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SAVANNAH DISTRICT

PROJECT MANAGEMENT BUSINESS PROCESS

CIVIL WORKS IMPLEMENTATION OF PROMIS/PPDS

1. PURPOSE:  This guidance provides guidance for the input and the maintenance of the data contained in the Project Manager Information Systems (PROMIS) and the Programs and Project Management Delivery System (PPDS) for the Civil Works programs and projects in the Savannah District.
2. GUIDANCE: The intent of the PROMIS and PPDS is to present information to the internal and external customers on the schedule, status, budget and execution performance of the Civil Works Projects in the Savannah District.
3. SCOPE: This guidance is applicable to all Civil Works Projects in the Savannah District (General Investigation and Construction General), except for the Civil O&M Program.  Primary action offices are PM-C and PM-CP.  In general, the following criteria shall be used for the decision to document the project in PROMIS:
a. All Specifically Funded and Authorized General Investigation Studies
b. All Specifically Funded and Authorized Construction General Studies and Projects.  
c. All Support for Others, Work for Others, or Contributed Funds studies, projects or programs of a significant size or of a sensitive nature (i.e. Section 203, Section 204b, etc.)
d. All Continuing Authority Projects under construction.
e. Any other issues or projects of sufficient sensitivity or visibility as to warrant special attention.
f. O&M Projects will not be loaded into PROMIS initially.  However, further HQ guidance may dictate a change in the near future.
4. PROCESS:  As projects are developed and executed, PROMIS shall be used as the central repository and upward reporting vehicle for all General Investigations and Construction General studies and projects.  Every month, an assessment shall be made by Civil Programs Section as to which projects should now be reported via PROMIS and PPDS.  If it is decided that a new project should be added to the PROMIS database, Civil Programs shall notify the Systems Administrator to load the basic project information.  Once a project is completed and no longer requires any upward reporting, the System Administrator shall be notified by Civil Programs to mark the project file as “no upward reporting.”

5. Each Project Manager is responsible for the initial data entry and data correctness for the life of the project, and is expected to update the PROMIS database at least monthly.  Civil Programs Section will load the necessary financial data into PROMIS and make the initial data link between CEFMS and PROMIS in order to properly show the execution rate of the project.

6. REVISION:  This guidance will be updated annually or as needed to reflect changes in the processes by PM-CP, with input from participating offices.
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INTRODUCTION:  

The purpose of the Project Management Information (PROMIS) and its’ sister application, Programs and Project Management Delivery System (PPDS), is to provide for the management, analysis, budgeting and upward (and outward) reporting tools for project in the Civil Work Program.  While there remains serious shortcomings in both systems, PROMIS and PPDS has been chosen as the Corps of Engineers and the Savannah District’s method of reporting and tracking all projects in the Civil Works Program.

RESPONSIBILITY: 

It is the responsibility of the Civil Programs Section to assure that all applicable Projects are adequately loaded into PROMIS.  It is the Project Manager’s responsibility to assure that the project data (in terms of schedules, status, and issues) are accurate and updated at least monthly.  It is also the Project Managers’ responsibility to assure that the PROMIS-CEFMS data link is accurate, represents the standard Civil Works Breakdown structure, and that all funds management rules are adequately followed.

PROCESS:

General Investigations: 

Once a Recon study has been identified as a potential project and the final Project Study Plan (PSP) has been developed and approved, the scope, schedule and cost estimates for the Feasibility Phase, shall be loaded into PROMIS, as well as all of the  scheduled milestones leading up to the signing of the Feasibility Study Cost Sharing Agreement (FCSA).  The Project Manager is responsible for the accuracy and completeness of the Issues, Synopsis, schedule data and the Project Budget data in PROMIS and PPDS.  The Civil Programs Section will assure that the financial data is correct and is fully integrated into the project plan.

Construction General: 

The data input for projects moving from GI to CG funding should be seamless.  The Project Manager is responsible for the accuracy and completeness of the Issues, Synopsis, schedule data and the Project Budget data in PROMIS and PPDS.  All studies designs and contracts should be separately identified, with a full description of each contract and each construction or supply contractor.  Photos of fieldwork should be added if possible to help clarify the narrative or to complete the picture. The Civil Programs Section will assure that the financial data is correct and is fully integrated into the project plan.

Continuing Authorities Program (CAP): 

Once a CAP project has been funded for construction, the entire project should be loaded into PROMIS, including current FY efforts.  The Project Manager is responsible for the accuracy and completeness of the Issues, Synopsis, Schedule data and the Project Budget data. All construction or supply contracts are to be separately identified, with a full description of each contract and each construction or supply contractor.  Photos of fieldwork should be added if possible to help clarify the narrative or to complete the picture. The Civil Programs Section will assure that the financial data is correct and is fully integrated into the project plan.

