
Contractor
QUARTERLY EMAGAZINE     MAY-JULY 2026     ISSUE NO.16

T R I N I D A D  &  T O B A G O

THE

THE CONTRACTOR EMAGAZINE: KNOWLEDGE FOR THE MODERN BUILDER.

The Risk Map:
How FIDIC Risk 
Allocation Should 
Drive Pricing, 
Negotiation, and 
Project  Management 
from Day One

T&T Declining 
Birthrate and Its 
Strategic 
Implications:
From Population 
Pressure to 
Population Constraint

Getting High on 
Your Own Supply!
A Leadership 
Warning and 
Discipline for Staying 
Sober



https://www.capitalsignal.com


FIND THE
RIGHT PARTNER

FOR YOUR
NEXT PROJECT

View online now
Or access the Directory  anytime

on our website ttca.com

Reliable Listings. 
Trusted Resource

Building Connections
for over 25 Years

Click and Connect
with TTCA interactive

Member Directory

TTCA Directory

TTCA Directory stands as the 
trusted guide for connecting with 
the construction industry's most 
reliable professionals.

deliverING the 
connections THAT 
keep OUR 
construction 
sector
moving forward.

https://www.capitalsignal.com
https://esm.hflip.co/ttca-2026-directory


The Risk Map:
How FIDIC Risk Allocation 
Should Drive Pricing, 
Negotiation, and Project 
Management from Day One

06

Article By: Vaughn I. Lezama

Article By: Mikey Thackoor

T&T Declining 
Birthrate and Its 
Strategic Implications:
From Population Pressure 
to Population Constrain

Getting High on Your Own 
Supply! A Leadership 
Warning and Discipline 
for Staying Sober

14

20

CONTACT US

Professional Centre Building, 
2nd Floor, Unit 203B 11-13 

Fitzblackman Drive, 
South Woodbrook, POS.

1 868 627-1266

generalmanager@ttca.com
service@ttca.com

www.ttca.com

TTCA MEMBERSHIP 
REGISTRATION 

IS NOW ONLINE ON 
OUR WEBSITE

TTCA e-Magazine
DESIGNED, PUBLISHED & HOSTED BY

EdgeStream Media Ltd (ESM)
www.edgestreamtt.com

Contractor
THE

MAY-JULY 2026 ISSUE #16MAY-JULY 2026 ISSUE #16





6

The Contractor TTCA Quarterly e-Magazine

May-July 2026 Issue #16

HOW FIDIC RISK ALLOCATION 
SHOULD DRIVE PRICING, 
NEGOTIATION, AND PROJECT 
MANAGEMENT FROM DAY ONE
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THE RISK MAP:

In Part 1 of this series, we laid out the 
essential differences between FIDIC’s three 
main contract forms. The Red Book places 
design responsibility with the employer 
and distributes core risks in a broadly bal-
anced way. The Yellow Book moves design 
responsibility to the contractor while gen-
erally leaving key external risks — such as 
truly unforeseeable ground conditions — 
with the employer, though with a higher 
foreseeability threshold and greater con-
tractor due diligence obligations than 
under the Red Book. And the Silver Book, 
used for EPC and turnkey projects, trans-
fers the vast majority of project risk to the 
contractor in exchange for a fixed price 
and a fixed completion date.

Getting that framework right matters. 
But understanding the hierarchy of the 

three books is only the starting point. 
The harder and more practical question 
is what the risk map actually demands of 
you — in your bid, at the negotiating table, 
and across the life of the project.

PRICING: YOUR BID HAS TO PRICING: YOUR BID HAS TO 
REFLECT WHAT YOU’RE REFLECT WHAT YOU’RE 
ABSORBINGABSORBING
The contract form you’re working under 
should have a direct and material effect 
on how you build your price. That sounds 
obvious. In practice, it gets underesti-
mated far more often than it should.

Under the Red Book, the employer 
provides the design and the contract 
is typically a remeasurement arrange-
ment. Rates and prices are set in a bill of 
quantities, and the final contract value 
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is determined by measuring the actual work 
completed. Because the employer carries the 
design risk — and the risk of unforeseeable 
physical conditions that an experienced con-
tractor could not reasonably have anticipated 
— your exposure as a contractor is compara-
tively contained. Pricing here is primarily about 
accurately estimating execution costs. The 
framework is there to protect you if the ground 
turns out to be materially different from what 
you had any reason to expect.

