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Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

Integrated Project Delivery N
Who we are? -

=] Flensburg, city in the German
state of Schleswig-Holstein

Population of 96.500

[=]

Catchment area of
approx. 250.000

=] Healthcare provider for city
and greater area

[=]

=] Moderate transportation
(BAB, DB)
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Integrated Project Delivery
Who we are?

[=]

Empty building plot
(13.5-hectares)

extensive development§
potentialities

distance of 3km to city

cenftre

favourable regional
tfransportation

Regensburg, 25 June 2025
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Fordeklinikum
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Wir bauen an einer gesunden Zukunft

Integrated Project Delivery DIAKO. . Malteser

...weil Nihe zihlt.

Who we are?

=] 2 Hospitals under ecclesiastical sponsorship

=] DIAKO Hospital
=] Maltese St. Franziskus-Hospital

=] 150- and 160-years tradition respectively

=] Since 2006 part of the Flensburg Hospital
Network

@] Since 2022 part of fusion project
“MALTESER-DIAKO KLINIKUM gGmbH”
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Integrated Project Delivery

Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

DIAIQ\——L & Malteser

...weil Nihe zihlt.
Our plans
Somatic
A | LS e o | R N e T e patients
Supply & Disposal
Carpark ®=-=——______ e e | o
Noise Barrier =155 e B I m -l SRR ¢ Psychiatric Patient
o | B Area
Somatic  __---——"" W . |
Functional Area ¥ T ' 2k Ve e S :
. - Py --¢ Medical Centre
Administration """ ! .
-------- ¢ Mobility Hub
Boarding @---------------mesprpp=—ceam-mSste Lo TR e e .
g o= ~==¢ Childcare
NUrsing ¢----------------- R e ‘
__.-4 Educational Centre
Day Care Unit®--===-=mmee__. = -
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Integrated Project Delivery

Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

DIAK/O\J_ Malteser

...weil Nihe zihlt.

Timeline
Conclusion of multi-party
contract
i Start of Planning”
Founding of >
Malteser Krankenhaus September 2025 el G e
St. Franziskus-Hospital . 4 - - PpINg J - -
April 2025 ! Completion of Planning First patient
1864 [ Malteser Results of : December 2026 September 2028 2031
e Idea-Contest I X3 ¢ ¢
i i i i i
T T T T : f
s o @ X & ¢ d * o 5 o[>
i i i 1 1 i
1 1 1 1 1 1
1 1 1 1 1 1
+ ¢ 2 L 2 4
DIAKO L 1874 2022 June 2025 June 2026 March 2027 November 2030
Founding of Founding* of Toda Completion of Groundbreaking Completion
“Diakonissenanstalt” Fordeklinikum Y Validation ceremony
Katharinen-Hospital KHU Bau
MALTESER:DIAKD KLINIKUM
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Fordeklinikum
Katharinen-Hospital

- - Wir bauen an einer gesunden Zukunft
Integrated Project Delivery o £, @ et
Challenges?

Construction Law Health Reforms Cosls
Skilled Labour Shortage construction Culture

Construction Limitations Procedural Requirements

Artificial Intelligence Technological Change

. Laws
Laiyisiane  Investment Backlog
Regulations Automation
. . . . Funding Eligibility Inanci
Digitalisation g Eligibility Dual Financing

Demographic Change Sustainability

Accessibility Procurement Law
7 Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M OTH Flensburgt FLEZNMsie?HLirJnmReNCn;;:J:A
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Fordeklinikum
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= = Wir bauen an einer gesunden Zukunft
Integrated Project Delivery o
P

...weil Nihe zihlt.

What are basic challenges?

=] high pressure to change

long project duration

medical and technological progress
soclal developments

changing health-policy framework
multitude of stakeholders
regulatory requirements

uncertain decision-making

OOMOMOMONONONO,

few construction experience (client)

8 Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M g'rl;:-:)erq Weiden :litiik;lurﬁ FLENSBURG o
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DIAIg)\_;r Malteser

...weil Nihe zihlt.

Integrated Project Delivery
What are more specific challenges?

=] complex and complicated conditions

bilateral contracts

adaptable planning and construction industry

little willingness to invest

conversative mindset and strong hold onto known processes
hesitant digitalisation strategy

OMOMOMOMONO,

traditional confrontational culture between clients, planning and
construction industries
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Fordeklinikum
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Integrated Project Delivery Do 1. 1 Maheser
/‘\'

...weil Nihe zihlt.

Solutions?

A seemingly unsolvable dilemma? How to cut the Gordian knot?
Through innovation and cooperation, based on trust and reliability.

But Is Innovation in the context of the construction industry and
ecclesiastical institutions even concelvable?

