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DEPARTMENT OF ADMINISTRATION



        Real Estate and Construction Services (RECS) 
SW-08d Standard of Work for Project Management-Construction Phase
Standard for:


Best Practices for managing the construction phase of a RECS project

Purpose:

Standardize project management practices, tasks and processes around RECS’s mission to provide excellent customer service, quality, total / life cycle ownership; and compliance with statutes covering state funded projects.

Background:

Construction contracts are executed by Materials Management Division (MMD) in coordination with Real Estate and Construction Services.
References or related documents:

RECS-CT-01 Contracting Policy
RECS-CT-02 Vendor Reporting Policy
Standard: 
	Step
	TASK
	RELATED DOCS
	RESPONSIBLE 

PARTY

	
	MANAGEMENT TASKS
	
	

	1
	The RECS PM manages the consultant and contractor during the construction phase to ensure the project is meeting the established cost, schedule, quality, safety and customer satisfaction requirements. Best Practices include communicating the expectations to the consultants and contractors so that they can perform to the expectations.
	Project Management Plan

 
	RECS PM

	1a
	Conduct a pre-construction meeting to cover all primary project and contract requirements.  (See pre-construction meeting template for topics to address).
	Pre-con meeting template
	CONSULTANT presents at Precon with RECS PM providing State input

	2
	The Consultant  Designer, in coordination with the RECS PM, formulates and updates a Project Management Plan for the Construction Phase. Review the DE & SA procedures. 
	Project Management Plan
	RECS PM

CONSULTANT

	3
	Require that all members of the team read and understand their contracts.
	Contracts
	RECS PM

	4
	The RECS PM needs to re-establish who the decision makers are for the Customer as well as the consultants and contractor working on the project. Expectations need to be communicated so that decisions are made that are critical to the project. The ability to get timely decisions will ensure a successful project. The communication plan should be formulated.
	Project Management Plan and Communication Plan
	RECS PM

	5
	Identify the communications procedures for the project team to ensure that there are minimal miscommunications. Implement minimal time requirements for the project team to answer questions or perform their management tasks to keep the project on schedule. This includes the State getting answers to the consultants or contractors or making decisions in a timely basis. 
	Project Management Plan and  Communication Plan
	RECS PM

	6
	The RECS PM and Consultant Designer familiarize the contractor and subcontractors with the State’s Project Management Software System and implement the system for use by the design team and construction contractors.
	Project Management Software
	RECS PM

	7
	Make sure that the scope of work is clearly defined so that the user agency/ customer, consultants and contractors are aware of the tasks to be completed. 
	Scope of Work
	RECS PM

	8
	Modify the responsibility matrix template for each project so that the project team members know what their role is and can execute their duties. The Consultant Designer is responsible for setting up the responsibility matrix to ensure that everyone on the project team knows their responsibility as well the other members of the team.  The RECS PM shall review the responsibility matrix prior to publishing.
	Responsibility Matrix Template.
	RECS PM

	9
	Provide or facilitate periodic project reports to stakeholders, including Agency Executive.  Keep Agency Executive, Construction Program Operations Manager, and user agency/customer informed on all cost, scope and schedule changes to project. Note: Any deviation in schedule or cost that negatively impacts the project should be reported immediately and action taken to correct the problem. Provide or facilitate periodic project reports to stakeholders, including Agency Executive.  Keep Agency Executive, Construction Program Operations Manager, and user agency/customer informed on all cost, scope and schedule changes to project. 

(Note: Keep customer informed at all times of issues that they may be waiting for answers on. Responsiveness is the key component to customer satisfaction. Example; If you are waiting on an answer from a contractor or consultant to respond to a User Agency/ Customer, let the User Agency/ Customer know that you are working on it and the anticipated timeframe that you expect an answer. If the contractor or consultant  do not get the information to you by that time frame, contact the user agency/ Customer to let them know when the new expected timeframe will be. (It is always best to under promise and over deliver.)
	Reporting forms or media.