The Yellow Book changes the equation in two 
important ways. First, because you are respon-
sible for both design and construction under 
a lump sum, your price has to carry the cost 
of getting the design right. If the design you 
produce fails to meet the employer’s require-
ments, that is your problem to fix. Second, the 
fitness for purpose obligation — which applies 

under both the Yellow and Silver Books — sets 
a higher bar than ordinary reasonable skill and 
care. Your completed facility has to actually 
perform as intended, not just be built to spec-
ification. Professional indemnity insurance, 
time to scrutinize the employer’s requirements 
before tender, and design contingencies are 
real costs. They need to be in your number 
before you submit.

The Silver Book is a fundamentally different 
financial proposition. Under Sub-Clause 4.12, 
the contractor is deemed to have obtained all 
necessary information about risks and other 
circumstances affecting the works, accepts 
total responsibility for having foreseen all dif-
ficulties and costs of completing the project, 
and — save for limited exceptions expressly 
provided elsewhere in the contract — the con-
tract price will not be adjusted to account for 

https://ttca.com
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any unforeseen difficulties or costs. That is 
not standard risk-sharing language. It is one 
of the sharpest risk transfers in international 
contracting. Unlike the Red and Yellow Books, 
there is no general relief mechanism for 
adverse physical conditions. The contractor is 
also responsible for verifying and interpreting 
any site data provided by the employer; the 
contractor cannot assume that the employer 
warrants its accuracy or completeness.

The practical consequence is that responsible 
Silver Book bids carry a premium. Contractors 
who properly price the risk they are absorbing 
will come in higher than comparable Red or 
Yellow Book prices for the same physical scope. 

Employers who understand the arrangement 
accept that — the premium is the price of cost 
and schedule certainty. Unrealistically low 
Silver Book bids are often a red flag, not a com-
petitive advantage. Where contractors strip 
out their contingencies to win work, what they 
usually find is that the contract they won is one 
they cannot deliver without a loss. The transfer 
of risk in the contract does not reduce the risk. 
It just decides who pays when it materializes.

NEGOTIATION: KNOW WHAT NEGOTIATION: KNOW WHAT 
YOU’RE BEING ASKED TO ABSORBYOU’RE BEING ASKED TO ABSORB
FIDIC’s standard forms are a starting point for 
contract negotiation, not a finished product. 
They are amended on almost every project. 
The terms that actually govern what happens 
in the field sit in the Particular Conditions, and 
those terms can move risk substantially — 
sometimes without being transparent about it.
This is where contractors and project managers 
need to read carefully. Particular Conditions 
amendments that cap entitlements, tighten the 
definition of “unforeseeable,” remove or limit 
time extensions for employer-caused delays, 
or restrict the contractor’s ability to recover 
for adverse physical conditions can quietly 
undo the balance the General Conditions were 
designed to create. An employer who negoti-
ates those amendments into a Yellow or Silver 
Book contract is asking the contractor to take 
on risks the standard form was not originally 
structured to allocate that way.

FIDIC’s 2017 editions addressed this concern 
through five published Golden Principles. 
Golden Principle 3 is the most directly rele-
vant: it states that risks allocated to one party 
under the General Conditions should not be 
transferred to the other through Particular 
Conditions amendments. These principles 
carry no independent legal force — they are 
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advisory expressions of FIDIC’s 
intent, and many projects deliber-
ately deviate from them — but they 
give contractors a useful reference 
point when reviewing proposed 
amendments.

Negotiation strategy under each 
book should follow the risk map. 
The Red Book usually sees the most 
attention on rate structures, the bill 
of quantities, and how variations 
will be measured and valued. With 
the Yellow Book, the employer’s 
requirements deserve intense 
scrutiny before the contract is 
signed — errors or ambiguities 
that an experienced contractor 
should have caught at tender 
become the contractor’s responsi-
bility, not the employer’s. The Silver 
Book puts everything on the table: 
the employer’s requirements, the 
scope of site investigations made 
available to tenderers, what com-
pletion actually requires, and what 
protections — if any — exist for gen-
uinely exceptional circumstances.

