.  Usually this information is not hard to find 
and may save you many misunderstandings during 
the execution of the project.  
 
It is always best to be cautious when dealing with 
people who have English as a second language, I 
work with many German people who speak excellent 
English and even though I am aware of the fact that I 
need to be careful to ensure I am properly 
understood I still make mistakes after almost ten 
years.  I find that it is usually worth repeating or 
summarizing important points to make sure that the 
other party really understands. Paraphrasing can be 
a very useful tool to ensure that the other party 
understands you. 
 
Typically you are likely to have to hold a lot more 
regular meetings that you first expected to ensure 
that things go smoothly.  Monthly meetings are 
usually worthwhile, especially during the early part of 
the project and weekly telephone meetings for an 
hour are recommended.  To summarise: - 
 
� Make allowances for culture. 
 
� Find out in advance where there are likely to be 

cultural issues and have solutions ready. 
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� Summarise important points and use 
paraphrasing to ensure your meaning has been 
understood. 

 
� You will need to have more regular meetings that 

you anticipate.  
 
� It is good to hold monthly face to face meetings 

and weekly telephone meetings. 
 
 
TRAINING 
If your simulator DCS upgrade includes training then 
it is worthwhile to make sure that your idea of training 
and that of the vendor are fully aligned early on in the 
project.  If you need to have training structured in a 
particular way then make sure you communicate this.  
As an example if you need to have well described 
objectives for the training and not simple bullet points 
in a list or you need to have a formal examination 
with a written report on completion of the training 
then make sure your vendor understands what you 
want when they are pricing for the work.   
 
Asking for things like this after the work has been 
priced for may result in a variation to your contract 
and more cost or in some cases it may not be 
possible to get what you want if the vendor is very 
busy at that point in time.  Most simulator DCS 
vendors fail to allow enough time for training 
preparation.  As a general rule it can take eight hours 
to prepare for one hour of training delivery in the 
classroom.  If you want to have reasonable quality 
training then it is prudent to ask who will deliver the 
training and ask what time has been allowed for 
preparation of the training courses. 
 
This information is useful when your vendor’s main 
business is provision of software and training is 
something of a secondary activity. 
 
� Make sure the vendor understands what you 

expect in terms of training at the start of the 
project. 

 
 
 
 
 
 

SUMMARY 
It is clear that both vendor and purchaser must build 
time into the project to allow for effective 
management.  Your simulator DCS upgrade project 
will only be completed successfully with a great deal 
of planning and forethought by all parties.  All parties 
must work in close cooperation for the success of the 
project and to reduce risk.   
 
To summarize this paper: - 
 
� Do not underestimate the time it takes to prepare 

and finalise legal agreements. 
 
� Be aware of the problems with a contract with 

liquidated damages. 
 
� Take the time to formulate a fully resourced 

project plan. 
 
� Monitor progress regularly throughout the 

project. 
 
� Make sure you understand any issues regarding 

proprietary information and have suitable 
agreements in place. 

 
� Review progress regularly, make minutes and 

follow up on actions. 
 
� Try to understand where they may be cultural 

issues in advance. 
 
� Don’t underestimate the amount of meetings you 

will need to hold. 
 
� Make sure you have scheduled enough meetings 

as a minimum once monthly but supplemented 
by telephone conferences each week is ideal.  
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