Project Management Software
	RECS PM

	10
	Monitor, support and maintain current status and accurate record of progress on assigned projects.  Enter project update information in the division’s project database (Section 3 page 2) monthly or weekly depending on the size of the project. If the project is behind schedule there will need to be a recovery schedule developed and implemented.      
For new projects, utilize the Project Management Software for status updates.  
	Project Database 

Project Management Software
	RECS PM

	11
	Support department and division objectives/goals and report on accomplishments for the division’s quarterly performance report to the Commissioner.  Information to be updated includes schedule and costs, including basis for change(s).
	Report Forms
	RECS PM

	12
	Provide and submit vendor performance reports on consultant and contractor performance on assigned projects. This could include feedback at regular intervals during the project if needed.


	Template Performance Report

Forms, Vendor Performance Policy, Standard of Work for Vendor Evaluations
	RECS PM

	13
	It is “Best Practice” at the beginning of the construction phase to have a Partnering Session with all members of the project team. (Note: If the project delivery method is CM @ Risk or Design/Build then the partnering session should take place as soon as the contractor and designer are selected.) The purpose of this session is to layout the expectations of the customer as well as get commitment from all members on the project team on the project goals. This Partnering session can be informal or formal with the aid of a facilitator trained to perform this role.
	Sample Partnering Session Agenda
	RECS PM

	14
	Enforce Owner’s / State’s rights under the General Conditions of the Contract (as amended by the State).
	Guideline for Exercising Owner’s Rights
	RECS PM

	
	QUALITY ASSURANCE TASKS


	
	RECS PM

	15
	Quality control and quality assurance program to be implemented and maintained by the Project Team through all design and construction phases of Project. Make sure that the contractor has a quality program and make sure that they follow it.
	Quality Assurance Program 
	RECS PM

CONSULTANT

CONTRACTOR

	16
	The key to a good quality assurance plan is the planning, revisiting, amending, and thorough inspection process.
	Best Practice
	RECS PM

CONSULTANT

	17
	Pre-construction meetings are essential to good quality control. Before an activity begins there should be a pre-construction meeting with all relevant members of the project team to make sure that the required quality standards will be met.
	Sample Pre-Construction Meeting Agenda
	RECS PM

CONSULTANT

CONTRACTOR

	23
	Slab on Grade Pre-Construction meeting example: 1 week prior to the date of the first concrete pour there should be a meeting scheduled to review the mix design, sequence of pours, reinforcing, placement, testing and curing of the concrete. The recommended team members that should attend are the Structural Engineer, Superintendent, Architect, Concrete Supplier, Testing Agency and Concrete Foreman.  
	Sample Pre-Construction Meeting Agenda
	RECS PM

	24
	Where applicable there should be a mock-up completed prior to installing the actual product to ensure that the quality standards are met. A good example of this would be completing a living unit prior the normal sequence of finishes to establish the quality level of the finishes. Another would be to install stone finishes on the exterior of the building for the Architect and Owner to view. Work with the Design Consultant to include all required mockups in the specifications to make sure that the contractors bid them.
	Mockup Checklist
	RECS PM

	22
	There should be an inspections schedule established to make sure that the installation process is reviewed at the start of each activity. Usually this is the General Contractors responsibility to make sure that the subcontractors are performing their work to the quality standards in the specifications or the manufacturers recommended requirements.
	Inspections Schedule (as incorporated into Contractor’s schedule)
	RECS PM

CONTRACTOR

	25
	Any manufacturers requirements must be included in the inspection schedule such aS roofs, windows and building envelope installations.
	Inspections Schedule (as incorporated into Contractor’s schedule)
	RECS PM

CONSULTANT



	22
	It is helpful if the General Contractor requires that the Superintendent do quality review with every Subcontractor’s Foreman before they begin their phase of work. This review would include the quality requirements from the specifications, scope of work per the contract and any special requirements per the project.
	Quality Review (as incorporated into Contractor’s schedule)
	RECS PM

CONTRACTOR

	
	CONSTRUCTION TASKS


	
	RECS PM

	26
	Facilitate a pre-construction conference to orient contractors and establish project communications, contract requirements, use of on-site facilities, and set the schedule for ongoing project meetings.

