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SAVANNAH DISTRICT

PROJECT MANAGEMENT BUSINESS PROCESS

CIVIL PROJECT MANAGEMENT PLANS 

1. PURPOSE:  This guidance provides direction for the development, staffing, approval, and revisions to Project Management Plans for Civil Projects. 

2. GUIDANCE: 
a.  Every project will be managed with a management plan.

b.  A coordinated plan will be developed at the beginning of a project and used as a guide to execute the project.

c. The Project Manager is responsible for preparing a Project Management Plan (PMP) with input from the Project Delivery Team and coordinated with the Customer.

d.  All projects will have a PMP with minimum coverage of project scope, schedule, budget, acquisition strategy, and expected performance.

e.  PMPs will be updated as needed to note progress and lessons learned, but at least once a quarter.

f.  Project Managers will identify key team members in the PMP and their roles and responsibilities towards project execution.

3. SCOPE: This guidance is applicable to all Savannah District offices with roles and responsibilities for executing the Civil Works Program.  The Project Manager has the primary responsibility for the preparation, coordination, approval and revisions of the PMP.   Since the PMP is the District’s implementation plan to execute the project, the development and coordination of the PMP shall not be done by any outside party or contractor.

4. PROCESS: 
a.  As early as possible in the project life cycle, the Project Manager will begin development of the PMP with input from the Project Delivery Team.

b. The PMP will be completed within 30 calendar days after:

1. The completion of the final Feasibility Report, for normally authorized projects,  (GI and CG Projects).

2. The initial receipt of funds for Congressional Add projects.

3. The receipt of initial funds for Civil SFO projects.

4. The receipt of initial Design and Construction funds for projects in the Continuing Authorities program.

5. The receipt of the first quarter Operation and Maintenance funds for the current FY for the Navigation Program

b. It is intended that the PMP be structured such that the main portion of the PMP contain information that does not require frequent change, such as the scope, authorization, program and appropriation. The PMP will follow the general formats provided in the two appendices.  The first PMP format is intended for major Civil Works projects that are estimated to have a total project cost (fully funded) over $1.5 Million, and any other project that would warrant a detailed management plan based on its complexity, visibility, customer sensitivity or other consideration.  The second PMP format is intended for small Civil Works projects that typically have a total project cost (fully funded) less than $1.5 Million and projects that are direct support of the customer’s mission on a reimbursable basis.  Typical examples include Civil O&M and Civil SFO. 

c.  It is recommended that PMPs be staffed via email to the Project Delivery Team and the Customer for coordination of input.  The Initial PMP should be signed by appropriate Division Chiefs at the PRB following staffing and incorporation of comments.  Customer signatures indicating concurrence should be obtained as soon as practical.

d. PMPs will be updated on an as-needed basis, but will be updated and revised quarterly as a minimum.  In addition, for major Civil Works projects, PMPs will be updated in conjunction with the Mini hearing (January), with the preparation of the annual Budget request (May) and with the receipt of the work allowance for the current Fiscal Year (October.

e. The initial PMP shall be signed by the Division Chiefs, as well as the Local Sponsor (if any).  Subsequent PMP revisions shall be coordinated with the Project Delivery Team, with copies given to the PDT members, and posted to the PPDS Web Site.

f. Templates for the PMPs will be kept by Civil Programs Section and updated when necessary.   Project Managers are encouraged to use the latest update to ensure all current policies are incorporated in their PMPs.

5. REVISION:  This guidance will be updated annually or as needed to reflect changes in the processes.  PM-CP, with input from participating offices, issues revisions through the DPM.
APPENDIX I

PROJECT MANAGEMENT PLANS FOR SMALL OR NON-SENSITIVE PROJECTS

1.  PROJECT INTEGRATION: The purpose of this Project Management Plan (PMP) is to detail the project scope, schedules, budgets, customer expectations for the planning, design, acquisition, and construction of the (Project, City, State). The PMP will provide the criteria to allow the progress of the project to be continually monitored and measured.  Responsibilities and requirements of each of the parties involved in the execution of this project will be outlined.  The PMP is a dynamic document that will be updated by the Project Manager and sent to the Project Delivery Team to reflect changing requirements and conditions.

2.  PROJECT SCOPE OF WORK:


a.  Project Description. Brief description of scope of work. Include any special or unique requirements. Project approval documents if available should be referred to and included in Appendix (PCA, MOA, MOU, etc.)

b.  Location of Work: Include State, County and nearest city if not at a major installation.


c.  Customer:  Description of the customer.  In some cases multiple customers may need to be addressed and respective roles clarified.  


d.  Project Background.  Use this paragraph on large, complex, or unique projects, which merit such discussion. Do not justify the project again)- it has already been justified.

