CESAS-DP






                      12 May 2000

SAVANNAH DISTRICT

PROJECT MANAGEMENT BUSINESS PROCESS

WORK ORDER SYSTEM GUIDANCE 

1. PURPOSE:  This guidance generally covers implementation of a Savannah District work order system in compliance with the Commander’s PMBP Policy memo of 7 July 1999.  The system will be used to manage workflow between and within technical divisions and certain administrative offices that are funded directly by projects.  The system will be used to share project information among the Project Delivery Team members.
2. GUIDANCE: The ultimate intent is to provide a system to manage task schedules and budgets by project and organization.  Also, the system would be used to assess manpower requirements and workload of action offices.  The attachment provides more detailed information on the need and use of this system.
3. SCOPE: This guidance is applicable to the following offices: PM, EN, CD, PD, RE, OP, CT, and SO  
4. PROCESS: Overall management of the work order system will generally be the responsibility of Civil Works Programs Management Section and Military Programs Management Section in coordination with technical divisions and certain administrative offices.  Work orders will be issued primarily by any person (PMs, Operations Managers, Real Estate staff, etc.) requiring technical services from another office in the district.  The scope, schedule, budget, and expected quality will be defined in the work order by negotiated agreement between the issuer and Action Office performing the work. The respective Programs Management Sections will certify availability of funds and monitor execution along with the issuer and Action Offices.  Formal work orders will only be needed for tasks that are estimated to cost more than 3 days of labor.
5. REVISION:  This guidance will be updated annually or as needed to reflect changes in process.  Programs Management Sections will be responsible for coordinating updates with participating divisions and offices in addition to the Resource Management Office.
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SAVANNAH DISTRICT

PROJECT MANAGEMENT BUSINESS PROCESS

WORK ORDER SYSTEM

INTRODUCTION:

This paper provide a discussion on what a work order system encompasses and generally how it is executed to effectively assist in management projects.  

The Savannah District will implement an automated work order system that will be uniformly used throughout the District.  The intent is to implement an automated system, which can be used to manage workflow and specific tasks between technical organization for execution of projects consistent with the Project Management Plans. It can also be used to assess organizational workload requirement and thereby help PMs and Action Office managers more efficiently management District manpower and other resources.  
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The following diagrams show examples of issuing of work orders by PMs and Operations Managers.

WORK ORDER PURPOSE AND USE:  
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The purpose of work orders is to clearly define the services to be accomplished in compliance with the Project Management Plan and Network prepared for a project.  During the course of a project, the required work needs will be specifically identified, planned, and controlled.

Project may have a number of work orders/tasks as defined in the network for each product that is produced.  A specific task is the responsibility of a specific Action Office to execute by work order.  The following diagram shows the hierarchy of the project.
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The Savannah District will use work orders as a means to define scope of tasks, funding requirements, and schedule for specific tasks to be performed on a project.  Work orders are used for internal management and symbolize contracts between project management and technical organizations within the District.  Once the two parties reach agreement in preparing the scope of tasks the work order is concurred upon by various levels of management and work begins.

Issuing the work order and starting work comprise just the initial phase.  Compliance with the work order must be monitored during the agreed upon schedule in case clarification of the work order is necessary.  There may be adjustments needed in scope, funding, and/or an official amendment to the work order.

A computerized reporting system is under development to be used by those involved in managing the work order to track funding and schedule and assess organizational workload.  Determining physical progress on a work order results from monitoring work orders and continued discussion between project managers and technical staff.

WORK ORDER PREPARATION:

How you prepare, coordinate, and negotiate your work order will have the greatest impact on whether the work required will be accomplished in the most efficient manner.  The following paragraphs concentrate on what would be considered prior to issuing a work order.   The most important aspect is that everyone participating in the project should be provided with a clear understanding of the overall project direction and their specific roles.

What Does the Project Management Plan (PMP) require?

Before preparing a work order you must clearly understand the overall plan for the accomplishment of the project contained in the PMP.  The quality of the work must be well defined as it will vary depending on what phase the project is in.  Misinterpretation or failure to include all of the items or properly define the quality of the service can cause false starts, wasted effort, and dissatisfaction among participants on the Project Delivery Team and ultimately the project sponsor/customer who shares in the cost of overruns.  Misdirection, or action on one work order, will likely cause a domino effect on other work orders, which are either being accomplished simultaneously or subsequent to one another.  There are many ways to reduce the risk of misunderstandings, delays and increased cost.  The primary way is to execute a work order that is clearly defined and coordinated with Project Delivery Team members involved in the use of the work product. 

WORK ORDER DEFINITION:

Information Gathering

Gathering all of the information needed to produce a concise work order can be tedious.  However, a well-structured and complete work order will result in fewer false starts and future changes.

For What Activities Should a Work Order be used?

For work activities, which are estimated to cost less than 3 days for hired labor, a work order should not be required.  For all other activities, a work order should be prepared to assure that the work is adequately funded and agreed to by appropriate levels of management.

Checklist in Preparing Work Orders

The following checklist can be used to identify information needed to clearly define the work order.  Some of the items on the list are not required to actually write a work order but will assist in understanding and complying with the overall Project Management Plan.

· Do you have or need a concise definition of the technical requirements the scope must satisfy?

· Have you identified or do you expect any unrealistic technical performance requirements to be imposed?  Do you have recommended modification or alternatives to solve these problems?

· Can you satisfy all the technical requirements?

· Does the scope require any novel technical developments?

· If certain technical requirements are believed to threaten cost or time delays, have you identified the potential problems?

· If you are proposing deviations, have you included complete rationale?  Have you dealt with benefits in terms of enhanced performance, lower costs, earlier delivery, or simpler maintenance?