10 Regensburg, 25June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M g'rl;:-:)erq Weiden :litiik;lurﬁ FLENS;BUR‘C';A?A
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Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

Integrated Project Delivery DIAKO 1 @ Malteser
Solutions? o

Professional construction representatives can ensure appropriate
condifions

Willingness to cooperate and collaborate can be achieved by aligning
Interests

Transparency and reliability in actions creates trust!

MV Flensburg FLENSBURGe o
Zwischen Hi
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Integrated Project Delivery

How do we plan?

Basics Pre-planning Design and approval planning

Detailed design

Building application <>

Completion multi-party
contract
(IPA-MPV)

‘ Building application ‘

Project Phase 0: Selection of Phase 1: Phase 2: Joint development of

preparation partners Validation construction tasks and target costs

\ 4 4

<> Building permit

Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

DIAK/O\;F_ Malteser

...weil Nihe zihlt.

‘ Building permit

Phase 3:

¢

Construction rep. programme EXIT 1 EXIT 2
and budget Base target costs and Final target costs and
basic programme Advanced basic programme
. . . . . OTH
12 Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M Amberg-Weiden
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Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

Integrated Project Delivery DIAKO 1. 1 Malteser
How do we plan? -

=] desist from sequential processing of self-contained work phases
(LPH1-4, LPH5-7, LPHS8, LPH9)

@ during the early planning phases, all key parameters regarding
guality, costs, and deadlines are determined solely by the planner!

®@ changes, e.g., from approval planning, lead to iterative processing of
work phases (or parts of them).

@ construction expertise regarding technologies and processes, as
well as market knowledge, only come into play in the later phases
(sometimes from LPH 5 onwards).

=] desist from price competition

13 Regensburg, 25June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M g'rl'nl-:)erq Weiden :litii:l.lrﬁ FLENS;BUR‘C';A?A
’ Ic e oo g o



Fordeklinikum
Katharinen-Hospital

I nteg ratEd Project De I ive rg Wir bauen an einer gesunden Zukunft

DIAIg)\_;r Malteser

...weil Nihe zihlt.

How do we plan?

=] move fowards goal-oriented actions

®

O

O

O

specification of the project based on goals, budget and conditions of
satisfaction (detailed qualitative description)

early integration of all key planning and execution competencies in
the development of funding and approval planning

establishment of common interests for the construction project with
definition of incentives

iImplementation of conflict resolution strategies

@] constant comparison (PDCA)

14 Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M OTH Flemb'-"'g FLENSBURGu
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Integrated Project Delivery
How do we plan?

=] ideally a constellation of three
@ Client - General planner - General confractor

=] what makes the tasks in a hospital so atypical?
@ Medical technology
® Solution: Medical technology general contractor

=] additional challenges
® geographic location
® complexity and volume of tasks

15 Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M g.maerq-Weiden :ie:iik;lurﬁ
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Fordeklinikum
Katharinen-Hospital

I nteg ratEd Project De I ive rg Wir bauen an einer gesunden Zukunft

DIAIg)\_;r Malteser

...weil Nihe zihlt.

How do we plan?

=] Allocation of responsibility and competencies
Project planning with supporting structures, fire safety, outdoor facilities,

O

technical building equipment Planning
medical technology planning & execution
execution shell construction™

execution expansion™

execution electrical™

execution mechanical™

OMOMONONONO,

*
1/2 can be combined if needed

16 Regensburg, 25June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M g'rl;:-:)erq Weiden :litiik;lurﬁ FLENSBURG o
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DIAIg)\_;r Malteser

...weil Nihe zihlt.

Integrated Project Delivery
Additional Requirements

=] professional and skilled construction teams with quick decision
making

=] Intensive management of all shareholders such as owners, users,
politics, the public, funding- and approving authorities as well as the
press

[=]

close involvement of user base, with defined rules!

[=]

regular sharing of information

[=]

early development of basics, needs, options, ...
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Integrated Project Delivery
Additional Requirements

Shareholder | Shareholder Meeting
Malteser Norddeutschland gGmbH | Ev. Luth. Diakonissenanstalt zu Flensburg
|
Supervisory Board
1

. Management
Operation

Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

DIAK/O\J_ Malteser

...weil Nihe zihlt.

Planning & Construction

18

Fordeklinikum Katharinen-Hospital gGmbH

Steering Group

[
Senior Management

- Team
Q ! |
© Steering Group Project Management
o Team
- I I
g r [ |
Planning & : . .
© : Operation Financing
o+ Constr.uct/on
) ‘ Project Project Project
User Group User Group Implementation Implementation Implementation
Team Team Team
Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | y ?\%f gm:)erq-Weiden Flensburg FLENSBUR G
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DIAIg)\_;r Malteser

...weil Nihe zihlt.

Integrated Project Delivery
Masterplanning

@] Functional description of the hospital's performance based on
processes (patient pathway)

=] moving away from department-managed individual processes
towards door-to-door processes (Implementation of lean principles)

[=]

patient pathways: diagnostics, therapy, and care

[=]

Infegrating supporting secondary and tertiary processes such as
logistics, administration, efc.

