CHAPTER ELEVEN

Construction Period Schedule Control


11.1.
Overview.  This section presents several aspects of schedule control during the project construction period.  Its intent is to provide both VA experience on the subject as well as specific problem areas, procedures and solutions.  It must be pointed out that loss of schedule control affects cost as well as time.  It also affects various parties not directly involved in the contract, including the VA Medical Center, local municipality, utility providers, and equipment and furnishing providers. In addition to others, the Contracting Officer monitors construction progress by reviewing monthly CPM status reports.  If the progress approaches 30 days behind schedule, the Contracting Officer will inform the Project Director who will institute monthly conference calls to include the Contracting Officer, PM and SRE.  They will determine actions to prevent further slippage, and bring the project back on schedule.

11.2.
Schedule Control.  The VA has a long tradition of progressive and proactive schedule control.  Our NAS specification was developed to control construction schedules to provide the following:

A.
On time completion

B. Time extension analysis tool

C. Claim defense

D. Accurate VAMC planning 

VA feels that schedule control means project control.  Given the large number of claims that are delay based, we also feel that schedule control translates into claims avoidance.

MSProject schedule system provides a useful tool for schedule control, especially on multi-phased projects. 

11.3.  Project Manager’s Responsibilities. The PM is responsible for management oversight and coordination of the following: 

A.
Consultant approval - The Consulting Support Office (183A) recommends to the Contracting Officer approval/disapproval of the proposed CPM Consultant based on review of past performance, qualifications and references.  The PM prepares the approval letter for the Contracting Officer or requests additional information.   

B.
Schedule approval - The Consulting Support Office reviews activity duration, project duration, phasing compliance, and cost distribution as well as a cost distribution curve.   VA review and approval duration is verified.  The PM prepares the approval letter for the Contracting Officer or requested revision letter.  

C. Time request requirements - The PM works with the RE advising the contractor before submission of required information.  The PM and RE reviews submission for activity sequence, proposed duration, total float available, total float consumed, and net impact.  The PM checks to be sure correct project status is used.  Request computer analysis from (183A) if necessary.  Advise the contractor of allowable costs prior to analysis development.  Prepare change or advise contractor of problems.

D. MSProject schedule model and update.

11.4.
Phasing Plan Revisions.  The RE manages phasing plan revisions.  
The Project Manager is involved when requested by the RE or when necessary.
  

A. Client (VHA, VBA, NCA) requested revisions:
The Office of Facilities Management’s objective with client requested changes is to satisfy the client’s request without extending the project completion date.  The PM and/or RE will need to carefully negotiate individually with the client and the contractor to ensure the OFM objective can be reached.  Detailed agreements between OFM and the client and OFM and the contractor should be drafted and signed by the affected parties.  

B. Contractor requested revisions:
The Office of Facilities Management objective in contractor requested revisions is to ensure that the revision does not impact client project activation plans and/or operations.  The PM and/or RE shall coordinate the contractor’s request with the client and acquire the client’s commitment to the revision.  The RE and/or PM should check the contractor’s requested revision for the following:
1. Access to occupied areas has not been compromised

2. Parking access has not been compromised or unacceptably reduced

3. Noise and Disruption contemplated will remain within the contract requirements and/or will meet client operational needs or activation needs

4. The change is a benefit to the VA

5. The change covers all relevant issues

                       Coordinate with Chapter 8 requirements.


11.5.
 Anticipate Schedule Problem Areas.
A. Critical Procurement Items (such as generators, elevators, chillers, fire alarm, nurse call, switchgear, etc.): The PM should maintain an awareness of these items via the schedule updates, conversations with the RE, RE correspondence that references critical items, and  the Paragon project management program.

B. Overdue Submittals:  The RE advises the contractor of overdue submissions.  The PM should be aware of overdue submittals and where the delay lies.  If necessary, the PM may need to advise the AE of their responsibilities for timely reviews.  The PM should help the RE to mitigate overdue submittals.

C. Weather Delays:  PM should make every effort with all parties to reduce the affect of weather delays.  One option to consider is sharing costs of temporary items to reduce time affect on critical path.

D. Activation Items (such as communication lines, furniture, VV equipment): The PM and RE shall work with the client and their contractors as necessary to assist the client in activating the project.