There is also a timing issue that 
belongs in any Silver Book nego-
tiation. FIDIC’s own guidance 
states that the Silver Book is not 
appropriate when tenderers 
have insufficient time or informa-
tion to scrutinize the employer’s 
requirements, carry out their own 
due diligence, or develop mean-
ingful risk assessments. Where an 
employer compresses the tender 
period, contractors are being asked 
to price risks they haven’t had the 
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chance to quantify. That is not a good starting 
position for either party — and it is a legitimate 
point to raise and resolve before a contract is 
signed.

PROJECT MANAGEMENT: THE PROJECT MANAGEMENT: THE 
RISK MAP IS OPERATIONAL FROM RISK MAP IS OPERATIONAL FROM 
DAY ONEDAY ONE
Risk allocation is not just a commercial con-
cept that lives in the contract documents. It 
has to be live and working from the moment 
the project starts. How risk is distributed 
determines what your project management 
function needs to look like.

Under the Red and Yellow Books, the Engineer 
is a central operational figure. Appointed by 
the employer, the Engineer administers the 
contract, issues instructions, certifies pay-
ments, and — under the 2017 editions — is 

required to act neutrally when making deter-
minations under the contract. That neutrality 
is significant. When the contractor encounters 
an event that generates an entitlement to addi-
tional time or money, the Engineer is the first 
decision-maker in the chain. Managing that 
relationship, maintaining contemporaneous 
records, and submitting notices on time are 
core project management disciplines under 
both forms.

Remove the Engineer from that picture and 
the dynamic shifts considerably. The Silver 
Book has no Engineer. The employer’s repre-
sentative administers the contract, and they 
are acting for the employer — not as a neu-
tral party. Without a neutral intermediary, the 
contractor’s documentation and notice prac-
tices have to be even more rigorous. Disputes 
that might have been resolved at the Engineer 

https://ttca.com
https://www.ftfarfan.com/brand/jcb/
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level under the Red or Yellow Books are more 
likely to escalate quickly under the Silver Book, 
where there is no equivalent buffer.

Across all three forms in their 2017 editions, 
the notice regime under Clause 20 carries 
real financial consequences. A contractor who 
fails to give notice of a claim within 28 days of 
becoming aware — or of when they should 
have become aware — of the event giving rise 
to the claim may lose the entitlement alto-
gether, subject to limited discretion provisions 
in the contract. This is not an administrative 
inconvenience. It is a substantive risk. Under 
a contract where the risk map already puts 
heavy exposure on the contractor, losing enti-
tlements through missed or late notices makes 
a difficult position worse. A project manage-
ment system that routinely identifies potential 
claim events, documents them in real time, 
and issues notices as a matter of course is not 
optional — it is a financial control.

The 2017 editions also replaced the Dispute 
Adjudication Board (DAB) from the 1999 suite 
with the Dispute Avoidance/Adjudication 
Board (DAAB). The key operational difference 
is that the DAAB can be engaged proactively — 
before a dispute has fully formed — to provide 
informal assistance and recommendations. 
For project managers, this is a practical tool 
worth understanding early and using early. 
Waiting until positions have hardened before 
engaging the DAAB means losing the oppor-
tunity to use it the way it was designed.

Perhaps most importantly, the risk allocation 
in your contract should be a living, working 
reference throughout the project — not some-
thing reviewed at contract signing and then 
left in a drawer. A risk register built directly 
from the contract, tracking which party owns 

which risk, what triggers an entitlement, and 
what records would be needed to support a 
claim if it came to that, gives you a practical 
management instrument you can use from 
mobilization through to final account. The 
contract tells you who carries what. Your job 
is to run the project in a way that reflects that 
allocation — and to make sure the evidence 
exists to support it if it’s ever tested.

Risk allocation in FIDIC contracts is not back-
ground noise. It is the architecture of the deal. 
The contractors who navigate FIDIC projects 
successfully are the ones who treat the con-
tract as an operational document — not as 
a dispute mechanism they reach for when 
something has already gone wrong.