3.  QUALITY AND CUSTOMER EXPECTATIONS:  Definition of Customer Expectations in terms of scope, quality, schedule, and budget.

4.  ACQUISTION:

a.  Design strategy: (Chose one)

· In-house Savannah District

· In-house ____________ District

· Task Order to an existing Architect-Engineer IDIQ contract 

· Customer provided design/work plan

· Selection of an Architect-Engineer Firm and execution of a new contract

b.  Constructing contracting strategy:  (Chose one)

Sealed Bid (IFB)

· Price Only (Low Bid) 

· Price and Definitive Responsibility Criteria 

· Two Step Sealed Bid

Negotiated (RFP) 

· Go/No-Go (Lowest Price Technically Acceptable (LPTA), 

· Price Performance Tradeoff (PPT) (Hybrid) 

· Tradeoff

c.  Estimated Construction Contract Amount:  $ CWE.

d.  Period of Contract Performance:  In calendar days.

5.  PROJECT TIME:


a.  Project Schedule Development.  Narrative of what drives the schedule?  OVER ALL MILESTONES EXPLANATIONS – required dates to meet obligation and expenditures of funds, need of project, Applicable cost sharing and or crediting, etc. Major project milestones should be identified below.  Milestones shown are for illustrative purposes only.


b.  Schedule for Design:

     Predesign Conference                 DATE

     95% Submittal                        DATE 

     Final Design Submittal               DATE

     Project RTA                          DATE


c.  Schedule for Construction:  Dates shown for construction are minimum requirements.

     Issue Advance Notice               DATE 

     Advertise                          DATE

     Open bids                          DATE

     Contract Award                     DATE

     Construction NTP                   DATE

     Construction Complete              DATE

     Project Fiscally Complete

DATE


d.  Current Schedule.  How will the current schedule be reported?  For example:  “The current project schedule is maintained and reported weekly in PROMIS. The project will be reported on weekly at the Project Execution Meeting and monthly at the Military Project Review Board.” 

6.  PROJECT COSTS:


a.  FUND TYPES.  Design and construction of the (Project Name) will be funded by either Construction General, Support for Others, Federal Operations and Maintenance funds – if cost shared, then describe what feature is funded by what type of funds and at what cost sharing percentage.


b.  DESIGN BUDGET.  Provide breakdown into budget estimates by Feature and sub-Feature for the project.  Budget breakout below is a typical example.

Product
      
Work Category 
Work Category




Code
 
    Element

CC-Real Estate Analyses/Documents

01


WC     $
CC-Plans and Specifications (P&S)


30DA


WA     $

CC-Environmental Studies Documents


30DC


WD     $

CC-HTRW Studies/Report




30DD


WE     $

CC-Cultural Resource Studies Documents

30DE


WF     $

CC-Cost Estimates





30DF


WG        $

CC-Contract Award Documents



30DS


WI
    $

CC-Eng and Des During Construction 


30DV


WJ         $

CC-Supervision and Administration (S&A) Docs
31


WK         $

CC-Contractor Earnings




02 thru 20

WL         $

PPM Documents 




21T, 22T, 30E or 31E
Z            $

Project Contingencies







              $



TOTAL            




$ DOLLARS


c.  CONSTRUCTION BUDGET. Provide major elements of construction costs. If possible, refer to the latest MCACES fully funded cost estimate.



Estimated Contract Amount    $ DOLLARS

7.  PROJECT DELIVERY TEAM: Provide names and telephone numbers of each key member of the Project Delivery Team. Typical key members of the Project Delivery Team are shown below. 


Project Manager


Technical Lead


Real Estate Specialist


Environmental Lead


Operation and Maintenance Lead


Resident Engineer


Contract Specialist

   Local Sponsor Point of Contact

8.  PROJECT COMMUNICATIONS.  PM should discuss critical elements of communications during the project.  Each of the below elements merits brief discussion of potential problems and solutions.


a.  Role of the PM.  Consider discussion of Automated Management Systems as appropriate:  PPDS, PROMIS, RMS, CEFMS

DISTRICT WEB Site.  Routine Reporting:  Weekly Reporting, Monthly reporting, PRBs, etc.

b. Communications with Local Sponsor.  How will the Customer be kept inform of progress?  How will the Local Sponsor be brought in to review and approve changes to the scope, schedule and cost of the project?  What is the Local Sponsor’s involvement with technical reviews, reporting, etc.?


c.  Communications during Design.  Consider ARMS communication with the A-E for submittal and response to review comments, Design Partnering, communications with A-E through COR and KO, User will not communicate directly with the A-E.


d.  Communications during Acquisition.  How will communications with Bidders be documented?


e.  Communications during Construction.  Who speaks to the contractor on behalf of the Government?  Who speaks to the Government on behalf of the Local Sponsor?  Consider partnering, RFI communication with Construction Contractor, 

ACO or KO communications with Contractor

9.  RISK MANAGEMENT:

Comments on major risks for the nine areas listed below.

