CHAPTER TWO

Select /Award AE


2.1.
Overview.  When a project is selected for development one of the first tasks is establishment of the project (construction) procurement approach.  
Design-Bid-Construct, Design-Build, and “Best Value” (Design Negotiate Construct) are contracting methods.  Single Phase, Multiple Phase (multiple contracts) and Contract Phases (phased construction within a single contract) are project execution methods used by Facilities Management.  The approach should be established by the time the Architectural-Engineering (AE) selection process is finalized.  After the AE selection is complete, the selected firm is given a scope of work and asked to submit their fee proposal.  The Project Manager (PM)negotiates the fee and processes the approval for the design contract award.  A Task Order may be used if the design is to be performed by  IDIQAE in lieu of a project specific AE.  The steps involved in these processes are described in this chapter.

2.2. Selecting AE Contract/AE Supplemental Agreement /IDIQAE Task Order. The PM has the opportunity to select a project specific AE or utilize an Indefinite Delivery Indefinite Quantity Architect Engineer (IDIQAE), depending on the project’s scope of work,  the  procurement method selected and dollar value of the AE procurement.  FM Project Management Service has procured  IDIQAE contracts to provide a variety of professional services not available or not appropriately provided by VA Staff or the AE specifically selected for a project.   The IDIQAE contracts may be used for consulting services at any stage of project development and production of design programs, schematic design, and design development.  IDIQAE contracts may not be utilized for production of construction documents (CD) for Major Program projects. They may be used for CD production for NON-major program projects. The Project Manager should always consult with the Contracting Officer for the recommended assignment on an IDIQAE before issuing a Task Order or initial discussions with the IDIQAE are initiated.  If Design/Build has been selected as the project construction procurement method, an IDIQAE may prepare the Design Build Request for Procurement (RFP) documents.   (Design Build RFP documents are not construction documents.)  The selected Design Build firm prepares the construction documents.  Selecting Design Build as a procurement method can save approximately six months of schedule time (for advertising, selection, negotiation and award approval of the project specific AE). 

If Design Negotiate Construct (so called Best Value) or Design Bid Construct is the selected procurement method, an AE must be selected under the Brooks Bill process for production of CD.   It is best practice to use the same AE for all stages of project development (SD, DD, CD) if possible, however at times the need for the shortest possible schedule overrides this practice and an IDIQAE may be used for production of SD and/or DD.  The AE selection process for the project specific AE must start as soon as the potential for a project is established in any case.  If the AE selected is awarded a SD/DD contract only, the PM may elect to procure CD, Construction Period Services (CPS) and Site Visits by the same AE firm if their performance was satisfactory during the SD/DD contract and Congress has authorized and appropriated construction funding for the project.  The project manager with develop the scope of the AE service for construction documents , request a new proposal and negotiated their fee.  Approval to award a Construction Document Contract is then processed by the Project Manager for these services.

2.3 AE Selection.  The PM initiates the project specific AE selection process by electronically notifying the Chairman of the AE Selection Board (181A) that a selection is required.  The Chairman manages the selection which includes these steps: determining the size of firm to be selected by looking at the dollar amount of the project and discussing firm size with OSDBU, advertising for interested firms in the Fed Biz Opps News;  VIA the VA BOS , collecting submissions from interested firms, forming the selection panel, reviewing materials, short listing at least three firms, conducting interviews and ranking firms, and obtaining approval to select.  The PM participates in the process and manages it to the extent that he/she is responsible for the process meeting the project schedule, Operating Plan, and design quality.  


2.4.
Develop AE Scope of Work.  A scope for both the proposal (for design services) and the project must be developed prior to requesting a proposal from either a project AE or an IDIQAE.  (The scope of work is called a Statement of Objectives when written for an IDIQAE Task Order). One or more AE contracts or IDIQAE Task Orders are awarded for the various stages of work: Schematic Design (Master Plan), Design Development (RFP Development in the case of a Design-Build Project), Contract Documents, Construction Period Services, and Site Visits.  Other work required may include, Survey Of As Built Conditions, Historical Survey, Seismic Studies, etc.  It is the PM’s responsibility to determine the project’s AE (design service) needs.  See Chapter 4 Design Period Quality Control.  The Medical Center or other client will be asked to provide information and they will be involved in making decisions.  This design services scope information, which must be edited by the PM to make it project specific, and any project specific editing of the Master AE Contracts must be made known to Resource Management Office, Contract Administration Staff (182A) by the PM.  This is to ensure that the final contracts assembled by (182A), which are reviewed by the PM, Central Office (CO) and General Counsel (025) during the award process and forwarded to the AE for award, are correctly drafted.  

