CHAPTER FOUR

Design Period Quality Control


4.1.
Overview.  One of the most important functions performed by a Project Manager (PM) is to ensure that the quality of the design is maintained at the highest level possible throughout the various phases of the design process.  Clients expect the Office of Facilities Management (FM) to deliver design that:


A. Meets the facility’s needs

B. Minimizes the impact to the facility during construction

C. Meets the schedule

D. Is within budget 

 
The PM needs to:


A. Work closely with the client and the AE

B. Adhere to approved Capital Asset Application Program

C. Administer the AE contract 

D. Deliver the design within budget and on time

E. Keep a satisfied client

Some of the essential tasks to ensure a top quality project are outlined within this chapter.  These tasks occur during the three major phases of design, i.e., Schematics (SDs), Design Development (DDs) or Request for Proposal (RFP) and Construction Documents (CDs).

4.2.
Development of the Project Team.  One of the first tasks of a PM is to determine the make-up of the Project Team and to establish responsibilities for successful project completion.   Team members are assigned as it applies from the following:


A. AE Design firm

B. IDQAE Firm

C. Construction Management Firms (CM)

D. Client Personnel (a responsible staff member representing each service involved in the project, i.e. surgical, administration, nursing, housekeeping, engineering, laboratory, clinical specialties, Infection Control Risk Assessment (ICRA) team, etc.) 
E. Senior Resident Engineer (SRE) and Resident Engineers (REs)

F. Others as needed (City, County, State or other Federal Government agency officials)

The project team list should be distributed to all participating team members before each review meeting and whenever team changes are made.  Team members change often therefore; this list needs to be updated frequently.  It can be utilized to develop review interview agendas. The Project Manager should make every effort to obtain the review of the VA Medical Center (VAMC) ICRA team during all phases of design and review. Emphasis should be placed on a review by the VAMC for safety related issues.  These issues would include safety barriers, egress paths, dust control, security, etc.

The ICRA team should be aware of all aspects of the construction and should review and provide feedback for protecting the existing air quality.
4.3.
Responsibility for Client Satisfaction.  The PM holds a kick off meeting with the Facility Director, his key staff and the AE at the beginning of each project design review.  At this meeting the PM makes clear the responsibilities, authority, and expectations of each key player.  He/she informs the director of the client satisfaction forms and importance thereof.  The PM should be responsive to the requests of the client.  Design change recommendations should only be made after consideration of all project facts (scope change, design/construction impact, availability of funds, etc) and policy compliance with VA Circulars 00-90-32, dated November 16, and VHA 10-91-078 dated August 2, 1991.

The PM shall send the “Design Client Satisfaction Survey (CSS) Form to the Facility Director at the completion of each review submittal and at other milestones to obtain feedback on the client’s perception of FM performance.  Be sure to discuss the items shown on the CSS with the client during the course of the design process.

4.4.
Set Standards.  It is no longer mandatory to use only VA Standards.  There are many industry standards and products that produce the quality levels of the VA standard.  The PM should assure that the required level of quality is maintained and the client concurs.  The designer needs to ensure coordination within the documents.  The contract requires the AE to notify the PM when VA standards and policies are deviated from. This should be established during AE contract negotiations and by material in the AE Package.  It will require the PM to customize standard documents for the needs of the specific project. It should be reviewed prior to starting each stage of design completion.

4.5
Infectious Control Risk Assessment. The VAMC ICRA team, Safety Officer and Infection Control practitioner should perform an “Infectious Control Risk Assessment” (ICRA) during design for each area affected by construction.  Reference attached (hyperlinked) Infection Control Risk Assessment Matrix of Precautions for Construction & Renovation.  The Project Manager shall receive copies of these assessments and provide copies to the Resident Engineer for future reference.

4.6

Contract for Technical Reviews.  To ensure quality, all design review submittals should receive technical review by an IDQAE.  Sample documents are available for contracting for IDQAE services as follows:
A. IDQAE Tech Review Proposal Request Letter

B. IDQAE Task Order 

C. Review Checklists 

This Design Review Notification letter should be sent to the IDIQAE at least six (6) weeks prior to the arrival of the review submittal material from the design AE.  This should allow ample time for the IDIQAE to prepare a fee proposal, the PM to review the proposal and to negotiate a final fee.  A Task Order should be issued prior to the IDIQAE commencing with the review.  However, if time is not available, a open Task Order can be issued.

Once a design review schedule has been established the PM will need to document the review on the Design Reviews spreadsheet in Project Management’s (183B) electronic filing system.  This file is used to update and maintain status of outstanding design reviews with emphasis on those being undertaken for the specified fiscal year (FY).  This information is used by (183B) as oversight for IDIQAE contracts.  This spreadsheet is to be reviewed quarterly and updated as needed.

