CHAPTER SIX  

Design Period Schedule Control 


6.1.
Overview.  Clients expect the Office of Facilities Management (OFM) to deliver their projects on time.  Delays are costly and inconvenient.  The Project Manager (PM) works closely with the client establishing a realistic, attainable schedule.  The PM should establish individual design controls allowing adequate “float time” during the design and bidding phase in the event of unforeseen delays.  The PM is essentially the only individual on the project team who can effectively control the schedule; both for various (phases) contract awards and for the over all project.

6.2. 6.2.
Project Schedule Control.  Control of schedules is difficult.  IDQAE personnel have replaced technical support staff.  As a result of these changes, there are many competing tasks, events and requirements, which can delay a project during design.  The PM must remain alert to these issues and manage them in concert with the schedule.  The project schedule should be consistent with the Operating Plan.  




6. 3.
Project Schedule Development.  A project schedule is developed at the earliest time after the project has been identified and approved in the budget.  The PM may be called upon to provide a schedule for design and construction in the Capital Asset Application process.  The PM will develop a schedule using “Microsoft Project”.   The PM must be aware that the time-frames established at the initiation of the project schedule will be captured in the formal Construction Management Information System (CMIS) document, which tracks the project.       

6.4.
Creating Project Schedule.  The schedule is initially supplied by the PM when requesting the AE cost proposal.  It displays duration of activities from predesign through final construction.  Since the PM is involved in all activities throughout the project, the PM must update CMIS and other schedules if dates or durations change. See Chapter 7, Construction Procurement, for more information on each of these tasks.  In creating the MS Project  schedule, the PM must:

A. Schedule drawing submittals for review.  The design reviews are held at the VA Medical Center (VAMC).  The review team includes the design AE, IDQAE, RE staff (participation is desirable), and VAMC personnel.  Dates must be constantly revised based on progress of design and other influencing considerations.  Schedule a partnering or kickoff meeting with the design AE and other team members (RE, VAMC staff, etc).  An executive session briefing the VAMC and VISN Director may precede and/or follow.  Schedule distribution of review documents list based on needs of VA reviewing design team (IDQAE) , VAMC staff, and RE staff.
B. Schedule peer reviews as appropriate.  Direct the reviewing IDIQAEs to utilize the review checklists. 
C. Schedule Technical Clearance signoff completion to allow for the approval process to proceed through Central Office.  Additionally schedule VAMC Director approval of project design, phasing plan and bid alternates prior to Central Office approval to Issue the RFP.  See Chapter 7, Construction Procurement, for all required tasks to be accomplished for procurement.

D. Schedule bid alternates development, which should be approximately 10% of estimated base construction cost, so CDs clearly indicate alternates if accepted and not accepted.  See Chapter 5 for information on Alternates.

F.
Schedule and contract for a Certified Industrial Hygienist) (CIH) to perform complete investigation for asbestos, lead paint and other hazardous materials with sufficient lead time for any phasing implication resolution and to coordinate all asbestos/hazardous waste- related information in the bid documents.

G.
Verify that information, such as borings, geotechnical reports, topographic data, etc., will be available prior to the design decision for foundation type.  Required input from a Geotechnical Engineer should be considered in this schedule timeframe.   

H.
Schedule time to prepare specifications “front end” package.  See Chapter 7 for Construction Procurement activities including the specifications.  The front end includes all specification sections modified to meet the details of the specific project.  These are General Conditions, General Requirements, NAS, etc.  The specs must be updated to reflect the method of procurement; i.e., design-build, design-bid-build, or any determined manner of source selection.  The PM must consider if the project is to be an 8(a), Small Business Administration (SBA) set-aside or Unrestricted (large business) solicitation and appropriate documentation completed and signed by the Small and Disadvantaged Business Utilization Office.  
I.
Schedule time for the Contracting Officer to review the specifications front end.  This procedure can be accomplished via electronic means.  General Counsel must also review the specifications package.  This requirement is handled through the contract administration staff.  The PM must provide to the contract administration staff two (2) hard copies of the specifications package.