Cite methods and procedures to minimize and mitigate risk in each area as appropriate.  Consider the use of some of the following standard procedures in place to minimize/mitigate risk.


a.  PROJECT INTEGRATION PLAN


b.  PROJECT SCOPE MANAGEMENT


c.  QUALITY and CUSTOMER EXPECTATIONS


d.  PROJECT ACQUISITION MANAGEMENT


e.  PROJECT TIME MANAGEMENT


f.  PROJECT COST MANAGEMENT


g.  PROJECT DELIVERY TEAM


h.  PROJECT COMMUNICATIONS 

PREPARED BY:  Project Manager  ____________________________

REVIEWED:  EN _____________________________

           CD _____________________________

           CT _____________________________

           RE _____________________________


    OP _____________________________



           PD ______________________________


        PM _____________________________
APPROVED:  Local Sponsor _________________________

APPENDIX II

PROJECT MANAGEMENT PLAN GUIDANCE FOR LARGE OR SENSTIVE PROJECTS

PREPARED AND SUBMITTED BY:  __________________________
                            Project Manager

                            Civil Programs & Project Management

                              Branch Representative

REVIEWED AND APPROVED:

Engineering Division 
______________________________
Representative
Real Estate Division Representative

Office of Counsel Representative

Contracting Division Representative

Construction Division Representative


Safety Representative

Planning Division Representative

Operations Division Representative


Local Sponsor Representative

Representative 

Deputy District Engineer for Project Management

______________________________

______________________________

_______________________         

_______________________________

_______________________________ 

_______________________________

_______________________________

_______________________________

_______________________________

The PMP will be reviewed and signed by one of the branch chiefs or assistant branch chiefs of the Civil Programs Section prior to routing for reviews by other District staff elements.  Other signatures may be added as required.

EXECUTIVE SUMMARY

The goal of the Executive Summary is to allow senior managers to evaluate if there are issues that merit their further attention and allow them to focus their reading to those specific portions of the PMP. 

The executive summary is an overview of the Project Management Plan and should address each of the nine major elements of the PMP.


a.  PROJECT INTEGRATION PLAN


b.  PROJECT SCOPE MANAGEMENT


c.  QUALITY and CUSTOMER EXPECTATIONS


d.  PROJECT ACQUISITION MANAGEMENT


e.  PROJECT TIME MANAGEMENT


f.  PROJECT COST MANAGEMENT


g.  PROJECT DELIVERY TEAM


h.  PROJECT COMMUNICATIONS


i.  PROJECT RISK MANAGEMENT 


It is recommended that the Project Manager writes the body of the PMP and then cut and pastes the essential elements to develop the Executive Summary.



The Executive Summary should not exceed two pages in length.


Begin with the following:

The purpose of this Project Management Plan (PMP) is to establish and delineate management procedures for the design, acquisition, and construction of the (Project).

TABLE OF CONTENTS

1. PROJECT INTEGRATION PLAN

2. PROJECT SCOPE MANAGEMENT

3. PROJECT QUALITY and CUSTOMER EXPECTATIONS MANAGEMENT

4. PROJECT ACQUISITION MANAGEMENT

5. PROJECT TIME MANAGEMENT

6. PROJECT COST MANAGEMENT

7. PROJECT DELIVERY TEAM

8. PROJECT COMMUNICATIONS MANAGEMENT 

9. PROJECT RISK MANAGEMENT 

TABLE OF APPENDICES


APPENDIX I
Microsoft Project Schedule



   Baseline Schedule



   Current Approved Schedule



   Forecast Schedule


APPENDIX II
MCACES Cost Estimate 


  
   Baseline Cost Estimate



   Current Approved Cost Estimate



                         Forecast Cost Estimate


APPENDIX III
Section 902 Computation (Baseline Section 902 and updated annually based on actual inflation values.)


APPENDIX IV
Work Breakdown Structure

(If the Civil Works template is used, use the MS Project schedule of products)


APPENDIX V
Organizational Breakdown Structure


APPENDIX VI
Resource Allocation Matrix

(If the Civil Works template is used, use the MS Project schedule of products with assigned office as resources)


APPENDIX VII
Quality Control Plan


APPENDIX VIII
Risk Control Plan


APPENDIX IX
SACCR’s (A compiled list of SACCRS since the baseline scope, cost estimate and schedule has been set)


APPENDIX X 
PB-2a, Justification Sheet, Fly Sheet, latest versions


APPENDIX XI
MOA, MOU or the PCA package that govern the project and the use of local sponsor funds.  