E. VC (Government Furnished/Contractor Installed) Equipment:  The RE and PM should verify that VC and KC (Kitchen Equipment Government Furnished/Contract Installed) equipment has been included as necessary in the contract, that the contractor has properly scheduled the installation of VC equipment and that the client is procuring the equipment in accordance with the project schedule.  Storage of the equipment prior to installation should be resolved prior to delivery.

F. Design Changes.  The PM advises the VA Medical Center and the Contracting Officer of the impact of design changes and solicits contractor input.  Significant changes are submitted to the Design Change Review Board.  The PM shall provide the board with the request 60 days prior to the point that progress is impacted.  

G. Strike:  PM shall verify with the RE and/or Client that a gate is provided for unrestricted access.  The PM and RE need to be sure that VAMC works with the contractor to set up gates as required to provide access.

11.6.
Requests for Additional Time to the Construction Contract Duration.  Time requests or extensions to the construction contract time can be based on several reasons.  The contractual Network Analysis System (NAS) specifications state the basis and procedures for extensions.  In part it states: 

1.12 
ADJUSTMENT OF CONTRACT COMPLETION:

A.
The contract completion time will be adjusted only for causes specified in this contract.  Request for an extension of the contract completion date by the Contractor shall be supported with a justification, CPM data and supporting evidence as the Contracting Officer may deem necessary for determination as to whether or not the Contractor is entitled to an extension of time under the provisions of the contract. Submission of proof based on revised activity/event logic, durations (in work days) and costs is obligatory to any approvals.  The schedule must clearly display that the Contractor has used, in full, all the float time available for the work involved in this request.  The Contracting Officer's determination as to the total number of days of contract extension will be based upon the current computer‑produced calendar‑dated schedule for the time period in question and all other relevant information.

B.
Actual delays in activities/events which, according to the computer‑produced calendar‑dated schedule, do not affect the extended and predicted contract completion dates shown by the critical path in the network, will not be the basis for a change to the contract completion date.  The Contracting Officer will within a reasonable time after receipt of such justification and supporting evidence, review the facts and advise the Contractor in writing of the Contracting Officer's decision.

C.
The Contractor shall submit each request for a change in the contract completion date to the Contracting Officer in accordance with the provisions specified under Article, CHANGES, in the Section, GENERAL CONDITIONS.  The Contractor shall include, as a part of each change order proposal, a sketch showing all CPM logic revisions, duration (in work days) changes, and cost changes, for work in question and its relationship to other activities on the approved network diagram.

D.  All delays due to non-work activities/events such as RFI’s, Weather, Strikes, and similar non-work activities/events shall be analyzed on a month-by-month basis.
The contractor is responsible for updating the schedule to reflect the project’s progress.  The project is normally updated once a month, at a time agreed to by both parties.  

The contractor’s CPM Consultant inputs fragnets showing the effect of modifications into the CPM diagram.  The updated network must indicate the modification has used up project float and directly affected the predicted completion date and the extended contract completion date of the project.  

(In simplistic terms, a time extension may be considered if the updated schedule without modifications vs. the updated schedule with the modifications indicates a different predicted completion date.)

If the analysis indicates that the contractor is entitled to additional contract time, a modification with the additional time should be issued.  A unilateral change order with money and time should be issued if the VA believes, based on analysis, that it has affected both the extended contract completion date and the predicted contract completion date. 

11.7.
Response to Unacceptable Progress.  Request revised schedule whenever project slips.  The RE, with the concurrence of the PM, recommends to the Contracting Officer the retention of funds when progress in not satisfactory.  Advise the contractor that liquidated damages will be retained.  Request detailed recovery schedule from the contractor.  Recovery schedule should list planned multiple work shifts as well as milestone dates.  Make clear to the contractor that VA must protect its interests.  The PM advises surety of the situation.  Surety must be advised of possible adverse action that would affect status of performance bond.  

The PM provides notification of potential slippage to the Project Director.  The RE issues monthly letters to contractor and AE listing late items.  Track system certifications and T&B reports.   Don’t let outstanding certifications go until it is too late.  Request that contractor pre-inspect elevators and major equipment items. Request that the contractor prepare an inspection check list and pre-check all areas.  Request that a copy of pre-check list be submitted with the inspection request.  Plan inspections to minimize the effect of the specific item of incomplete work.  Prepare the master inspection schedule.  Collapse phasing to maximum possible extent.  When meeting performance date is in doubt, rearrange phasing if the VA Medical Center and contractor are agreeable.
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