J.
Schedule dates for Pre-Bid conference.  This information must be included on the Pre-Solicitation Form.
K.
Schedule and identify the publication date of the IFB (Invitation for Bid / Pre-Solicitation Notice/Request for Proposal).  The PM must schedule the advertisement of the project in the appropriate federal publication.  The Commerce Business Daily has been replaced as the official government form of public notification of contract actions.  The Federal Business Opportunities (FedBizOpps)  is now the federal government wide source of public notice on contract actions.  Also refer to VA BOS at VA BOS.   Edit the material as per requirements of 7.7.20.
L.
Schedule Bid Documents release date.  By Federal Acquisition Regulation (FAR - Chapter 6), this date must be a minimum of fifteen (15) calendar days after the publication of the IFB. 
M.
Schedule Bid Opening date.  By FAR (Chapter 6), this date must be a minimum of thirty (30) calendar days after bid documents are released and made available to the public.   

N. Schedule Construction Contract Award Date.  The PM must consider the time frame to prepare approval documentation, Congressional Notifications and other support data.  The PM must consider the time frame for routing this approval paperwork through VA Central Office for signature authority.

O.
Schedule Pre-Construction Conference Date.  This exact date will be contingent on the Contractors submittal of bonds. 
P.
Schedule Notice to Proceed (NTP) Date.  The contract administration staff prepares the Notice to Proceed paperwork.  The contractual duration starts when the contractor signs the NTP.  The NTP can be hand carried by the PM to the Pre-construction Conference for signature by the contractor at that time.  The NTP can be mailed to the contractor after the Pre-Construction Conference.  The PM should verify with the contractor which method of formal notification the contractor prefers.  

Q.
Schedule Construction Contract Completion Date.  Work with the CPM Staff and the AE.  Develop a contract length based on project complexity, i.e., size, construction methods, phasing limitations, unusual procurement issues, known labor availability issues, etc.  
See 6.5 below.

6.5.
Set Contract Length.  The construction contract length is established based on several factors:

A. The complexity of the construction project.  The complexity of the project may or may not be directly associated with the projected construction cost of a project.  This fact is important to recognize.  A $4M renovation of an existing, active surgery may be more complicated that the construction of a $10M nursing home.   Impact of design/build process should be considered as well.
B. The location of project site.  As stated above, cramped confines of an existing surgical suite, lack of access, and active functions above, below and adjacent will impact duration of the proposed construction timeframe.  An open land area at a “campus” facility, offering unrestricted access for the construction of a large dollar project may be accomplished in a shorter duration.   

C. Required construction phasing to meet clients needs for continued operation during the life of the construction.  Staff and patient use of an existing structure may have the greatest direct impact on the proposed duration of a construction project.  The needs of the patients are paramount.  Phasing sequence must be realistic.  The PM must advise the AE at the inception of the design that phasing is being considered.  Utility services (mechanical, electrical and most critically plumbing) are to be considered in the design.  The PM must involve himself at the start of the project design.  The AE is not as experienced as the PM in work sequencing and operational impact on the facility or the utilities affected. 

D. The time of the year when the Notice to Proceed is issued.  This issue of weather has a great impact on the proposed duration of a project.  A construction contract awarded at the start of the new fiscal year, in a northern climate, will be directly impacted.  Excavation, utility construction and concrete placement activities will take longer in winter than in the other three seasons.  Additional time could be added to the duration before the project goes on the street for bid.  When the PM believes weather conditions will be encountered he should recommend additional time be added to the contract duration.

E. Labor conditions in the local construction area and the availability of critical materials.  The PM, if aware of these two items, has a duty to consider their potential impact to the overall construction contract duration.  The AE should perform market surveys of the local area.  If results indicate a saturated market, the PM should recommend additional time be added to the contract duration.   

F. Other projects at site, which may directly or indirectly affect the project.  The Medical Center or VISN Construction Coordinator can provide this information.  Close cooperation between the client representative and the PM is critical to the success of a project.