APPENDIX XII
Lessons Learned


APPENDIX XIII
Formal Acquisition Plan (if required)

1.  PROJECT INTEGRATION MANAGEMENT.

The purpose of this Project Management Plan (PMP) is to establish and delineate management procedures for the design and construction of the (Project).  The PMP will detail the project scope, schedules, budgets, customer expectations.  The responsibilities and requirements of each of the parties involved in the execution of this project will be clearly established.  Appropriate criteria will be contained in the PMP to allow the progress of the project to be continually monitored and measured.  By adhering to the approved PMP, the successful execution of the project, on time and within budget, can be assured.  The PMP is a dynamic document that will be regularly updated by the Project Manager and sent to the Project Delivery Team to reflect changing conditions and the current status of the project.

2.  PROJECT SCOPE MANAGEMENT.


a.  Project Background.  Use this paragraph on large, complex, or unique projects, which merit such discussion.  Do not justify the project again- it has already been justified.



b.  Project Description. This paragraph should include overview of scope, schedule, budget, and customer expectations. 



c.  Project Location. The project site location.  Give locations, intersections, and a project map.



d.  Approved Project Scope.  A description of the Current approved provided in the MCACES cost estimate and SACCR’s.



e.  Authorization.  Project authorizations are provided at APPENDIX II.  This paragraph should refer to any legal document, such as a PCA or any MOU/MOA that governs the execution of the project.
3.  PROJECT QUALITY AND CUSTOMER EXPECTATION MANAGEMENT.


a.  Definition of Customer Expectations. Definition of Customer Expectations in terms of scope, quality, schedule, and budget.


b.  Design Quality.  Design Quality Control Plan is incorporated as Appendix VII.  The Design quality Control Plan will be inserted prior to the start of design activities by the A-E or the in-house design team.


c.  Construction Quality.  Construction Quality Control Plan is incorporated as Appendix VII.  The Construction Quality Control Plan will be developed by the field office responsible for construction management and will be inserted before the project is advertised. 

4.  PROJECT ACQUISITION MANAGEMENT

An acquisition strategy is a business and management approach designed to achieve program objectives within specified resource and time constraints. In the context of the PMBP, the acquisition strategy is a living document required for both formal and informal PMPs.  It also pertains to supply and service contracts.

The acquisition strategy serves to generate commitment by all stakeholders to support execution of the acquisition plan.

The initial, tentative acquisition strategy serves as the baseline from which the final acquisition strategy is developed and refined as the life of a specific project evolves. 

The Acquisition Plan is the overall strategy for managing any acquisition effort.

It is the framework needed by those on the project team for planning, organizing, staffing, coordinating and leading an acquisition  

It provides a master schedule for acquisition of construction services, supplies and other activities essential for program success.  This acquisition schedule is incorporated into the master Project Schedule.

It provides every member of the project team an understanding of the acquisition process.

Acquisition strategy is an integral part of the PMBP. As the lead member of the project team, the PM is responsible for ensuring the development and documentation of the acquisition strategy. The acquisition strategy provides the basis for the acquisition plan. The strategy in this section need not be lengthy and in great detail but should contain sufficient information necessary for project execution.

The acquisition plan describes how you will implement your acquisition strategy and, for our purpose, focuses on procurement/contracting processes.  An acquisition plan needs to be consistent with the discussions and recommendations developed from the acquisition strategy.  Acquisition plans are execution-oriented and contain significantly more detail than an acquisition strategy.  Plan contents are prescribed by the FAR and applicable FAR supplements. 

When required by the FAR, an acquisition plan is prepared, coordinated and updated by the Project Manager in coordination with the contracting officer under procedures established by the USACE PARC in accordance with applicable regulations, laws and statutes.  This acquisition plan should be a stand-alone document and included as Appendix XIII when completed.  It should provide sufficient information so that someone unfamiliar with the project will understand what is being proposed.  This plan need not be lengthy; a concise, clear statement of the facts and rationale supporting the business and management judgments is all that is necessary.  It should be revised as required when there are changes to the acquisition strategy. 

a.  Design strategy: (Chose one)

· In-house Savannah District

· In-house ____________ District

· Selection of an Architect-Engineer Firm and execution of a new contract

b.  Design Strategy Rationale.  The following design strategies were considered: In-house by Savannah District, In-house ___________ District Customer provided design/work plan, 

Selection of an Architect-Engineer Firm and execution of a new contract.  How was the decision reached?  Who was involved in the decision-making process?  When, at what meeting, date?  Briefly explain the reasoning.

c.  Constructing contracting strategy:  (Chose one)

Supply or Construction?  It makes a big difference if the contract is treated as a Construction versus Supply.  Different FAR, different process, different implementation.  Usually, if the value of the offsite work is greater than the onsite installation, or if the component is to be delivered as a working unit, then the contract should be of a Supply type (Transformer Replacement, Turbine Replacement, etc.).  However, if the value of the on-site work is greater than the off-site effort, or if the components that are delivered are not a working unit, then the contract should be of the Construction type (i.e. Generator Rewind, Transformer Installation, Dredging, etc.).

