CHAPTER NINE

Construction Period Quality Control


9.1.
Overview.  The SRE has the primary responsibility for quality control during  construction.  The PM has responsibility for the overall project quality.  The PM’s responsibilities after project award are quite different from the design stage.  The PM monitors the construction progress and manages the AE services during this period.  The PM also provides advice and guidance to the SRE.  The SRE should enforce the quality level established by the contract documents.  The SRE will process change(s) to the contract when the documents do not reflect work conditions.  The PM is aware of the original design and provides a resource for knowledge of quality if modifications are required.

9.2.
Pre-Construction Conference.  The PM will coordinate the scheduling of a 
pre-construction conference with the contractor.  It will be held after contract award.  Notice to Proceed may be issued at the conference or may be 
mailed.  The Items on the Pre-Construction Conference Checklist  (checklist is available from Project Management Service (183B) should be covered, at a minimum.   Provide the contractor instructions and a copy of SF3881, ACH Vendor Miscellaneous Enrollment Form  to submit the data required by FAR 52.232-33, Mandatory Information for Electronic Funds Transfer Payment, as required by General Conditions (Payment by Electronic Funds Transfer and Prompt Payment Sections).  Representatives from the VAMC, to include their Infection Control Risk Assessment (ICRA) team, should be invited to attend this meeting to provide the contractor with preliminary information about the medical center and their concerns. The VAMC should be allowed the opportunity to present its safety concerns and provide a checklist to the contractor for new employee safety training that covers VAMC guidelines and patient confidentiality requirements.  Job site security needs to be raised at this time to ensure the contractor is aware of all VAMC concerns.  

9.3.
Partnering.  Partnering is described in Specification Section 00100, “Instructions Conditions and Notices”.   Following construction Award, the PM should promote the need for a partnering agreement with the contractor.  The first session should be scheduled in conjunction with the Pre-Construction Conference.  Partnering is a voluntary relationship between the owner (VA) and contractor that promotes mutual and beneficial goals.  It is a non-contractual, but a formally structured agreement between the parties, usually formalized in a partnership charter.  The PM and SRE will participate in the partnering conferences, usually conducted off-site by a third party facilitator, with all project key players.  The PM and SRE also assure that the partnering charter commitments are carried out.  A formal evaluation process will be established.  Periodically all parties fill out a partnering evaluation form and discuss progress at a partnering meeting.  
9.4.
Limited Contracting Authority.  The PM requests that the Contracting Officer processes the Contracting Officer Representative authorization letters for the SRE and staff REs, who act in the absence of the SRE.  The Authorization Letter specifies the limits of the authorization (dollars and time and expiration time of the authorization). Notification of these authorities letters will be sent to the VAMC Director, contractor and the AE, by letter prepared by Contract Administration (182A).

9. 5.
Survey existing conditions.  Before any work is started, the contractor and the   SRE shall make a thorough survey of areas in which alteration will occur and furnish a report signed by both, to the Contracting Officer.  This is required by General Requirements, paragraph 1.6  Alterations .  The use of a camera and video as supplement to the report is recommended.
9.6. 

9.56. Daily Inspections.  The RE staff will make daily inspections of the contract work. When the RE staff finds deviations to the contract documents during these inspections the deviations must become agenda items for job site meetings and the issues must be documented in the minutes of those meetings.  Additionally deviations identified must be noted in any contract modification that the deviation may affect.  The PM will review these items via the cc’ed job site meeting minutes and other files reviewed during intermediate inspections.
9.7.
RE Staff Safety.  The Senior Resident Engineer is responsible for the safety of the RE staff, VA sponsored visitors to the job site, and ensuring that the contractor complies with safety requirements.  Adequate Personal Protective Equipment (PPE) should be on hand for use by staff, if required, before a known hazardous environment is entered.  The SRE should work closely with the medical center safety office to determine and obtain proper PPE for each condition.  Possible hazardous conditions should be discussed and documented during the design phases of the project.  See Chapter 4.2 for further information.
9.8.
 Fire and Safety Inspections.  The PM shall ensure that a VA Fire & Safety Engineer or the AE’s fire protection engineer performs fire and safety inspections during the course of construction and at the completion of the project.  The REs should conduct weekly safety inspections.  Reference is made to General Condition requirement.  In sensitive renovation areas daily safety inspections are required.  REs must notify the contracting officer whenever a serious or imminent danger to the health or safety of the public or Government personnel exists from the contractor noncompliance with the contact requirements.  Reference is made to RE handbook appendix A and figure 1-11.


