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SAVANNAH DISTRICT

PROJECT MANAGEMENT BUSINESS PROCESS

CIVIL WORKS MANAGER’S ROLES and RESPONSIBILITIES 

1. PURPOSE:  This guidance provides an overall District strategy to support the Senior Project Manager concept within the Savannah District Civil Works program.  It is prepared in response to the Commander’s Policy Memo of 7 July 1999.
2. GUIDANCE:  The intent of this memo is to provide management guidelines for the roles and responsibilities of the Senior Project Managers and Project Managers.
3. SCOPE: This guidance is applicable to Managers within Civil Works Programs and Project Management Branch and Operations Divisions.

4. PROCESS:  (not applicable)
5. REVISION:  This guidance will be updated biannually or as needed to reflect changes in the processes. PM-C through the DPM will be responsible for coordination of updates with District staff offices. 
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INTRODUCTION:

To be successful, Project Delivery Teams require leadership, effective teamwork and technical capability.  This memo outlines the roles and responsibilities of the Savannah District Project Manager within the context of the Civil Works Program.  The Project Managers are the leaders of the Project Delivery Team and they manage specific projects from initiation through the warranty period. In this capacity it is the responsibility of the Project Manager to lead the Team by providing direction on scope, schedule, budget, and quality expectations. In this role the PM defines the execution goals, and insures adequate resources are provided in coordination with District management. 
PROGRAMS AND PROJECT MANAGER TYPES:

Within the Savannah District Operations Division and Civil Works Programs and Project Management Branch, their exist the following types of managers;  

· Chief, Civil Programs Management

· Senior Project Managers

· Operations Project Managers (Navigation and the three dam and lakes PM’s)

· Project Managers

CHIEF, CIVIL PROGRAMS MANAGEMENT:
· A primary responsibility is to insure the orderly, timely and proper execution of appropriated funds (Recon, Feasibility, PED, Construction, O&M obligations and expenditures) for of all projects assigned within the given Fiscal Year.  This effort includes coordination with a variety of other Divisions within the District, as well as other Corps Divisions, Major Commands, and HQUSACE. 

· Responsible for oversight of all Civil Works appropriations including SFO.

· Establish and ensure implementation of project management procedures in accordance with the Project Management Business Process.

· Establish and Maintain the Civil Works Management Information System including the Work Order System.

· Establish and maintain the Civil Works Resource Management Board.

· Prepares materials for and contribute to the monthly Project Review Board meeting as well as the Resource Execution Planning Review (REPR). 

· Establish the Business Rules for and assure the proper implementation of PROMIS, PPDS and PROMIS-2, when provided.

· Gathers and monitors Command Management Review data for the Civil Works Program.  Makes specific recommendations to the command staff for corrective actions on an as-needed basis.

· Provides input to the Senior PM’s and to the Chief, Civil Programs and Project Management Branch on the evaluation of the Project Managers.

· Responses to all public inquiries relative to the Congressional budget submission.

· Manages preparation of all project fact sheets and maps used for HQUSACE, Congressional visits, and public release. 

SENIOR PM DUTIES RELATIVE TO PROGRAM MANAGEMENT:

· Team Leader and supervisor responsible for performance rating of PM’s that assigned to their team within PM-C.  Effectively manages assigned projects by providing guidance and supervision to employees and other team members on funding, regulations, schedules, and policies. 

· Responsible for preparing weekly reports on project status and issues for the District Engineer through Civil Programs, as well as presentation of briefings for the Project Review Board (PRB) and the Resource Execution Planning Review (REPR). 

· Provide input to technical supervisors on PDT members’ performance. 
· Participate on selection panels for the Project Delivery Team members primarily dedicated to programs or projects that the Senior PM’s manage.
· Make presentations to PRB on assigned Civil Works projects.
· Primary POC with customer for their assigned Civil Works projects.
· Supports customer surveys in coordination with the marketing manager,
· Coordinate and make presentations to VIPs, higher authority, and/or customers at In-Progress Reviews, VIP visits, public meetings, etc.

SENIOR PM AND PM RELATIVE TO PROJECT MANAGEMENT
Sponsor Duties:

· Responsible for primary communications with the Local Sponsor or customer and higher headquarters on all project activities having to do with overall scope, quality, costs and schedules. 

· Ensure follow up on commitments made to customers, environmental agencies,  higher headquarters, and others

· Keeps customers/stakeholders informed & involved in the decision-making  process. 