Set-Aside for Small Business or not-Set Aside?  

Set-Aside for Small Disadvantage Business or not-Set Aside?

Number and Type of Contracts?

Any Government-Furnished Equipment?

Use of Government Forces to supplement Contractor’s efforts?

Sealed Bid or Negotiated?

Sealed Bid (IFB)

· Price Only (Low Bid) 

· Price and Definitive Responsibility Criteria 

· Two Step Sealed Bid

Negotiated (RFP) 

· Best Value

· Go/No-Go (Lowest Price Technically Acceptable (LPTA), 

· Price Performance Tradeoff (PPT) (Hybrid) 

· Tradeoff

5.  PROJECT TIME MANAGEMENT.



a.  Project Schedule Development.  Narrative of what drives the schedule?  OVER ALL MILESTONES EXPLANATIONS – required date to meet obligation of funds, need of building, required project physically complete date, etc.  Narrative of what drives the schedule?  Major project milestones should be identified below.  Milestones shown are for illustrative purposes only.



b.  Baseline Schedule.  The baseline schedule, as shown below, represents the best estimate of the time and scheduling required to complete the project as of the date the PMP was developed.  Be sure to include any audits, review conferences, submittal dates, fiscal closeouts, and additional times for negotiations if 8a, etc.


c.  Schedule for Design:  Dates shown for design and acquisition are typical and should be modified to reflect the schedule agreed upon by the Project Delivery Team.  All major milestones should be shown to allow preliminary planning of resources.

Original Schedule as of DATE .

                                        ORIGINAL      CURRENT

Criteria Review Conference           DATE         DATE


Predesign Conference                 DATE         DATE

     35% Design Submittal                 DATE         DATE

 
35% Design Approval                  DATE         DATE


70% Design Submittal                 DATE         DATE


70% Design Approval                  DATE         DATE

     Final Design (95%) Submittal         DATE         DATE


BCOP Review Approval


  DATE

DATE

     Project RTA                          DATE         DATE


d.  Schedule for Real Estate Acquisition:  Dates shown for construction are minimum requirements.

                                       ORIGINAL      CURRENT
     Initial Real Estate Guidance       DATE          DATE

Review of RE Mapping 


DATE          DATE

Review of RE Appraisals


DATE          DATE

Review of RE Negotiations 

DATE          DATE


Certification of RE Availability
DATE          DATE

e.  Schedule for Procurement: Dates shown for the procurement stage are the minimum requirements.  Additional dates may be required for different type of procurement types.

                                       ORIGINAL      CURRENT
     Issue Advance Notice               DATE          DATE

     Advertise                          DATE          DATE

     Open bids                          DATE          DATE

     Contract Award                     DATE          DATE

 
f.  Schedule for Construction:  Dates shown for construction are minimum requirements.

                                       ORIGINAL      CURRENT
 
Pre-Construction Conference

DATE          DATE

     Construction NTP                   DATE          DATE

     Construction Complete              DATE          DATE

     Turnover to Local Sponsor/O&M      DATE          DATE


g.  Current Schedule.  Include a detailed Microsoft Project schedule following the Standard Civil Works Breakdown Structure.

6.  PROJECT COST MANAGEMENT.


a.  Fund Types.  Design and construction of the (Project Name) will be funded by 100% Federal Construction General, Cost shared Construction General, or 100% Non-Federal funds. The cost sharing rules for the various features should be discussed, as well as an estimate for Federal and non-Federal cost share split.
b.  Baseline Project Construction Budget.  The baseline project cost estimate is based upon the approved MCACES cost estimate.  Costs are broken out by Feature and Sub-Feature, and include contingencies for each line item, as well as a summary contingency amount for the entire project.  The MCACES cost estimate shall include three columns, at left for the most current estimate, middle column inflated to the date of projected authorization, and to the right, the Fully Funded cost estimate including inflation to the mid point of construction.  The Engineering and Design cost estimate (Feature 30) should be inflated to the mid point of the entire project, and Supervision and Administration (Feature 31) should be inflated to the midpoint of the contract, from the issuance of the NTP to the finalization of all contact payments and claims.



c.  Other Project Cost Considerations.  PM should discuss other critical considerations of project costs if applicable to decisions that may be required during the project’s life by the Project Delivery Team.  These may include:

· The possible establishment of a Resident Engineers and Area Engineer’s office to support the Contract Administration duties

· Local Sponsor’s efforts for the acquisition of Real Estate interests, the design and construction of road bridge relocations, and the implementation of utility relocations as required by the Federal construction.