PART 3 OF THIS SERIES WILL PART 3 OF THIS SERIES WILL 
EXAMINE THE CLAIMS AND EXAMINE THE CLAIMS AND 
DISPUTES FRAMEWORK UNDER DISPUTES FRAMEWORK UNDER 
THE 2017 FIDIC EDITIONS — THE 2017 FIDIC EDITIONS — 
INCLUDING HOW THE DISPUTE INCLUDING HOW THE DISPUTE 
AVOIDANCE/ADJUDICATION AVOIDANCE/ADJUDICATION 
BOARD WORKS IN PRACTICE BOARD WORKS IN PRACTICE 
AND HOW CONTRACTORS CAN AND HOW CONTRACTORS CAN 
BUILD A CLAIMS CULTURE THAT BUILD A CLAIMS CULTURE THAT 
PROTECTS ENTITLEMENTS PROTECTS ENTITLEMENTS 
WITHOUT DAMAGING PROJECT WITHOUT DAMAGING PROJECT 
RELATIONSHIPS.RELATIONSHIPS.
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T&T DECLINING 
BIRTHRATE AND ITS 
STRATEGIC 
IMPLICATIONS:
From Population 
Pressure to Population 
Constraint    
ARTICLE BY: VAUGHN I. LEZAMA

An article headlined “Two oil nations, one 
engineering crisis: Guyana short, Trinidad 
shrinking” published by OilNOW, an online-
based Information and Resource Centre, 
highlighted how the challenge of producing 
and retaining engineers is playing out in two 
different ways in Trinidad and Tobago and 
Guyana. One a long-standing oil producer, 
and the other a newcomer racing to meet the 
demands of its booming industry. The Energy 
Chamber of Trinidad and Tobago flagged 

the declining number of new engineers as a 
growing problem for the sector.

The Chamber linked the drop to factors 
such as changes in GATE (T&T Government 
Assistance for Tuition Expenses) funding, the 
impact of COVID-19 on academic performance, 
and a declining birthrate that has reduced the 
pool of students entering universities. On the 
other hand, the situation is starkly different 
in Guyana, in that the demand from the oil 
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industry is outpacing supply of engineers in that 
country. The Vice Chancellor of the University 
of Guyana, is reported to have explained that 
although the number of engineers produced 
since 2020 has been trebled, that is still not 
enough because engineering students were 
getting absorbed into the international private 
sector even before they graduate.

The focus of this paper is not really about 
engineering, but about the implications of the 
reported declining birthrate in Trinidad and 

Tobago that has reduced the pool of students 
entering universities and the wider impact of 
such decline on future national development.

WHY DEMOGRAPHICS NOW MATTER WHY DEMOGRAPHICS NOW MATTER 
MORE THAN CAPITAL OR TECHNOLOGYMORE THAN CAPITAL OR TECHNOLOGY
At Independence in 1962, Trinidad and Tobago 
had a population of approximately 880,000. 
A population growth rate that was among the 
highest in the Caribbean, with extremely high 
fertility averaging 9–12 children per family. 
Myself and many of my cohorts, as children 

https://ttca.com
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of the 50s, were part of such families. Such 
a population growth rate was considered 
unsustainable for a newly independent state 
with what was considered then to be limited 
fiscal capacity. This rapid growth was seen 
as alarming, threatening education systems, 
housing supply, employment creation, health-
care and social services. However, today, 
human capital availability—not financing, 
geology, or engineering know-how is likely to 
become the binding constraint on infrastruc-
ture delivery, energy-sector expansion and 
technical capacity.

STRATEGIC RESPONSE (1960S–1980S)STRATEGIC RESPONSE (1960S–1980S)
The country’s first, post-independence, 
national transport planning study in 1967 
projected a population of 1.5 million by 1985, 
based on then-current growth trends. National 
policy responded rationally and successfully. 
T&T established a Family Planning Association 
(FPA)  and the promotion of birth control, cou-
pled with expanded education opportunities 
for women and their increasing entry into the 
workforce, was one of the most successful 
population interventions in the developing 
world.  