· Assures compliance by the assigned PM’s with all Civil Programs Business Rules.  Responsible for the compliance by their assigned PM with all programs and project management rules and regulations, SOP’s etc. in the execution of their duties.

· Promotes customer/partner care through personal contact and daily support.

· Attend project meetings as the District’s and Commander’s POC and speak for the Commander on assigned project issues.

· Primary POC with the customer and ensures customers receive clear, consistent, and coordinated communications from the Corps.

Project Delivery Team Duties:

· Encourages participation by all Project Delivery Team (PDT) members.

· Involves Project Delivery Team members in presentations as appropriate.

· Ensures recognition of PDT members through the Trainor award and other means.

· Integrates the PDT’s work with frequent, regular meetings with all of the team members.

· Leads and manages the PDT through the use of a single complete, integrated Microsoft Project schedule, used for both day-to-day management and upward reporting.

· Accountable for team, project, and individual performance.

· Facilitates PDT meetings

· Focuses PDT team members on performance measures to respond to customer’s needs.

· Prepares the Project Study and Project Management Plans and their updates, with copies given to the Project Delivery team members.
· Compiles and keeps up to date all active and historic Work Orders.
· Develop recommended actions in coordination with the Project Delivery Team.
.
· Ensure free, open and professional communication among PDT members.
· The PM, in working with Project Delivery Team members, defines the level of communication by the technical elements with the customers.
Programmatic and Resource Management Duties:

· The PM has the sole responsible for the proper use of allocated project funds.  Funds will not be expended on tasks that have not received the approval of the PM, either in Civil Programs and Project Management or in Operations Division.    Erroneous charges that have been identified by the PM as being improper shall be immediately reversed.  It is the PM’s duty to oversee the proper use of project funds on behalf of the local sponsor.

· No funds shall be taken away or given to a specific Project Manager’s assigned project except with the expressed written request/approval of the Project Manager.  Civil Programs Management will support the PM’s request, and will make sure that all programmatic rules for funds transfers are followed.

· Funds will not be transferred within a project from one work item to another without a written request/approval of the Project Manager.  Civil Programs Management will support the PM’s request, and will ensure programmatic rules for funds transfers are followed.

· The PM ultimately responsible for proper and consistent CEFMS use/input, project financing, project budgets, and other financial & progress reporting systems for their assigned project.

· The PM is responsible for the programmatic oversight of local sponsor’s contributed funds, assuring that the local sponsor’s budgetary and funding cycle are in sync with the Federal cycle to assure that matching funds are available when needed.

· The PM is responsible for the proper preparation of all budgetary documents such as Justification Sheets, Fly Sheets, PB-2a’s and 2101’s.  The Senior PM is responsible for the proper review and approval of the budgetary documents prior to submission to the Civil Programs Management Section.

· The Project Manager is responsible for the development of the Work Management Plan in CEFMS and PROMIS that is in accordance with the Standard Civil Works Breakdown Structure, as approved by the Civil Programs Management Section.

· The Project Manager negotiates with the technical elements and initially approves work orders to PDT members’ organizations to perform technical work consistent with PMP and the Current FY Budget.  Each Work Order defines the tasks’ scope, budget, schedule, expected quality and other assumptions.

· The PM ensures that their projects are adequately funded and staffed for the current Fiscal Year through the dissemination and approval of the Current FY project budget.

· Sixty days prior to the start of a new Fiscal Year, the PM shall prepare a Project Budget for their assigned projects.  This Project Budget is an initial allocation of the next FY project funds, defined to the project deliverables that will be worked on in the next FY.  Unallocated funds shall be placed in a Contingency account.  Adjustments will be made to the Current FY Project budget when the actual allocation has been made to the District.  This Project Budget is the basis for the input to the Work Order system for the current FY, and shall be defined to the Section level of detail, unless other guidance is obtained.

· The PM prepares the initial allocation of funds to the funded work items for each deliverable for the current Fiscal Year and to the various technical action offices based on the negotiated Work Orders.  Makes requests to the Civil Programs Management Section for the transfer of funds from the Project Contingency Account to a working account, and from any funded work item to any other funded work item within the project.  Civil Programs Management will support the PM’s request, and will make sure that all programmatic rules for funds transfers are followed.

· The PM reviews their current FY project budget against execution on a Funded Work item level to ascertain the rate of expenditure versus the delivery of the product.  The PM shall evaluate the progress and make recommendations as to changes to the Current FY Project Budget. 

· In the development of the Project Study Plan and Project Management Plan acquisition strategy, the PM will provide respond to SBA floors and other established Corps/customer performance goals.