[=]

cross-sectoral thinking

=] anticipating future requirements

19 Regensburg, 25June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M g'rl'nl-:)erq Weiden :litii:l.lrﬁ FLENS;BUR‘C';A?A
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DIAIg)\_;r Malteser

...weil Nihe zihlt.

Integrated Project Delivery
Functional Service Description

=] Medical Concept
® Somatic inpatient, day-care, outpatient
® Psychosomatic, psychiatric inpatient, day-care, outpatient
@ Rehabilitation
@ Care, follow-up care, respite care, day care

=] Business Organisation Concept |
@ Macro Concept Departments / Cluster / Areas and Interfaces

@] Business Organisation Concept Il
@ Micro Concept intern Processes (Responsibilities)

. . . . . FIEnSbUr FLENSBURC\AM
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...weil Nihe zihlt.

Integrated Project Delivery
Supporting Concepts

IT Concept

Logistics Concept

Administrational Concept

Energy Concept

Sustainability Concept

Hygiene Concept

Marketing- und Public Relations Concept

m] [ [=] [@] [ [=] [=] [=]
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DIAK/O\_;r Malteser

...weil Nihe zihlt.

Integrated Project Delivery
Additional Requirements

=] conventional architectural competition followed by negotiations would
be counterproductive for the IPD process

=] an urban planning pitch provides initial foundations while also
offering sufficient scope for appropriate optimisation during the
validation and planning phases

=] part of the construction program with conditions of satisfaction as a
framework for the construction project

=] consistently use of BIM-methods (digital twin)
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DIAIg)\_;r Malteser

Integrated Project Delivery
Additional Requirements

...weil Nihe zihlt.

=] creating an appropriate working environment and atmosphere

@] Co-location during the validation and planning phase in Hamburg
@] use of cooperative and collaborative methods
[m]

,Lean Principles”
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Integrated Project Delivery
Next Steps / Timeline

Basics Pre-planning Design and approval planning Detailed design

Building application <> <> Building permit

Fordeklinikum
Katharinen-Hospital

Wir bauen an einer gesunden Zukunft

DIAK/O\;F_ Malteser

...weil Nihe zihlt.

Completion multi-party
contract
(IPA-MPV)

‘ Building application ‘ ‘ Building permit

Project Phase 0: Selection of Phase 1: Phase 2: Joint development of Phase 3:

Guarantee

preparation partners Validation construction tasks and target costs Realization

4 \ 4 ¢

today Construction rep. programme EXIT 1 EXIT 2
and budget Base target costs and Final target costs and
basic programme Advanced basic programme
September 2025 June 2026 December 2026
; ; ; ; ; OTH
24 Regensburg, 25 June 2025 | Hospital Engineering Trends 2025 | Integrated Project Delivery | M Amberg-Weiden
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Next Steps

= in concluding the MPV contract, all key project partners are identified
=] definition of execution goals has largely been finalised

=] binding call-off of the planning and execution phases upon
achievement of the objectives

=] during the validation phase, details are refined and comprehensively
reviewed against the budget

MV Flensburg FLENSBURGe o
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Project Structure
7 contracting parties in one contract

— Building, structural, and outdoor area planning

— Technical building services planning

subcontractor

Legal advice

e,
.,
.
.
.
.
.
o

— Medical engineering planning and execution

.
.t
.
o
o
.
o
o
0 .
o e
. .
. o
g .
. .
o
.
.
"

— Shell construction execution

execution
extension

IPD

Vianagement — Mechanical building services execution

building
equipment

subcontractor

— Electrical building services execution

execution
mechanical [**

architecture

....... — Finishing work
subcontractor
execution .
shell execution
Medical electrical
teChHOIogy alternative
subcontractor
subcontractor
subcontractor.|.
subcontractor
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Integrated Project Delivery Ko 1 Mateser

Conclusion

=] Integrated project management with a multi-party contract enables a new
type of collaboration - collaborative and efficient

=] Early integration of all key expertise benefits everyone - high innovative
capacity

=] Common interests and incentive systems motivate goal achievement - fair
risk distribution

=] Competition based on performance ensures the best quality in terms of
costs and deadlines 2 supplementary management becomes obsolete

=] Multi-party contract reduces vested interests - internal conflict resolution

27
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Thorsten Stolpe

Dipl.-Ing. BMT / KT
Managing Director
Fordeklinikum Katharinen-Hospital gambH

Passionately involved in the planning and construction of hospitals for almost 30 years

Fordeklinikum Katharinen-Hospital gcmbH
WaldstralBe 17
24939 Flensburg

thorsten.stolpe@foerdeklinikum.de

www.foedeklinikum.de
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