This policy worked. But like many successful 
long-term policies, it overshot its original 
target. Six decades later, the demographic 
problem has inverted. Today, the very success 
of family planning—combined with delayed 
childbearing, smaller desired family sizes, 
emigration of young professionals and insuf-
ficient immigration integration has shifted T&T 
from a country managing population pres-
sure to one facing population constraint. This 
has profound implications for a Small Island 
Developing State (SIDS) such as T&T.

Economists have long proffered that a country 

needs a population of at least two (2) million 
to achieve viable sustainability. I have long 
argued that T&T is underpopulated, but there 
are those who insist otherwise. It is this lack of 
critical mass that made the much talked about 
Rapid Rail Transit System uneconomical and 
unsustainable, hence the reason it could not 
have been presented as a viable transporta-
tion option.

ENGINEERING WORKFORCE: THE ENGINEERING WORKFORCE: THE 
SHRINKING ENTRY PIPELINE SHRINKING ENTRY PIPELINE 
The declining birthrate has reduced the size 
of secondary school cohorts, narrowed the 
university intake pool and directly affected 
engineering enrolment, as flagged by the 
Energy Chamber of Trinidad and Tobago. The 
consequences are fewer graduate engineers 
entering civil infrastructure, mechanical and 
electrical engineering, petroleum and process 
engineering, as well as an increased average 
age of registered engineers and accelerated 
loss of institutional knowledge through retire-
ment. This is particularly acute in a small 
professional ecosystem, where even small 
numerical declines have outsized effects.

ENERGY SECTOR IMPLICATIONS: ENERGY SECTOR IMPLICATIONS: 
RESURGENCE WITHOUT CAPACITYRESURGENCE WITHOUT CAPACITY
T&T’s potential energy resurgence—particu-
larly in deep-water exploration—would require 
petroleum engineers, subsea engineers, pro-
cess engineers, electrical, mechanical, and 
instrumentation specialists, construction 
and commissioning engineers. The Energy 
Chamber shared data from the University of 
the West Indies which highlights two key issues 
in the energy sector at the moment: the lack 
of female representation and the declining 
number of new engineers. The fear is that the 
potential benefit of deep-water exploration 
can be thwarted by skills mismatch
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DEMOGRAPHIC RISKDEMOGRAPHIC RISK
Declining birthrate reduces the 
long-term domestic supply of 
specialists while at the same time 
competition from international 
energy markets draws away scarce 
local talent. Without intervention, 
T&T risks becoming a resource host 
with diminishing local technical 
participation.

LOCAL CONTENT AT RISKLOCAL CONTENT AT RISK
Local content policies depend on the availability 
of locally trained engineers and technologists 
and a pipeline of technicians and inspectors. If 
the workforce shrinks, local content becomes 
nominal rather than substantive, foreign EPCs 
dominate technical scopes and value capture 
leaks abroad.

VENEZUELAN MIGRATION AS AN VENEZUELAN MIGRATION AS AN 
UNREALIZED STRATEGIC ASSET UNREALIZED STRATEGIC ASSET 
Recent Venezuelan immigrants have filled gaps 
in the construction and services sectors and 
have demonstrated adaptability and produc-
tivity, as immigrants are wont to do. However, 
formal integration pathways for technical pro-
fessionals and skilled workers remain weak. 
Technical qualifications are under-recognized 
and work permits and registration pathways 
are slow and opaque. Such shortcomings rep-
resent a lost opportunity in that this cohort 
could have stabilized agriculture and construc-
tion labour supply, replenished technician and 
technologist pools and provided future engi-
neering students through second-generation 
effects.

TRADITIONAL PLANNING UNDER TRADITIONAL PLANNING UNDER 
DEMOGRAPHIC CONSTRAINTDEMOGRAPHIC CONSTRAINT
Traditional planning models in Trinidad and 
Tobago were predicated on assumptions of 

continuous population growth, an expanding 
labour force, and a steady inflow of young 
engineers and technicians to design, construct, 
operate, and maintain national assets. These 
assumptions may no longer be valid. The 
emerging demographic reality—characterized 
by declining birthrates, an ageing population, 
and outward migration of skilled profes-
sionals—requires a fundamental rethinking 
of the planning models. 