7.  PROJECT DELIVERY TEAM


a. Project Delivery Team Members are identified in Appendix VII.  Organizational responsibilities and authorities for the execution of this project are identified below.


b.  The Savannah District
· Provide for the overall Project Management of the project.

· Programming and funding the Federal share of the project.

· Controls the overall Project Contingency fund.

· Validates any request to modify the contract, which requires utilizing the Project Contingency Funds through the use of a SACCR.


c.  Local Sponsor
· Provide cost sharing funds on a timely basis.  The overall project schedule should incorporate the different budgetary cycles and terminologies to effectively blend together the funds and responsibilities of the Corps of Engineers and the Local Sponsor.

·  Primary point of contact for all local government input to the project scope, schedule and cost.

· Provides for the services and/or funding in accordance with the governing document (MOA, MOU, PCA, etc).

· Attends design review meetings, studies and presentations.

· Reviews and comments on a design documents, including Design Memoranda and Plans and Specifications.

· Participates with the CESAS design and construction management as requested during design and construction.

· Assists in the final inspection and transfer and acceptance of the project after the completion of construction.

· Participates in Value Engineering (VE) studies and approves VE proposals.

· Reviews and approves the Project Study Plan (PSP) and the Project Management Plan (PMP).

· Reviews and approves all SACCR’s when there is a change in project scope, schedule or cost of the study or project. 

e.  Corps of Engineers:   

      (1) Assistant Secretary of the Army for Civil Works (ASA(CW)): Reviews, approves and executes the Project Cooperation Agreement that governs the relative roles and responsibilities of the respective project partners.  Speaking for the Administration, the ASA(CW) supports the project for initial funding (New Start) and continuing programming through the Civil Works budgetary process.

Office of the Chief of Engineers (HQ USACE):  HQ USACE will exercise major command management for the Army Corps of Engineers during the planning, engineering and design, and construction of the project.  This includes providing policy guidance and budgetary and programming support as necessary to accomplish the planning, engineering and design, and the construction of the project.

      (2) Corps of Engineers - South Atlantic Division (CESAD): CESAD, acting through the Savannah District (CESAS), has Division level responsibility for management overview of the Savannah District for the successful execution of the project.  This includes the review and the approval of the Quality Assurance Plan for the project, and periodic reviews of the project’s Quality Assurance Program.


(3)  Corps of Engineers – Savannah District (CESAS): CESAS has the principal responsibility for the project management and execution of the project.  Design for the project may be tasked to a Design Center of Expertise.

The following functional responsibilities will require extensive editing in terms of deletions and additions to meet each project’s individual requirements.  The following paragraphs are provided to serve as a reference of typical tasks and responsibilities.


f.  Project Management.  The Programs and Project Management Division, with Planning, Design, Procurement, Real Estate and Construction technical support, will manage the Planning, Design, Procurement, and Construction phases of this project.  A Project Manager (PM) will be assigned and is responsible for the execution, supervision, direction, scheduling, and monitoring the progress and coordination of all work performed on the project, from the identification of the potential project during the Recon Phase, through construction and the first year of the warranty period.  The PM is responsible and accountable for all aspects of the project's scope, schedule, budget, and resource requirements.  Responsibilities of the PM include:

· Identifying, managing and controlling the project scope and scope changes during the Planning, Design, Procurement and Construction Phases.  This includes the scope of the Feasibility Study and related Environmental Documentation.

· Identifying, managing and controlling the baseline cost and cost changes during all phases of the project, including in-house design, A/E Design and construction contract costs.

· All project reporting, both upward and with the Local Sponsor.  Makes Presentations at Project Review Board, Resource Execution Planning Review and Mini-Hearings.

· Primary point of contact for all customer interface

· Conducts Feasibility and design review conferences at appropriate points in the schedule.

· Assures technical and constructibility reviews of design submittals are performed in a timely and technically sufficient manner, and that all comments and their resolution are properly answered and documented.

· Reviews and helps to resolve all design and construction problems to ensure that the integrity of the design, cost effectiveness and customer satisfaction is properly reflected in the final product.

· Oversees contract acquisition.  Participates as far as possible in the procurement process by chairing the Source Selection Committee for large, complex contracts.

· Provides oversight and assistance to the construction management during construction, providing a project historical context where possible to assist in the resolution of construction issue.


g. Design Management.  When the design is performed in-house, an in-house design team will accomplish the design effort on this project.  The Project Manager shall have direct contact with the design team at all times.  However, for large and complex projects involving many different technical design team members, a lead technical person could be named who would have the responsibility to coordinate the technical efforts of the Engineering team members, and would be responsible for the development of a fully coordinated technical product, such as the Engineering Appendix for a Feasibility Study, for the project.

· For designs for other services performed by an A-E, the Project Manager will be responsible for the obtaining of the A-E services.  