9.9.
Monthly and Weekly Highlights.  PM schedules regular briefings with VA Medical Center (VAMC) Director and his/her staff on overall project issues, see Chapters  13 and 9.19.  The PM will provide, as requested, highlights for upper level VA management briefings.  Briefing formats will vary based on specific requests and will be specified by upper management.  

9.10.
Customer service.  The PM shall establish communication channels to ensure timely response to the VAMC  needs, requests, and inquiries.  Initiate regular communications to keep VAMC staff apprised of project progress, schedule and funding.  Maintain ongoing communication with Resident Engineer staff to evaluate changes and potential delays and to ensure that appropriate action is taken.  Request that the VAMC fill out a client satisfaction questionnaire on a quarterly basis, and address any problem areas.  

9.11.
Project meetings and Site Visits.  The PM should coordinate site visit meetings with the VAMC director.  The PM will initiate or participate in conference calls, when necessary to inform or resolve critical issues with the Medical Center.  However, the SRE needs to establish communication channels with the VAMC Director to assure that he/she is kept current on the construction progress and any significant issues.

9.12.   Client Requested Changes.  VAMC requested changes need to be reviewed carefully by the PM and SRE.  A design change recommendation should be made after consideration of all the facts (scope change, construction impact, availability of funds, etc).  If approval by the Design Change Review Board is required, the process outline in Chapter 10 should be followed.  

9.13.
Special Technical Issues.  The SRE must notify the PM of any special technical project issues immediately.  These can be design errors and omissions, unknown conditions (underground utilities, poor soil conditions, rock, conflicts concealed in wall or ceiling), equipment changes, value engineering, fire alarm or any other signal system interface problems or system changes, etc.  The PM will be responsible for coordinating assistance, as required, from the design AE.  An IDQAE will be utilized if the design AE is not responsive.

9.14.
CMIS.  The process for updating the CMIS documents may be found in Chapter 6.10.


9.11. 


9.15.
Contract Close Out.  The SRE should make every effort to close all the construction contract issues during the construction period.  Any pending issues must be documented on the final settlement memorandum. (See Chapter 10.7 and 12.8)




9. 16.
System Testing.  In preparation for the final inspection the RE shall require the Contractor to pre-test mechanical and electrical systems and equipment for proper operation before contractor request final inspection.  Getting ready for final inspection is not synonymous with being ready for final inspection.  The SRE should keep close communication with the PM and the contracting officer concerning the project’s readiness for a final inspection.  If there is a question as to the project (or phase’s) readiness for a final inspection the PM should meet with the contractor and the medical Center to resolve issues and develop a schedule for the remaining tasks.  Reference is made to General 
Requirements and RE Handbook requirements. 
9.17.
Answer Inquiries.  These requests could come from the VAMC or the AE, but most come from the contractor in the form of RFI’s.  All should be handled as expeditiously as possible.  The RE must perform all necessary coordination and establish suspense dates.  The PM must be aware of critical issues that may cause delay.  The AE response to the contractor RFI must be received in a timely manner.  The RE office will maintain an appropriate follow up system to ensure timely action.  If a complete response cannot be prepared before the suspense date, either a partial reply or an extension request must be processed. 

9.18.
Review Submittals.  SRE has the responsibility and authority to approve or reject any submittal.  VA Central Office no longer has technical staff to review construction submittals or technical samples.  The project AE or IDQAE will review all submittals for contract compliance and provide recommendations to the SRE.   The SRE needs to carefully review any recommendations by the AE on matters of engineering judgment.  Full advantage of all available resources should be utilized in all submittal reviews.  If the SRE notes poor quality of AE work, the PM and Contracting Officer should be notified immediately.  The PM must take actions to overcome the problem.  If the situation does not improve the Contracting Officer may take action to terminate AE services.  