4.7.
Organize Project Reviews.  Advise all review participants as far in advance as possible of the date that the design review material will be submitted and the dates and location where the Review Meeting will be held.  This information should be on the MS Project Schedule.   Each Design Review should begin with a meeting attended by all involved and close with an Exit Meeting also attended by all involved.  The PM shall arrange with the Medical Center (facility) Coordinator to schedule conference rooms.   As the review meeting may consists of different individual engineering discipline meetings taking place simultaneously, you may need to arrange for more than one meeting room.  It is very important to have representatives of each user group (i.e., each facility service involved) scheduled to review the room layout and equipment schedules with the designer and equipment specialist. One set of plans should be “signed off” by this representative at the conclusion of their interview.   Utilize the VAMC construction coordinator to arrange the review times for the Medical Center staff.  

Fire Stopping of Existing Penetrations:  For renovation work, a determination should be made prior to bid concerning the possible fire stopping of existing penetrations exposed during renovation work.  These penetrations may lack an approved through penetration fire stop system.  Any arrangements to correct this deficiency should be covered in the edited specifications for the particular project.
4.8.
Exit Review.  After each major review the PM shall schedule a briefing with the Project Director addressing design, budget, scheduling, phasing, VAMC relations and other project issues.  The PM summarizes the minutes of the meeting for the project records. 

4.9.
Receive/Distribute Review Materials.   Distribution of review materials should be coordinated with the AE.   This distribution consists of prints, specifications, calculations, estimates reports, color boards, etc.  The type and quantity of the material is specified in the Program Guides PG-18,15, Volumes B, C and D.  The PM should edit the distribution list for each project. It should be included in the initial AE package, see Chapter 2 AE Selection and Award, and be updated before submittal of each review’s material.

 4.10.
Monitor/Participate in Project Design Review.  The PM has the primary responsibility for quality control during design.  Adherence to the Capital Asset Application Program and requests for deviations should be brought to the attention of the Project Director.  It is policy to review the project scope with (182B).  The PM is to retain the IDIQAE services to assist with design reviews, cost estimates, Value Engineering (VE), and design programs, etc.  The PM will arrange for each professional IDIQAE discipline reviewer to receive a set of design documents and request that they review the material and be prepared to meet their AE firm counterpart on a specific date.  They will utilize the Review Checklists. The PM shall check with the IDIQAE to determine if the design is complete.  The VAMC should be requested to provide additional input both by the engineering staff and the “user group” team members. The IDIQAE is to consolidate all review comments by discipline and submit them electronically to the PM for review and action.  The PM will review all comments sent to the AE for incorporation into the project documents.  In between the design reviews the PM sets up meetings, conference calls, etc., to resolve outstanding issues and questions from the AE, IDIQAE, Project Director, and client.  An interim AE evaluation form shall be completed after every major review.  Also, an IDIQAE evaluation form is completed upon the completion of each Task Order. See Chapter 3.5, Evaluation of AE Performance.
4.11.
Obtain Director’s Approval.  Two approvals are required from the Facility Director in order to obtain approval to issue the Pre-Solicitation Notice (PSN).  See Chapter 6 Design Period Schedule Control.  They are the approval of the contract phasing (if applicable) and a certification that the project design is suitable for patient care.  Concurrence from the Facility Director is required in the development of bid alternates, which require approval from Budget (041B1) if they involve scope reduction. 

4.12.
Process Technical Service Approval.  The PM is required to obtain the approval of each technical discipline as indicated on the form titled, “Technical Clearance of Construction Project Bidding Documents.” The signers of this form, in most cases, will be the technical reviewers from the IDIQAE.  In rare instances it may be a technical person from Central Office or the facility.  The Critical Path Method Analyst will most likely be from Central Office.  It is a good practice to have each discipline sign off on the Technical Clearance of Construction Project Bidding Documents form at the end of the review.  If resubmission is required, electronic processing should be considered.

4.13.
Coordinate Utility Contracts.  The AE is required to consult with the various utility companies involved during the design process.  As a result of this consultation, the utility company will normally provide their standard contract for obtaining a new service or making changes to an existing service to the facility.  Usually the contract will spell out the connection charge, as well as an installation charge if the work is to be done by the utility company.  This contract will need to be reviewed by the General Counsel for legal sufficiency.  Once approval is obtained, the necessary signatures to the contract will need to be obtained.  In most cases an easement will be required before the utility company can install work on VA property.  Because the exact route may not be known at the time of installation or if the easement has not been finalized, a revocable license for non-federal use of VA property can be utilized to allow the utility company to proceed with their installation. Medical Center Directors have the authority to sign the Revocable License.  The permanent easement will need to be reviewed by Real Property and General Counsel. 