· The A-E's activities will be directed only by the CESAS Contracting Officer and his designated representatives.

· Savannah District Engineering Division through its design review process is responsible for the quality of the technical product of the design effort, whereas the Planning Division through it’s review process is responsible for the quality and adequacy of Cultural Resources, Environmental and other technical products.

· Where another District provides for the technical services through a design center of expertise, the Project Manager will also be responsible for obtaining of these services, and the respective Technical Division responsible for the quality of the technical product through their review processes.

H. Design Process:
1) A Design Report shall be prepared at the beginning of the design process that outlines the design intent as it relates to the project purpose and benefits, number and types of contracts and other design consideration.  The Design Report shall be the basis for the detailed cost estimate to be prepared by the technical organizations for each Work Order.  Each deliverable (i.e. Plans and Specs, Engineering Appendix) shall have incorporate the review and other quality control provisions of the Project Management Plan and Quality Assurance Plans.

2) After the Design Report has been completed and the Work Orders negotiated, the Project Manager shall allocate funds to the various funded work items in order to initiate work.  No work shall commence until there is an agreement on the scope, schedule and cost of a work order, unless an agreement has been made to make an initial funding to a task pending finalization of the scope, schedule and costs. 

3) At the agreed upon milestone dates, the technical deliverable shall be disseminated to the Product Delivery Team for review and comment.  Based on the complexity of the technical deliverable, the reviews may be at the 35%, 70% and 95% stages for complex projects, or only at the 95% for straight-forward dredging or earthwork contracts.

4) The Project Delivery Team will review all design submittals and will participate in all design review conferences.

5) When there is an accelerated design schedule, or when slippages requires additional effort to regain the schedule, reviews will be accomplished using on-board reviews held either in Savannah District offices or at the Project Site when practicable.

6) The PM will ensure that written minutes and all comments are consolidated and furnished to the designers a minimum of 5 working days after each review conference.


h.  Acquisition Management.  The Savannah District is responsible for the acquisition to execute this project and will do the following:

·  The Chief of Contracting Branch will appoint a Contacting Officer for both the Design and Construction contracts, as well as an ACO and CORs.

· Develop a procurement strategy compatible with the Government and Local Sponsor’s  needs, within budget and time constraints, for the planning, design and construction processes.

· Based on the procurement strategy mutually agreed upon by the Corps of Engineers and the Local Sponsor, the District shall prepare the contract documents and advertise and award construction and/or supply contract(s) to provide a complete, functional project on time and within budget.

· Accomplish construction contract management through designated Contracting Officer's Representatives (COR) and the Administrative Contracting Officer (Area Engineer) located on-site at the Project Site.

i. Real Estate Management:

During the preliminary stages of the formulation of the project, Real Estate shall prepare a gross estimate of the real estate acquisition costs for the project.  This Real Estate Acquisition cost should include the cost of the lands, easements and rights of way, the cost to the local sponsor for acquiring the real estate interests, and the cost to the Government for the review and approval of the real estate mapping, appraisals, and negotiations.  The Real Estate Project Delivery Team member is to use the requirements from design and construction team and develop the necessary easement language(s) for the local sponsor to use in the acquisition of the necessary real estate interests.


j.  Construction Management.  The construction contractor is responsible for the facility construction as specified in the construction contracts. The contractor’s activities will be directed only by the CESAS Contracting Officer and his designated representatives.  Overall construction management rests on-site the project site with the local construction project management team composed of the Area/Resident Engineer’s staff, with input and support from the Project Manager.  The Area/Resident Engineer and Project Managers must work closely together to complete the construction on time, within budget, within the authorized scope of the project, and meet the functional needs of the public at large. The Construction Management Quality Assurance Plan is provided at Appendix IV.  The Area/Resident Engineer shall be responsible for:

· Resolution of the day-to-day issues with the contractor

· Coordinating with the PM on all issues regarding project scope, schedule, and cost 

· ensure that the construction contractor meets their contractual responsibilities and that the interests of the Government and the local sponsor are fully protected

· Provide continuous inspections and oversight of the construction to ensure facilities are built according to approved configurations and to assure that safety regulations are rigorously adhered to.

· Incorporate change orders as necessary, coordinating with the Project Manager continuously to assure that changes are within the approved scope of the project.

·   Verify compliance with environmental requirements for the construction of the project.

· Support the Local Sponsor during the activation/warranty period, including the provision of all contract closeout documents and O&M Manuals.

· Take necessary action to determine A-E or Construction Contractor liability and, if appropriate, take action to obtain any Government recovery

The Project Manager will provide second level of construction management.  Teams will be formed by the PM on an adhoc basis to address major problem solving including the following:

· Coordinate construction and current operational schedules.

· Review and classification of all construction changes for impact to the Project’s overall scope, schedule and cost.