2.5.
Develop Project Scope of Work.  Discuss the scope of work, which is included in the Budget prospectus, and/or the project application with the Medical Center director/coordinator.  If the Medical Center’s needs have changed, the PM needs to consider how this could change the budget, schedule or quality of the project.  Chapters 4 and 5 of this handbook further discuss issues surrounding scope changes and cost limit increases.  If a project is included in the budget, but was not submitted with the bill, a budget prospectus will not be available.  A description of the project will be included in the Conference Committee Bill, and the project application. These should be used in lieu of a prospectus wherever a prospectus is called for.  The Congressional Record, which will contain the Conference Committee Bill, can be obtained from the Resource Management Office (182B).  A copy should be kept in the project file (electronic).

2.6. Gather AE package materials.  AE package material is available at AE Package Materials.  The PM edits the Table of Contents for the specific project so that the AE understands which items are specifically included in the project package.   Cover correspondence, which should explain the project specific process, will direct the AE to the www location of the documents listed or contain hyperlinks.  
2.7. Discuss the REVIEW CHECKLISTS with the AE.  These check lists will be the metrics used by the reviewing IDIQAE firm during each design review. 

2.8.

" 


Construction Estimate for AE Negotiations.   Facilities Quality Service (181A) estimators prepare a budget estimate for the project based on information the client facility provides in the Project Application.  This information is based on schedule information the PM has provided during the review of the project application.  The estimate will be prepared using the Boech index.  The Boech (pronounced “beck”) is one of many commercially available estimating indexes.  FM has utilized the Boech Index for many years.  
Pre-negotiation Price Objectives and Government Estimate.  Project Management Service (183B) Project Director will establish negotiating price targets for the PM for AE contracts based on a number of factors such as: scope of work, level of complexity, and schedule provided by the PM.  The PM should also obtain historical fee negotiation data.  All of this aids the PM in preparing the Government Estimate of the AE Contract Amount.  The final negotiated price will be compared to the construction cost adjusted to the time of AE award.  
2.10.
Request Proposal.  Prior to requesting a proposal, the PM discusses all aspects of the design services and project scopes of work with the AE, and in some cases has the AE meet with the client.  The PM should participate in that meeting.  During this pre-negotiation stage of the project, the PM ensures that the AE is clear on what is required.  This may include establishing fee expectations.  If the selected project specific AE firm is a “large” business, a sub-contracting plan will be requested for submittal with the proposal.  Approval of the AE’s subcontracting plan is required prior to the award of the AE contract. 

2.11.
Receipt of Proposal.  When received from the AE, the proposal should be in the format requested for the various services necessary.  This is based on the manner in which the PM has organized the project, i.e., overall schematic design, Phase 1 DD, Phase 2 RFP, Phase 1 CD, Phase 1 CPS, Phase 2 CPS, etc.  If it is not in the correct format, return it!  The AE should submit one hard (paper) copy and the electronic version (Excel). 

2.12.
Audit.  If the proposal is greater than $500,000, an audit is typically required by the Contracting Officer.  The AE’s proposal shall be audited by the Defense Contract Audit Agency (DCAA).  The PM requests this through the IG Office of External Audits (62) or may contact the closest DCAA office in order to expedite and audit.  For locations of DCAA offices see the DCAA Website.  If the PM deals directly with the DCAA, (92) must be cc’ed.  The audit can take up to six weeks to accomplish.  Once the audit report is received, the PM may need to resolve the questioned and unsupported costs.  This could require labor rate and overhead adjustments among other issues.  The PM prepares A Record Of Price Negotiation (RPN) and sends it to (62) after completion of the negotiations.  The RPN must include an explanation of the resolution of the questioned and unsupported costs from the audit report.  Additionally, if all project Advanced Planning Funds (APF) services are estimated at greater than $500,000 congressional notification must be made before funds can be obligated.  