4.14.
Act on Historic Preservation Act Compliance.  Section 106 of the National Historic Preservation Act requires that historic preservation considerations be taken into account for all federal projects having an effect on significant historic or prehistoric properties.  Significant properties are defined as those that are included in, or eligible for, the National Register of Historic Places.  Section 106 requires that prior to approval of a project, the Advisory Council on Historic Preservation be provided a reasonable opportunity to comment on the project.  The Advisory Council has developed regulations (36CFR Part 800) that describe the section 106 processes in detail.  The entire Section 106 process contains 
an inventory of VA’s Historic Properties and a sample letter which are 
available at the Office of Facilities Management's Historic Website.  

During the compliance process, assistance should be requested from the VA Historic Preservation Officer.  The compliance process starts with interaction with the appropriate State Historic Preservation Officer (SHPO).  The SHPO comments will likely state one of the following three options:

A. There is either no historic property affected by the project or that the project will have no effect on historic resources.  Compliance is completed with VA and SHPO written comments and agreement documented in the project file. 

B. The project will have no adverse effect on historic resources.  In addition to VA and SHPO comments, written comments are required from the Advisory Council.  If the Advisory Council and SHPO agree on the no adverse impact determination, compliance is completed with the inclusion of VA, SHPO and Advisory Council comments in the project file. 

C. The project will have an adverse effect on historic resources.  Compliance is more involved and consultation with the SHPO and Advisory Council will be required and a Memorandum of Agreement might have to be developed.  This option will need the active participation and assistance of the VA Historic Preservation Officer.

4.15.
Act on NEPA Compliance.  The National Environmental Policy Act of 1969 (40 CFR Parts 1500-1508) is our basic national charter for protection of the environment.  Federal agencies were required to implement their own regulations to interpret and administer the policies set forth in this Act.  The Department of Veterans Affairs implementing regulation is titled: VA Regulations – Title 38 Code of Federal Regulations, part 26 Environmental Effects of VA Actions.  The Department of Veterans Affairs, through the Office of Facilities Management (OFM) and its predecessors, has been responsible for seeing that compliance on construction projects meets the requirements of the law.  In most cases we have been able to meet the requirements of the law without seriously delaying a project.  However, sometimes the circumstances of the project schedule, or unforeseen environmental factors, cause the design and construction process to be interrupted.  It has been FM’s objective to minimize these problems and expedite the compliance procedures for this law.

The process required by this law encompasses other specific environmental legislation such as the Endangered Species Act, Floodplain Management and Wetland Protection Executive Orders, Historic Preservation Act, Archaeological Resources Protection Act; and even some specific building design requirements such as energy conservation, and storm water and effluent discharge standards.

NEPA regulations require “that compliance be completed before there is an irreversible commitment of VA funds”.  General Counsel has interpreted this as being before the construction document design contract is awarded.  Project Managers should initiate the NEPA process in sufficient time to ensure completion by the award of the CD contract.  Additionally, as you become involved with the design and construction there could be several efforts required for compliance or mitigation on your project.  Coordination and negotiation may be necessary with local, state, or federal agencies that have been identified as being impacted during the environmental analysis process.  To ensure your project is not adversely affected, it will be necessary to accomplish the indicated action.  

4.16. 
Testing Lab.  Upon the completion of the CD design, the PM shall proceed with the procurement for Commercial Testing Laboratory.  Services are typically required for the project.  This contract is usually delegated to the VAMC for contracting.  The PM will coordinate with VA Central Office to ensure appropriate funding is allocated for the service contract.  Selection of the Testing Lab should be made by negotiation in lieu of low bid.
4.17. 
Safety Considerations.  The PM needs to be aware of safety concerns to discuss during design development.  The Medical Center’s concerns, along with project specific concerns need to be reviewed.  Also, the PM needs to consider job site-specific issues such as: construction fencing, gates and signage by the contractor.  The issue of identification badges needs to be addressed with the Medical Center during design.  A determination will need to be made on whether the contractor or the VA Medical Center will provide the badges.  The format for the badges also needs to be determined.  Another topic to consider is Interim Life Safety Measures (ILSM).  These need to be discussed with the Medical Center and a decision made on where to enforce the measures.  Once determined, the weekly safety walkthrough should include a check of all ILSM’s.

4.18. 
Preparation of Specification Front End.  The PM is responsible for the preparation of the specifications front end.  The process is defined in Chapter 7 of this handbook, and in the Manual for Preparation and Issuance of Contract Solicitations.  These tasks must start early in project development as the design must be developed in parallel.

4.19.
Prepare/Process all Higher Level Approval (AWD/IFB).  The PM is responsible for preparing and processing all higher-level approvals.  
See Chapter 7, Construction Procurement for the specific responsibilities.
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