· Review and evaluation of construction progress to ensure compliance with schedule and cost constraints and resolve mutual Local Sponsor/construction agent problems.

· Support to Local Sponsor during the transition/warranty period.


j.  Environmental Management.  For normal Civil Works Projects, the Savannah District is responsible for the preparation and approval all of the required environmental approvals and/or permits to assure compliance with National Environmental Policy Act (NEPA).  The Environmental tasks leading up to the preparation and completion of the EIS or Environmental Assessment and are to be fully documented and scheduled in the Project Study Plan to be performed as part of the Feasibility Study.  If there are changes to the scope of the project after these environmental approvals have been obtained, the Project Manager shall assure the Project Delivery Team that environmental clearances are obtained for the changes in a timely manner, and are fully incorporated into the most current Project Management Plan.  The Project Manager will monitor the status and permit requirements throughout the life of the project.  

In addition, if there are any mitigation requirements, the Project Manager is responsible for the incorporation of the implementation of the mitigation features into the overall project scope, schedule and cost estimate.


These Environmental Clearances shall include but not be limited to: (delete the environmental clearances that do not apply)

· Asbestos Containing Materials (ACM).  The proposed project would involve the demolition of [describe]
· Cultural Resources.  A cultural resources survey will be performed by:

· Endangered Species.  The proposed project site is/is not an endangered species site. 

· Lead Based Paint (LBP). Describe the situation

· Soil Conservation.  A State approved soil erosion control plan is required for all projects an acre or more in size.  

· Solid Waste.  Sanitary waste and demolition debris would be disposed of in [describe]
· Storm Water.  The design must mitigate adverse effects of storm water runoff upon water quality in receiving water courses feeding into [describe body of water-stream/river/creek/etc.]
· Storage Tanks.  Describe condition

· Wetlands.  Stringent attention to soil erosion control measures during construction will be required to protect wetland.  This applies to both freshwater and salt water marshes

8.  PROJECT COMMUNICATIONS.  PM should discuss critical elements of communications during the project.  Each of the below elements merits brief discussion of potential problems and solutions.


a.  Role of the PM.  Consider discussion of Automated Management Systems as appropriate:  PPDS, PROMIS, SPS, RMS, CEFMS

DISTRICT WEB Site.  Routine Reporting:  Weekly Reporting, PRBs, etc.


b.  Communications with Local Sponsor/Customer.  How will the Local Sponsor/Customer be kept inform of progress?  How will the Government be informed of the Local Sponsor/Customers progress of project tasks (Real Estate Acquisition).  What is the Local Sponsor/Customers’ involvement with reviews, reporting, etc.


c.  Communications during Design.  Consider Design Partnering, communications with A-E through COR and KO, communications to other District Design Center of Expertise through the Project Manager.  The Local Sponsor will not communicate directly with the A-E or the Technical Design Element.


d.  Communications during Acquisition.  Consider communications with Bidders, with proper documentation of conversations with potential Bidders, preparation of amendments.


e.  Communications during Construction.  Consider partnering, RFI communication with Construction Contractor, 

ACO or KO communications with Contractor, and the roll of the Project Manager in communications with the Contractor.

9.  RISK MANAGEMENT:

Comment on major risks identified for each of the below areas.

Cite methods and procedures to minimize and mitigate risk in each area.  Consider the use of some of the following standard procedures in place to minimize/mitigate risk: lessons-learned system, standard designs, value engineering, BCOE reviews, construction contingencies, liquidated damages, execution review boards, PRBs, partnering.


a.  PROJECT INTEGRATION PLAN


b.  PROJECT SCOPE MANAGEMENT


c.  QUALITY and CUSTOMER EXPECTATIONS


d.  PROJECT ACQUISITION MANAGEMENT


e.  PROJECT TIME MANAGEMENT


f.  PROJECT COST MANAGEMENT


g.  PROJECT DELIVERY TEAM


h.  PROJECT COMMUNICATIONS 

APPENDIX I

APPENDIX II

APPENDIX III

APPENDIX IV

APPENDIX V

APPENDIX VI

APPENDIX VII

Project Delivery Team

Savannah District Project Manager

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail



FAX:



E-Mail

Local Sponsor Representative

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail

Planning Division Functional Representative

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:  



DSN:



FAX:



E-Mail

Project Delivery Team (Cont’d)

Engineering Division Functional Representative 

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail

Real Estate Division Functional Representative 

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail

Contracting Division Functional Representative 

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail

Construction Division Functional Representative 

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail

Project Delivery Team (Cont’d)
Operations Division Functional Representative 

NAME:

POSITION:

ORGANIZATION:

MAILING ADDRESS:

TELEPHONE:



COMMERCIAL:



DSN:



FAX:



E-Mail 
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