STRATEGIC POLICY RESPONSES FOR STRATEGIC POLICY RESPONSES FOR 
ENGINEERING & ENERGY SECTORSENGINEERING & ENERGY SECTORS
1. National Engineering Workforce Strategy
Critical Intervention is required to forecast 
engineering and technical manpower needs 
for energy, water, transport, climate adapta-
tion and align university intake, scholarships, 
immigration quotas and professional registra-
tion capacity. A comparable model would be 
Norway’s energy-linked workforce planning.

2. Targeted Skilled Migration for Engineers
•	 Fast-track permits for registered engineers, 

technologists and inspectors.
•	 Structured pathways from temporary — 

permanent residence.

ENGINEERING EDUCATION REFORMENGINEERING EDUCATION REFORM
•	 Early STEM pipeline development.
•	 Industry-sponsored engineering 

programmes. 
•	 Structured internships  and mentorship 

programmes, facilitated by state agencies 
in the construction, utilities and energy 
sectors. 

•	 Return-of-service scholarships linked to 
national infrastructure projects.

RETENTION AND LATE-CAREER RETENTION AND LATE-CAREER 
UTILIZATIONUTILIZATION
•	 Extend productive engineering careers 

https://ttca.com
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through phased retirement, mentoring 
roles, and expert panels for infrastructure 
review.

•	 Preserve institutional knowledge.

STRENGTHENING THE “INTELLIGENT STRENGTHENING THE “INTELLIGENT 
CLIENT”CLIENT”
•	 Rebuild engineering capacity within 

Ministries, particularly the MOWT, state 
agencies, statutory authorities, and regu-
lators bodies.

•	 An industry policy for building local engi-
neering capacity.

•	 Encourage the growth and strengthening 
of the local private-sector consulting engi-
neering industry so that it can continue 
to provide sustained, highly technical, 
knowledge-based, rewarding employment 
opportunities

STRATEGIC INSIGHT FOR DECISION-STRATEGIC INSIGHT FOR DECISION-
MAKERSMAKERS
In the 1960s, T&T’s priority was slowing popu-
lation growth to protect development gains. 
In the 2020s, the priority should be ensuring 
sufficient engineering and technical human 
capital to sustain national infrastructure and 
energy ambitions.

The declining birthrate is not merely a social 
issue—it is a hard constraint on project delivery, 
energy sovereignty, and economic resilience. 
Unless population, migration, and engineering 
workforce policies are explicitly aligned, T&T 
risks having projects without engineers, energy 
without local expertise and infrastructure 
without capacity to maintain it.
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GETTING HIGH ON YOUR 
OWN SUPPLY!
A Leadership Warning 
and Discipline for 
Staying Sober
ARTICLE BY: MIKEY THACKOOR

By mid-morning, the sun is reminding you who 
is boss, and the heat is already arguing with 
you. Not the gentle kind you ignore, but the 
kind that sits on your shoulders, runs down 
your back, and reminds you that every decision 
you make today will cost energy—will exact a 
toll. The ground is dry in one corner, soft in 
another, depending on what fell from the sky 
last night or which water line gave way. Critical 
materials that were supposed to land yesterday 
are now “on the way,” which could mean any-
thing from ten minutes to next week. One crew 
is waiting for instructions. Another has already 
started without it—standing still does not pay.

Near the edge of the site, a generator coughs 
to life, fighting its own battle with clogged filters 
and deferred maintenance. A supervisor stands 
off to the side, scanning the work, the project 
manager’s voice in his ear, already calculating 
how to recover time that has not officially been 
lost. Two trades are about to cross paths in the 
same space, neither fully aware of the other’s 
sequence. A question that should have been 
answered three days ago is being asked again.

This is not chaos. This is normal.
This is a Caribbean jobsite—where the plan 

meets reality early, and reality rarely comes 

alone. It comes with weather, logistics, gaps 
in information, resource constraints, and the 
constant need to adapt faster than the problem 
develops. Out here, leadership is not theoret-
ical. It is immediate, visible, and tested in real 
time.

And it is precisely in this environment, 
where pressure is constant, and success is 
hard-earned, that a quieter, more dangerous 
problem can take hold.

The most dangerous drug on any project is 
not in a bottle. It is the leader who starts getting 
high on his own supply.