9.17. 
9.19.
Changes. See Chapters 8 and  10.  Each construction contract change must be coded on the PNM item C, Project Manager’s Code for Issuance.  (A for design error, C for unknown condition, etc.  
9.20.
Dealing with Claims.  The PM will assist in the development and documentation of the Government position of any issue that could become a claim (see Chapter Sections 8.10 and 12.6).

9.2.1   





Intermediate Inspections.   The PM conducts periodic (quarterly) inspections to observe quality, progress; solve problems; spot-check project records and meet with VAMC personnel, AE, RE and contractor personnel.  The  Contracting Officer and Project Director should be copied electronically on inspection reports. (See also Chapter 8)
9.22.

Final Inspections.  Once a written request for a final inspection is received from the contractor, the SRE needs to advise the PM.  If the PM and Contracting Officer  agree that an inspection is appropriate, Authorization letters to conduct the inspection are prepared by the PM, signed by the Contracting Officer and issued to the designated team captain.  The authorization to conduct the final inspections and to convey the authority to take custody of and make transfer can also be processed by E-mail.  The captain of the inspection team represents the Contracting Officer and determines the acceptability of the work and the date of substantial completion.  The PM arranges the makeup of the inspection team (IDQAE, design AE, VA professional technical staff, VAMC staff, etc.).   If the SRE has reason to believe the work is not ready, he should notify the PM immediately and, with concurrence of the PM, advise the contractor in writing why the project is not ready for inspection and that the Contractor will be liable for all re-inspection costs if the project is deemed not ready for inspection.  The PM is responsible for assembling the Final Inspection Team to cover all disciplines and the creation of the Final Inspection Punch List.  A “pre-final” punch list may be available for the use of the team, but they must thoroughly review the project independently to develop the Final Punch List.  A clerical person should be available to format the final version of the punch list.  Material should be made available to that person as the inspection progresses, not just at its conclusion.   An inspection kick off meeting should be held with all participants in attendance. The inspection process should be reviewed, including the use of inspection forms.  Sample Document Final Inspection Forms are available for all disciplines.  It is very important that all inspectors uniformly use abreiviations. 
(See also chapter 8) 

9.23.1 9.23.      Final Inspection Report.   At the end of the final inspection, the PM will provide the Contracting Officer with a final inspection report.  The report will include the date of substantial completion of the project, listing uncompleted items, retainage recommendations, liquidated damages summary, and a listing of the guaranty periods and post-contract maintenance items 
(also see Chapter 8).
 9.24.
Completion Items.
 The PM will process either Completion Item Delegation or Completion item requests (see Chapter 12.4.).
9. 25.
Custody and Transfer Receipts.  Also see Chapter 8.2.  The PM will determine if  the work is substantially complete and that beneficial occupancy is possible.  If the project is deemed substantially complete, the PM will prepare and execute the custody receipt.  Particular attention must be given to the description of the work being accepted from the contractor and the work that is not being accepted.  For example, if physical space is accepted but not the mechanical/electrical systems, this partial acceptance must be clearly documented so that guarantee periods do not start on unaccepted work.  The PM will provide the Transfer Receipt of the project to the facility director listing the warranty of all systems and items beyond one-year duration.  If there are items to interfere seriously with the ability of the facility to equip and prepare the facility for the receipt of patients, the transfer receipt may be deferred.  The VAMC needs to provide security and normal maintenance for the new facility after acceptance.  PM will provide copies of the Custody and Transfer Receipts to the Contracting Officer and (182A).

9.26. Post Occupancy Evaluation.  See Chapter 12. 
9.27 Contract Close Out.  See Chapter 12. 
9.27. 9.28.
Dedication Plaques and Seals.  See  Chapter 8.13. 

9.29.
AE Contract Administration.  See Chapter 3. AE Contract Administration.

9.30. 
Evaluation of AE Performance.   
See Chapter 12.12.
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