G. Negotiated Contracts.  Contract length may be negotiated along with contract cost.  
6.6.
Telephone Acquisition.  This is not a formal procedure but a reminder  to the client that portions of telephone and ADP equipment purchase are the responsibility of the client.  OFM provides cable tray/conduit and cabling in projects.  The PM provides this plan to assist the client.  The PM should offer the services of the ADP and Telecommunications Specialists from VA Central Office to the client.  In the future, the construction contract may provide switch and handsets to create “turn-key” operation for telephones acquisition.
6.7.
Assist Medical Center with Equipment Acquisition Plan.  See Chapter 5.7 and 5.8.  Early in the design the PM should consider in the schedule time to allow the AE to prepare an equipment acquisition plan indicating CF (construction funded) equipment: CC, VC or VV .  This equipment acquisition plan should identify equipment purchased by the client, under medical care funds (previously known as “activation funds”) to be incorporated into the project.  
6.8.
Prepare Phasing Plan.   The Medical Center Director must approve the final phasing plan.  The PM should become directly involved in the preparation of a construction contract phasing plan during all document design stages.  The final phasing plan is submitted as part of the CD / RFP documents submittals.  The plan must be approved (via the VA Medical Center Director signature) before the contract documents may be put out on the street for bid.  The phasing must reflect:

A. Clients needs to function during the construction project

B. Constructibilty of the project.
C. C.
Realistic work sequencing.  
The Contract Phasing is in the specifications.  a phasing drawing with phasing plans is included in the drawings or specification.  Phasing can drastically affect the cost of the project.  The purpose of phasing is to limit the contractor’s access to areas of the project at various time frames related to other areas, so that the medical center may function during (primarily renovation) construction.  Developing the final phasing plan is a balancing act because overly intricate phasing (those plans which severely limit the contractors schedule) will evolve very high overhead for the contractor, reflected in the bid price.  The contract schedule will be lengthened, and that effects all overhead, from the contractor’s rental of office space (his own and the RE trailer) to superintendence to higher estimated escalation due to the inability to estimate out years.  Additionally the design of the new systems to be installed is effected by the phasing plan.  More building equipment may be required to support the independent functioning of smaller areas required by the phasing plan.  When preparing phasing remember that existing systems design must be taken into account.  Every area (phase) must be supported mechanically and electrically if phasing is correctly developed.  In order to control these phasing costs, the planning must start at the earliest stages of project development.

6.9.
Coordinate CMIS.  The Resource Management Office (182) maintains the Construction Management Information System (CMIS).  The CMIS Report is used to inform VA management and outside interests on the background and status of major construction projects and the award of their various contracts.     CMIS sheets  will be electronically transmitted to the PM on a monthly basis.  The PM is then responsible for providing accurate information.  Dates, names, notes, etc., should be updated to reflect the actual pursuit of the project schedule.  The PM should then electronically transmit the updated CMIS sheets to their Project Director.  The Project Director will review, and revise if necessary, and forward the CMIS sheets to (182A) for input in the database.   Coordinate with Chapter 5 procedures.

6.10.
Update CMIS Sheets.  A new CMIS report has been introduced to OFM.  This new CMIS sheet will carry the original proposed schedule dates established at the initiation of design and a second schedule reflecting the actual current schedule.  The original proposed schedule dates will be “locked in” based on PM input once the project is funded.  The PM is to update the second schedule reflecting the real schedule.   For review, the PM has access to CMIS through the RAS1 Citrix ICA Client software program.  CMIS sheets may be accessed through location or project number identification.          

The actual dates for the report will be updated monthly through the PMs input into the CMIS report “VA CONSTRUCTION PROJECT MANAGMENT INFORMATION REPORT”.  This report will be sent out to the PMs electronically by (182B).  The PM then has the option of printing the form; making any necessary changes to the actual milestone dates and the “highlights” section of the report (these are to be pen and ink changes) and then fax the form back to Program Resource Office (182B) for accurate input into CMIS.  Or, once received, the PM can make changes electronically, save a copy and send back to Program Resource Office (182A) via email.  It is important to note that in either case, the Team Leader should be copied on the changes.  Coordinate with Chapter 5 procedures.
6.11.
Reportables – See Chapter 5.16
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