THE INTOXICATION OF SUCCESSTHE INTOXICATION OF SUCCESS
Leaders rarely fail when they are weak. 
Weak leaders tend to reveal them-
selves early; they are corrected, con-
strained, or removed before significant 
damage is done. The more dangerous 
failure comes from strength—proven 
strength, repeated success, and the 
quiet confidence that follows.

Success does not simply validate judgment; 
it reshapes it. Leaders must stay connected to 
reality to prevent subtle shifts that can mislead 
them.
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The project responds accordingly. Meetings 
become smoother. Decisions move faster. 
Friction, which once sharpened thinking, begins 
to disappear. To the untrained eye, this feels like 
progress. It feels like maturity in the team and 
control in the leadership.

It is neither.
It is the early formation of an echo chamber, 

where silence and agreement mask dissent, 
leading leaders to operate within a distorted 
version of reality that can be dangerously 
misleading.

This is what it means to get high on your 
own supply-confidence detached from reality, 
which can be prevented through self-awareness 
and humility, ensuring leaders stay grounded 
in truth.

THE MOMENT I LOST THE ROOMTHE MOMENT I LOST THE ROOM
I do not speak about this from theory. I had my 
moment.

I had just completed a project that, by any 
reasonable measure, was exceptional. Sixteen 
months of work were delivered two weeks ahead 
of schedule. The job outperformed the tender. 
We achieved Taking Over with a one-page snag 
list. It was controlled, disciplined, and precise—
the kind of project that reinforces every instinct 
you relied on to deliver it. I carried that forward.

Not with noise, but with certainty. I trusted 
my judgment completely. I corrected everything 
and everyone. I moved faster than the team. I 
stopped questioning my own reads because, in 
my mind, I had already proven I was right. That 
was the high of the rush; I was hooked.

On the next project, I applied the same 
approach with the same confidence. It felt effi-
cient. It felt decisive. It felt like leadership.

Then, late one Tuesday afternoon, exhausted 
and deep in the demands of the job, I felt some-
thing shift. The workers had their helmets on, 
tools in hand. Work moving.

But no one stepped forward. No one inter-
rupted. No one challenged.

They had stopped pushing. They had stopped 
questioning. They had started letting me decide.

And in that moment, it hit me. I was no longer 
leading a team. I was operating inside a vacuum 
of my own making. The very people who should 
have been sharpening my thinking had stepped 
aside and allowed me to carry the decisions 
alone—not because they lacked the ability, but 
because I had made it clear, without ever saying 
it directly, that I did not need them to.

That realization does not come with noise. 
It arrives quietly, and when it lands, it is heavy.

THE SYSTEM THAT FEEDS THE ILLUSIONTHE SYSTEM THAT FEEDS THE ILLUSION
What makes this condition dangerous is that it 
rarely resolves on its own. The system around 
the leader adapts in ways that reinforce the 
problem.

Teams learn quickly what is rewarded and 
dismissed; building feedback systems helps 
leaders stay grounded and aware of the true 
project state.

Meetings become theatre. Dashboards 
become cosmetics. Problems do not disappear; 
they are deferred, diluted, or disguised. By the 
time they re-emerge, they do so at a cost—finan-
cial, operational, and reputational.

At this stage, the leader is not simply mistaken. 
He is structurally isolated. The feedback loop 
that should correct him has been compromised.

And the work continues. However, the work 
does not forgive.

Concrete does not respond to confidence. 
Coordination does not bend to authority. 
Program assumptions do not survive on belief. 
Reality has a way of asserting itself, and when 
it does, it does so without negotiation.

Gravity is undefeated. Quality is a bill that 
must be paid.

THE LEADER’S SOBRIETY PROTOCOLTHE LEADER’S SOBRIETY PROTOCOL
If this is the condition, then correction cannot 
be casual. It must be deliberate, structured, and 
continuous.

https://ttca.com
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The first step is admission. A leader must 
acknowledge that success can distort judg-
ment, that experience can create blind spots, 
and that confidence, when left unchecked, 
becomes a liability. Without this awareness, 
every other step is cosmetic.

The second step is to reconnect with the 
work itself. This requires more than presence; 
it requires intent. The leader must return to 
direct observation—walking the site, interro-
gating what is seen, and validating it against 
what is reported. Reports are interpretations. 
The site is evidence. 