Review specified pre-installation/mock-up requirements.
	Pre-construction conference checklist
	RECS PM

	27
	Schedule and conduct construction meetings in coordination with project team (architects, engineers, customer representatives, contractors) to ensure the orderly progress of work.
	Sample Agenda and Meeting Minutes
	RECS PM

CONSULTANT

CONTRACTOR

	28
	Weekly or twice per month depending on the project Owner, Architect and Contractor (OAC) meetings need to be scheduled and attended by the RECS PM to discuss schedule, budget and any other related issues. Major subcontractors on larger projects may be involved also. 
	Sample OAC Agenda and Meeting Minutes
	RECS PM

CONSULTANT

CONTRACTOR

	29
	Review and Update status information in the Project Database or Project Management Software.  Periodically review status information.
	
	RECS PM

	30

	The Contractor will be required to document the meetings with meeting minutes in a format that establishes who is responsible for the tasks and the date the task is to be completed so as to not affect the schedule.
	Sample Meeting Minutes


	RECS PM

CONTRACTOR

	31
	Every week the RECS PM will need to use the meeting minutes as a guide to ensure that the tasks assigned the prior week are being accomplished by the responsible party.
	Sample Meeting Minutes


	RECS PM

	32
	Periodically review consultant and contractor performance.  Conduct consultant and contractor performance evaluations as needed.
	RECS’s Vendor Performance Policy and Standard of Work
	RECS PM

	33
	If the agency with which the work is being performed for takes an active role then the facilities manager or appropriate person from the respective agency should attend the weekly Owner Architect Contractor  meetings with the RECS PM and others.
	Project Schedule
	RECS PM

AGENCY

	34
	All requested changes need to be priced out with separate labor and materials and formal approval received prior to initiating any changes in the work per the DE & SA. 
	Developing Pre-encumbrance Form and SA form
	RECS PM

CONTRACTOR

	35
	The RECS PM should be familiar with the design documents including all changes and make sure that they understand the scope of work as it may change.
	Design Review 
	RECS PM

	36
	Refer all questions related to interpreting design intent and construction documents to the architect/engineer of record.
	RFI Process
	RECS PM

CONSULTANT

	37
	In collaboration with the consultant architect/engineer, establish procedures for coordination with the customer, architect, contractors and project manager utilizing the communication plan.
	Responsibility Matrix

Communication Plan
	RECS PM

CONSULTANT

CONTRACTOR

	38
	Ensure job site records and regular periodic progress reports are being maintained and updated.
	Sample Progress Report 
	RECS PM

CONSULTANT

	39
	Ensure consultant design team conducts a punchlist walkthrough (including the client agency representative and contractor), records non-conforming or incomplete work, and issues a Certificate of Substantial Completion with all punchlists attached.

Ensure a time limit for completion of punchlist items (final completion)  is stated on the Certificate of Substantial Completion. Verify that the dates of Substantial Completion match those established in the contract. If 30 days lapse between the Certificate of Substantial Completion and Substantial Completion the RECS PM needs to implement a work plan.
	Certificate of Substantial Completion
	RECS PM

CONSULTANT

CONTRACTOR

	
	COST MANAGEMENT TASKS


	
	RECS PM

	40
	Make sure that you are aware of the project costs are that will be charged to your project including all environmental and other associated costs. Fill out and maintain the project budget sheet. Obtain cost estimates from the contractors or a cost consultant with experience of the project type. Utilize the project management software or other accounting procedures to establish the anticipated cost to complete the project. Keep this project cost system updated for a monthly review with Project Executive.
	Budget Sheet/Cost Control System
	RECS PM

	41
	Obtain and review the schedule of construction values from the contractor. Make sure that it is accurate and detailed enough to assess the percent complete for each month’s application for payment.
	Sample Schedule of Values
	RECS PM

CONTRACTOR

	42
	Coordinate with the consultant architect/engineer to maintain change order control. Verify with the Architect and Engineers to make sure that it was not included in the design documents and scope of work. The best way to limit change orders is to make sure that the design documents are clear and well coordinated. There should be a final review of the design documents before bidding to make sure that the documents include everything required and that there are no conflicts. The most common conflicts occur between the mechanical & electrical design with the structural and architectural design. These designs need to be coordinated by the Architect.  
	Best Practice
	RECS PM

CONSULTANT

	43
	Instruct the Consultant Designer to complete the developing pre-encumbrances (D/Es) when a change occurs.  These are to be submitted to the RECS PM who will process the D/E and give approval to proceed with work. It is the RECS PM’s prerogative if the consultant does the Pre-encumbrance and Supplemental Agreement or if the RECS PM does it.