2.13.
Negotiations.  The PM will negotiate with the AE firm in person or by telephone/
e-mail.  An AE cost target is requested by the PM and is prepared by 181A.  This cost target must be address and concurred in by the AE during negotiations.  Completed negotiations will be documented on an Excel (.XLS) AE Fee Proposal Form.  Revised proposals may be e-mailed between negotiators during this period.  Use of the electronic proposal form facilitates the negotiations.  If the AE is a large business, the PM e-mails the contracting officer asking for a review of the AE’s subcontracting plan.  If the Contracting Officer finds it to be acceptable, he/she forwards the plan to the Office of Small and Disadvantaged Business Utilization (00SB) (OSDBU) for their review and approval.  The Contracting Officer should cc 182A staff.  This will act as a notification that the project AE is a Large Business.  A Subcontracting Plan is not required if the AE selected is a small business or a participating 8(a).
2.14.   Approval of Negotiated Amount.  The PM prepares an AE Fee Negotiation Briefing and e-mails it to the Project Director.  Only if the negotiated amount is greater than the Guidelines, must the Director, Project Management Service become involved in the approval process.  For project specific AE contract awards, the PM prepares an approval memo so that once the verbal approval is received from the Project Director, the memo may be forwarded to the Office of Facilities Management (18) for approval to award the contract.  For issuance of an IDIQAE Task Order for design services, the PM prepares a Task Order approval memo so that once verbal approval is received from the Project Director; the memo may be forwarded appropriately.  After the approval of an amount, the project specific AE must sign the AE Contract Negotiation Data Form.  Review the PM completed form with the AE prior to this time so that it may be quickly signed and submitted by the AE once verbal approval of the Project Director is received.  

2.15. Approval Process.  For Project Specific AE Negotiated AE Contract Amount Approval, the PM forwards the approval memo and the draft AE Contract Award Congressional Notification letters (applicable only if the AE contract includes preparation of construction documents) that are reviewed by the Project Director and Program Resource Service staff (182A).  Program Resource Service staff (182A) gives the go-ahead for the PM to forward the letters to the Congressional Liaison Office (009C).  That office makes verbal notification and forwards the letters prepared by the PM to the Congressional Offices.  There are several offices that review the AE Contract Award Request including General Counsel (02) and the Finance Office (04) prior to approval by (18).  The PM closely tracks the document and status of the congressional notification to avoid delay.  The Chief Facilities Management Officer (18) will not sign the approval memo until the Congressional Liaison Office informs the PM that the (verbal) notification to Congress has taken place.  Once the approval memo is signed, the contract administration staff forwards the contracts signed by the CO, to the AE for signature (see section 2.2 above).  It is imperative that the Contract Administration Staff be given the PM’s edited AE contract prior to this time if it is to go to the AE with correct content.  After signing the contracts, the AE returns them to (182). The PM notifies the client and AE firm that project design can begin, reviews the initial schedule, and proceeds with the kick-off session.


For IDIQAE Task Order approval and issuance see the 183B Guideline for IDIQAE Task Orders for major projects. 

2.16. Contract Files.  Contract files are stored electronically.  The PM should be familiar with the Project Management Service’s (183B) electronic filing system and adhere to established policies and procedures.  


2.17. Comparison of AE & IDIQAE Design Service Procurement.  The following chart lists tasks to be accomplished by the PM for issuance of either an AE contract, supplemental agreement to an existing AE contract (i.e., in order to contract for CD services a PM issues an supplemental agreement for CD to an existing contract for Design Development) or IDIQAE Task Order for design services (Schematic Design, Design Development, Request for Proposal, Construction Documents (only used for CD for Non-Major Program projects).
	Comparison of AE Contract, AE Supplement Agreement (SA)

 & IDIQAE Task Order Design Service Procurement

	Design Services Procurement Tasks & Support
	AE

SA
	  AE 

Contract
	IDIQAE

Task Order

	AE Package Table of Contents  
	Revise Previous
	X
	X

	A/E Submission Requirements 
	X
	X
	X

	AE Negotiation Form 
	X
	X
	X

	PM Estimate (AE Fee Model)
	X
	X
	X

	Task Order 


	
	
	Must reference certain contract sections*

	Scope of Supplemental Agreement
	Must ref. certain contract sections not included in existing contract
	
	

	Master AE Contract 
	
	X
	

	181A Estimate for AE Contract Award
	X
	X
	X

	Pre Negotiation Price Objectives 
	X
	X
	X

	Guidelines for Limits on Negotiating AE Fees 
	X
	X
	X

	AE Contract Negotiation Data Form
	X
	X
	X

	AE Contract Award Memo
	
	X
	

	TO (SA) Approval Memo and RPN 
	X
	
	X

	Briefing on AE Negotiations
	X
	X
	X

	Filing of (above) in Q File 
	X
	X
	X
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