· Have you identified the major technical problems that must be solved?

· Have you identified all the codes and standards you must satisfy for the level of quality that must be achieved?

· If you have areas of technical weakness, can you clearly indicate how you will compensate for those weaknesses?

· Do you have the available qualified technical and professional staff to satisfy the workscope?  Can you relate your staffing estimates to your manpower?

· Do you need to coordinate the scope with other offices to assure consistency with other work orders?

· Is the office responsible for performing the work in agreement with the work?

· Have you identified checkpoints during the performance period to assure the quality and timeliness of the service?

· Have you identified information that is needed by the office responsible for performing the work and when it will be provided?

· Have your team members read and understand the PMP?

· Have you assured that the scope is consistent with the PMP?

Work Order Contents

The contents of a work order are important since it forms an internal contractual agreement and will be continuously referred to for clarification on how to proceed with work.  The work order defines:

· What is the scope of work?

· What quality is expected?

· What additional data is needed to complete the work?

· What output is needed?

· What information is available?

· Who will approve the work order?

· What agreement the parties have reached?

· Who will be responsible for performance?

· How will work be accomplished?

- Hired Labor
- Other Agency

- Contract

- Other Corps

· When will work start and be completed?

· Who is the output to be provided to?

· How much funds are required?

Negotiating the Work Order

The negotiation phase involves a discussion by two primary parties (PM and Action Office) preparing the work order.  All aspects of the work order must be agreed upon to assure the schedule will be met and costs will not exceed the amount available.  Negotiation also involves arriving at a common understanding of the service to be provided.  Many times the two parties cannot reach an agreement on cost or schedule due to a misunderstanding of the level of detail or scope.  In such cases the next level of management should be brought into the negotiation.

Prolonged negotiation can be costly to your and others’ schedules.

Approval

Approval or concurrence by management is important in obtaining their support for the work that must be accomplished.  The Action Office managers are responsible for assigning staff to execute the project and must be committed to achieving the work within budget and schedule.  The PMs are responsible in assuring that all work orders issued for a project are interrelated and comply with the PMP.  Appropriate Programs staff must certify that funds are available to execute the work order once it is issued.

PREPARING THE WORK ORDER:

The following is a basic format of what should be covered in the Scope of Work:

· Scope definition

· Relation to PMP

· Item of work to be accomplished

· Consistent with sponsor/customer agreements

· Requirements

· Technical

· Data

· Special instructions

· Relationship to other work orders

· Assumptions

· End service

· Schedule

· Budget 

· Agreement

Scope Definitions

Work definition should describe the major elements of work.  The work definition should relate directly to the work breakdown structure.  The scope should discuss how it relates to the PMP for the project and accomplishment of project objectives.

Requirements

Special technical requirements should be specified in the scope.  These may be those of the local sponsor/customer or higher headquarters of outside agency reviewers that must be complied with.    There should be a discussion on how and when the output from this scope will be used in other related work orders.  For example, work orders for Economics, Design, and Environmental are dependent on the output from Hydrology work being provided at a specific time.  Also, a great deal of effort and cost can be saved by listing what technical data is available or when it will be available to perform the work order.  There should be intermediate milestones and/or end products indicated in the scope.  In this way, completion of work can be readily identified and a cost and schedule assigned to it.  Long periods of several months with no intermediate milestones should be avoided, as measurement of progress in these cases is difficult.  If follow-up is not performed, it is likely that at the finish date the services will not be completed.

Assumptions

Many times it is necessary to make assumptions on uncertainties.  You should identify and list the critical assumptions that will be made in order to accomplish the work.  For instance, assumptions might include the contour interval used for surveys depending on the level of detail required, the economic life of a project, the geographical area to be covered for mapping a potential flood plain, or method used to perform flood routings.  The reasoning for making the assumption should be specified.  The Project Manager should recognize that there are uncertainties and risks that must be considered.  All projects and activities have some areas in which sufficient information is unavailable and some definable uncertainties that the Project Manager should be aware of.  These uncertainties should be discussed in the work order.

End Service

The end service, or what is the expected result from the work order, should be indicated in the scope of work.  The end service could be survey, geotechnical studies, P&S, frequency curves, annual damages and benefits for specific reaches, an appendix to a report, an M-CACES cost estimate, or an environmental assessment.  Also included should be a statement of what is expected in terms of quality and completeness.

Budget

The PM must ask himself or herself when the need for certain services on a project or study was initially determined.  The work to be performed this year by work order was likely planned long ago. The quality of the estimated cost and schedule at that time may not be as good as the one that could be computed today.  Nevertheless, for Civil Works projects work must be scheduled and budgeted several years in advance to assure that adequate funds are received in the current year.

Determining the task budget requires the Action Office prepare a detailed estimate of cost.  The estimate should be computed based on the specific staff to be assigned to the work and determining the effort in days they will expend to complete the work.  Also, the receiving party must estimate miscellaneous costs such as per diem, vehicles, and reproduction.  If the work order specifies work to be performed by other agencies or other Corps offices, the estimates should be obtained from those offices.  Contract work must be based on knowledge of actual cost for similar work recently completed.

Schedule

The schedule for the work must be consistent with the PMP and network as defined by the PM.  Any deviation in schedule must be agreed to with the PM and technical element.

Agreement

A statement should be included in the Scope of tasks as follows:  “This work order has been negotiated and agreed upon by (PM name) and (Action Office person name at the working level).”  This requirement defines accountability for the task.

MANAGING THE WORK ORDER:
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The responsibility for managing work orders is shared between the Project Managers, Programs Managers, Action Offices, Project Delivery Team members and functional managers.  This will be accomplished by automated reporting of progress in comparing actual cost vs. budget and schedule in addition to management by walking around.
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