	Developing Pre-encumbrance form.

RECS’s Contracting Policy,  and, 

Standard of Work for Supplemental Agreements to Construction Contracts
	RECS PM

	44
	Monitor the Consultant Designer to ensure they are periodically preparing Supplemental Agreements (change orders) and that they review all change order costs for required cost breakdowns and Overhead and Profit charges.
	General Conditions of the Contract for Construction


	RECS PM

	42
	Upon receipt of a Supplemental Agreement (change order), the RECS PM is to review all change order costs for required cost breakdowns (labor and materials) and Overhead and Profit charges.
	RECS’s Contracting Policy,  and, 

Standard of Work for Supplemental Agreements to Construction Contracts
	RECS PM

	43
	When substitution requests are submitted by the contractor, review consultant architect’s recommendations and make final determinations. Be aware that these substitution requests could result in a lower cost to the contractor and these costs should be passed on to the State.
	No Substitution Request Form
	RECS PM

CONSULTANT

	44
	If excavation is involved in the project make sure that there is adequate sub-surface investigation completed to ensure that the subsurface conditions are identified. Research needs to be completed on the history of the site to identify any hazardous materials suspected or known on the site. If there are hazardous conditions that exist the proper procedures need to be followed for removal and disposal.
	Subsurface Exploration Standards./

Hazardous Materials Procedures
	RECS PM

	45
	Ensure that consultant architect/engineer of record observes work as it is being performed, until final completion and acceptance by user agency/customer; and that materials furnished and work performed are in accordance with working drawings and specifications.
	Field Observation Report
	A/E Consultant

	46
	Review and process all applications for payment by involved contractors and material suppliers in accordance with terms of contract.


	Request for Payment – Construction Contracts.  Standard of Work for Contract Payment Requests Application Procedures
	RECS PM

	47
	In collaboration with consultant architect/engineer, make recommendations for and process requests for changes in the work and maintain records of change orders and claims.


	Contracting Policy and Standard of Work for Construction and SA Contracting
	RECS PM

	48
	In collaboration with consultant architect/engineer, establish and maintain an effective cost control system, monitoring all project costs.  Schedule and conduct appropriate meetings to review costs and be responsible for providing periodic reports to the project team on cost status.
	Project Budget
	RECS PM

	
	SCHEDULE MANAGEMENT TASKS


	
	RECS PM

	49
	The General Contractor is responsible for developing the program schedule with input from the owner, consultants and contractors. Include, among others, principal Project activities, milestones, required actions and tasks by the State Project Team to complete the projects as indicated in the Project Schedule including key approvals and deliverables. Include the submittal procedures to ensure that long lead-time items are identified and time is allocated for submittals, approvals, fabrication and delivery.
	Contract Schedule
	RECS PM

CONTRACTOR

	50
	Ensure updates to the master schedule to show actual versus planned progress, with an explanation of differences and corrective action needed and/or underway. 
	Contract Schedule
	RECS PM

CONTRACTOR

	51
	Continue close monitoring of project progress schedule, coordinate and provide periodic status reports to project team and Agency Executive for each project.

	Contract Schedule
	RECS PM

	51
	In collaboration with consultant architect/engineer, establish and implement procedures to be followed for expediting and processing all shop drawings, samples, catalogs, and other project documents.

	Submittal Procedures in specifications
	RECS PM

CONTRACTOR

	52
	Monitor and report on construction progress. This will require site inspections by the RECS PM to make sure that the progress report is accurate.

	Field Observation Report
	RECS PM

	53
	Review and analyze change order impacts on schedule with architect/engineer of record.

	Project Schedule
	RECS PM

	54
	Analyze and finalize the construction schedule in coordination with the design team and user agency/customer. Facilitate schedule recovery as needed.

	Contract Schedule
	RECS PM

CONTRACTOR

CONSULTANT

	55
	Inform RECS management of any significant contractor claims or issues that arise.
	RECS requirement
	RECS PM

	56
	Review consultant and contractor performance.  Conduct consultant and contractor performance evaluations as needed.
	RECS’s Vendor Performance Policy and Standard of Work
	RECS PM

	
	
	
	


Process for revising standard:


Submit electronic document of this standard with tracked and redline changes.
Date: Jan 20, 2009
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