Operations and Maintenance: 

At this time, O&M projects are not to be loaded into PROMIS, even though there is a Civil Works Template in PROMIS.

Documentation:  

With the implementation of PROMIS and PPDS, old legacy “LRS” system will no longer be used.  However, during the first week of the month, hard copies of each of the project PPDS reports will be downloaded and maintained as a historical record of the Project’s history.  In addition, a complete set of PPDS information will be used by Command staff in the bi-monthly SAD Project Review Board, held in Atlanta, Georgia.

Level of Detail:

All PROMIS and PPDS must adhere to a minimum level of detail as prescribed by regulations and PCA requirements.  In general, the minimum level of detail for GI Studies (Recon and Feasibility), is the fourth level of the Standard Civil Work Breakdown Structure (CWBS).  This level corresponds to the Sub-Sub-Feature level of the Work Category Element.

For GI funded projects in the Pre-Construction Engineering and Design phase, or for all CG funded projects, the minimum level of detail is the third level of the Standard Civil Works Breakdown Structure, which corresponds to the Sub-Feature level of the Work Category Element.

Milestones:
All of the HQ-reportable milestones shall be attached to the proper Work Breakdown element and scheduled accordingly.  Since the Milestones are attached to either the beginning or end of a Work Breakdown element, you may have to add work breakdown elements further than otherwise required in order to support the proper milestone date.  It is up to the Project Manager to assure that all milestones are documented and correct.  Civil Programs Section will verify that all of a project’s milestones are properly listed and scheduled.

Resourcing:


PROMIS has the capability to resource every task to the section level of detail.  While the goal of the Project Manager is to schedule and track their project to this level of detail, the PROMIS resourcing requirements will be limited.  The intent is to resource the hired labor and contract work items to the point where PROMIS will produce the required 2101 information.  


Contract Resourcing: 


In order for the PPDS to recognize a task as a contract, the WBS Element representing “Contractor’s Earnings” must be scheduled (NAS Selected) and listed as either a design or construction contract.  In addition, the contract name, number, RFP and NTP dates should also be loaded in the Contract subtab.


Once the contract has been scheduled in the NAS, it should then be resourced for the full contract amount.  To resource the contract, add the contract line item to the project, under Function, Resource, Estimate, making sure that all fields are filled out and that the Overrides are checked off.  This Override makes sure that there are not any overhead-type multipliers added to the contract amount.


Once the contract resource has been estimated, then there has to be a distribution of those estimated expenditures over time.  PROMIS reads the duration of the contract, as well as the scheduled start and scheduled finish dates.  However, if you use a seven-day calendar in your NAS, you must change the duration in the resource distribution to 5/7th of the original schedule before you can distribute the costs of the contract per month if you have scheduled your contract duration


Hired Labor Resourcing
To do this, at least one hired labor work item and all of the contract work items needs to be resourced and distributed to support the 2101 type data call.


Because the PPDS data lists the 2101 graph as a combination of both Federal and Non-Federal, there shall be two resourced work items in PROMIS for cost shared projects; one to represent the Federal schedule of expenditures and one representing the non-Federal expenditures.

Commitments to Local Sponsors:

At two but no more than five tasks that are scheduled to be completed during any given fiscal year should be designated as being an important commitment to the Local Sponsor.  These tasks and milestones could be Project Authorization, the timely execution of the PCA, or the award of a key construction contract.


To designate a task as a Commitment to the Local Sponsor, the Project Manager shall designate a task as 

Comments

Comments are maintained in PROMIS as a way to capture the history of the identification and resolution of project issues, and the evolution of the project scope over the life of the project.  It is important that the comments be correct and proper in support of the Project Delivery Team.  There are three comment areas that appear in PPDS.  These are the Synopsis, General and Issues and Concerns comment fields. 

Synopsis Comments:


The comments that are within the Synopsis Comment appear in the PPDS as the general scope of the project.  This comment should contain the project scope, and should be updated whenever there is a major change in the project’s scope or purpose.

General Comments:

The comments that are within the General Comment appear in the PPDS as a Status Report.  This comment should be updated with a general status report of on-going activities.

Issues and Concerns:

The comments that are within the Issues and Concern Comment appear in the PPDS as a monthly management issue.  This comment should contain a particular issue that is being managed by the Project Delivery Team.  Once an issue is resolved, its’ resolution should be noted in the PROMIS system, and retired.
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