The third step is to reintroduce friction into 
the decision-making environment. A system 
without challenge is neither efficient nor 
robust. Leaders must actively create space 
for disagreement, encourage it, and protect 
those who provide it.

The fourth step is to separate respect 
from compliance. A compliant team is easy to 
manage but dangerous to rely on. A respectful 
team will challenge, question, and refine deci-
sions. If authority produces silence instead of 
clarity, the system is already degraded.

The fifth step is to demand unfiltered infor-
mation and trace it back to its source. Data 
must be understood in its original form, not 
just in its presentation. Leaders must engage 
directly with those generating the information.

The sixth step is to build a counterweight 
within the leadership structure. Every leader 
needs someone willing to challenge him 
directly. Without that counterbalance, leader-
ship becomes self-reinforcing and increasingly 
detached.

The final step is to re-anchor leadership 
to outcomes rather than identity. The project 
does not respond to reputation or past suc-
cess. It responds to present decisions and 
present execution.

For me, this meant returning to first 
principles—discipline, not instinct. It meant 

grounding my decisions in a structured 
approach: PACE: Planning deliberately, Action 
with intent, Completing with accountability, 
and Evaluating honestly. Not occasionally, but 
as a continuous cycle.

It also meant forcing myself to see the job 
through all its realities, the 7M’s—not just 
progress and cost, but workforce, materials, 
methods, machines, money, measurement, 
and the one factor that humbles all plans—
Mother Nature.

Because when you are high on your own 
supply, you stop seeing the full picture. And 
when you stop seeing the full picture, the job 
begins to slip—quietly at first, then all at once.

This is not a one-time correction. It is a dis-
cipline because the conditions that create the 
problem do not disappear.

WORKING WITHIN THE SYSTEMWORKING WITHIN THE SYSTEM

For those operating under a leader in this 
condition, the challenge is immediate and 
practical.

Confrontation is rarely effective. Emotional 
responses will be dismissed, and blunt oppo-
sition will be interpreted as resistance. At the 
same time, passive compliance allows flawed 
decisions to move forward unchecked. The 
path forward is precision.

Communication must be grounded in facts, 
not opinions. Problems must be made visible 
through the work itself rather than framed 
as arguments. The objective is not to win the 
discussion, but to expose reality in a way that 
cannot be easily dismissed.

This requires discipline and patience. 
Influence in such an environment is rarely 
direct.

At the same time, professional integrity 
must be preserved. Documentation, clarity, 
and alignment of understanding are essen-
tial—not for politics, but for accountability.

There is, however, a harder truth. Not every 
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leader corrects course.
Some are too deeply embedded in their own nar-

rative. Some are supported by systems that reinforce 
it. Some do not want to hear the truth. In those cases, 
the decision becomes one of judgment.

Do you remain within the system and manage the 
risks, or do you step away before the consequences 
extend beyond the project and into your own pro-
fessional standing?

Because failure does not remain isolated, it 
propagates.

WHERE THIS ENDSWHERE THIS ENDS
Leadership is often described in terms of strength—
decisiveness, confidence, control. These are 
necessary, but they are not sufficient.

The more difficult discipline is restraint. The ability 
to question your own judgment, to invite challenge, 
and to remain connected to reality even when success 
suggests otherwise.

The discipline, then, is not complexity. It is consis-
tency. To plan, act, complete, and evaluate without 
skipping steps. To measure the job through all its 
moving parts, not just the convenient ones. To stay 
grounded in the fundamentals, even when success 
tempts you to rise above them.

What that Tuesday afternoon taught me was not to 
reduce confidence, but to respect its limits. Because 
confidence, without correction, is not strength. It is 
exposure.

And on a jobsite like this—under that heat, with 
that pressure—exposure does not stay hidden for 
long, it reveals itself. 

Through rework. Through delay. Through cost. 
Through failure that no report can mask.

So the question is not whether you are capable. 
It is whether you are still connected to the work, to 
the truth, and to the people willing to challenge you.

Because the moment that the connection is lost, 
leadership does not fail immediately.

It drifts, and by the time you feel it….the job 
already knows, reality doesn’t raise its voice—it just 
sends the bill.
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