· PM will meet upward reporting submission dates for all project and program management documents and reports (e.g., PPDS, PROMIS, LRS, PRB’s, PSP’s, PMP’s, etc.), and all other required project information requested.

· The PM is responsible for the early identification of issues that may effect customer satisfaction and programmatic execution.

· When it becomes apparent that a change is required, the PM shall prepare a Schedule & Cost Change Report (SACCR) for processing by the Civil Programs Management Section.  Upon approval by the appropriate authority, the SACCR shall be retained by Civil Programs, with a copy kept in the updated Project Study or Project Management Plan.

· The Project Manager reviews all project documents as prepared by the technical divisions, providing input to the technical documents as they relate to scope, schedule, cost and commitments to the local sponsor.  The PM has the right to challenge the technical adequacy of any product that used project funds for it’s development.

· The PM manages contingencies in accordance with District Guidelines.

· Inputs project data into PROMIS & maintains the data on a weekly basis.  Verifies that the PPDS data is up to date and correct on a weekly basis.  The Senior PM is responsible for the quality of the PM’s data input.
· Prepares and negotiates MOA’s/MOU’s and assures District approval of the documents, including Office of Counsel and Civil Programs Management Section.  The PM is responsible for the project implementation in accordance with the governing document.  Civil Programs and Resource Management shall be given a copy of the final MOA/MOU for reference during project execution.

· The PM shall monitor all contract actions during project life cycle, including modifications and claims by establishing a close working relationship with Construction Division (Construction Contracts) or Contracting Division (Supply Contracts).  When procurement or contract administration problems arise, the PM shall elevate the issue at the earliest opportunity.  Before claims or modifications have been definitized, the PM shall coordinate and obtain approval from the local sponsor, especially if modification causes an increase in the Local Sponsor’s cost sharing responsibility. 

· The PM is the primary POC for the District Commander on all assigned project activities.  This includes requests for information, public meetings, project meetings and other related activities. The PM will respond to and ensure proper coordination to actions involving staff of the District, Division, HQ, Congressional and customer. The PM shall assure the District Commander that the issue resolution is a consolidated position, reflecting the best advice and counsel of all of the District elements.  If there is a dissenting opinion, the PM is responsible to the District Commander that the point of view is properly documented and considered.

· The PM is responsible for the preparation of the yearly schedule for design completion, contract advertisement and award for all assigned projects.  The PM is responsible that these scheduled date are met.

· The PM is responsible for obtaining updated MCACES project cost estimates as required (yearly or with a SACCR) to support budgetary requirements.   The PM also reviews and signs MCACES project cost estimates as PM.  The PM is responsible for obtaining the other MCACES signatures as required.

· The PM is responsible for the identification and facilitation of the resolution of any technical issues that may impact the scope, schedule and cost of the project.

· The PM is responsible for monitoring the cost/budget/schedule aspects of project and forecast change.  The PM makes recommendations for corrective actions that can be incorporated in order to bring the project back in line to the original PSP or PMP schedule.

· The PM assures compliance with the PMP, revising the PMP on a quarterly basis or as needed.  Copies of the revised PSP and PMP shall be kept on file with the Civil Programs Management Section and with the Local Sponsor/Customer.  The PMP sets the Life Cycle Parameters for scheduling, costs and quality and uses these parameters when comparing the actual project execution to the Project Management Plan.

· Monitors the projects’ progress using the established project performances measurements.  Using these measures, the PM is identify, as early as possible, issues that may impact project performance and customer satisfaction and makes specific recommendations for corrective actions.

Marketing Duties:

· Markets district services to customers in coordination with team members and the Marketing Manager.

· Actively promote, market, and develop the District’s services and capabilities to existing and potential customers.  Maintain awareness of all Corps activities within assigned programs or area of responsibility.

Construction Duties:
· Attend on at least a monthly basis with the Area/Resident Engineers to conduct a monthly joint review of contract action along with representatives from the Contractor.
· The PM’s will discuss the obligation and expenditure requirements on at least a quarterly basis of all the contracts to assure that adequate funds are programmed to the project.  The PM’s will also discuss with the Area/Resident Engineers construction progress towards critical milestones and commitments made to higher authority and customers.  Changes in the completion date of the contract, other critical milestone dates, or changes to the estimated cost of the contract should be coordinated with the Project Manager before definitization. 
· Participates in the inspection of each contract and notifies the local sponsor/customer of the scheduled Pre-final inspection date so that they can participate.
. 












PAGE  
2

