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I. Introduction

The Construction Management Plan has been developed to assist the Districts in determining personnel and other resources needed for management of the Annual Construction Program.  This management plan is intended to supplement the District’s construction program management strategy by emphasizing the resources necessary to administer the Projects within scope, budget, and schedule.  Districts should continue to use the most economical and effective means available by integrating the Construction Management Plan into their daily business processes.
II. Process

The Construction Management Plan process requires the evaluation of project construction staffing and resources required in order to develop an annual work plan for delivering the construction program.

The following process outlines the elements that must be considered by the District Construction Engineer in determining the annual project management needs.

· Identify  J&P Projects
· Identify the balance of the construction program

· Prepare the District Annual Work Plan. (Appendix A) The plan shall cover the period from April 1 through March 31.
· Prepare the Jobs and Progress Project Staffing Template. (Appendix B)  The J&P Project Staffing Template is to be used for every J&P project.
· Perform Project Status Monitoring and Reporting

III. District Responsibilities

The District has the primary responsibility for the implementation of the Department’s Construction Management Plan.  The Construction Management Plan consists of the following elements:
· Prepare and submit the District Annual Construction Staffing Plan to the State Construction Engineer. This plan shall be an estimate of staffing needs for all projects anticipated to be under construction during the planning year (April 1 through March 31).  The submission shall be made by December 31st of the preceding year.
· Prepare and submit the J&P Staffing Template as shown in Appendix B for each J & P Project to the State Construction Engineer 9 months prior to the expected project sale date. Also prepare, as necessary, the detailed management plans as described below:
· A Documentation Management Plan.  This plan must address all aspects of project documentation that are not included in CMS.  Additional project documentation includes items such as Requests for Information (RFI), construction engineering submissions, correspondence, reports, supplemental support documents, construction photos, aerial photos and related information. Project complexity may require the use of an electronic document management system.
· A Facilities and Equipment Plan.  This plan must consider the projects facility and equipment needs necessary to effectively administer the contract.  Develop the plan commensurate with the project requirements and budget.  However, most projects can be administered using our current standard project administration practices.  A detailed list of the equipment and facilities resources to be considered in this planning effort is included below.
· A Crisis Management Plan. This plan must clearly identify the Agency, Contact Names, and Phone Numbers for first responders, a method for traffic mitigation and a process for internal and external communication in the event of an emergency occurring on the project.  However, most crisis situations that occur on projects can be administered using our current standard emergency response practices.
· A Public Information Plan.  The plan must include relevant project information and impacts to the traveling public as well as public notification provisions for crisis situation and status reporting.  However, communication needs for most projects can be met using existing communication practices.
· A Perform Public Outreach Plan.  Follow the District’s Public Outreach Plan for recruiting potential DBE and EDGE certified firms and OJT trainees.
· A Table of Organization (T.O.). This Table of Organization must consider the all internal and external personnel requirements, and relationships.  
· Prepare and submit Project Status Reports.   Project Status Reports and follow-up will be requested as needed by the State Construction Engineer based on project importance, and size.
IV. Central Office Responsibilities
The Central Office has the primary responsibility for providing programmatic oversight of the Annual Construction Program.  Central Office will provide the following assistance:
· Review: The State Construction Engineer will review the District submissions for consistency and completeness.
· Training:  The Division of Construction Management will provide training on the use of the Construction Management Plan and Business rules.
· Guidance:  The Division of Construction Management will provide ongoing guidance in the development and implementation of the Construction Management Plan.  
· Oversight:  The Division of Construction Management will provide oversight to ensure implementation of the plan. A survey of the Districts will be undertaken each July to ensure compliance. 
V. District Annual Construction Staffing Plan
Purpose  
The District Annual Construction Staffing Plan is designed to estimate human resources needed to administer the District’s construction program.  The Dollars, Number of projects, and the Personnel hours entered should be for work expected to be performed in the given period, including carry-over projects, and projects expected to begin later in the planning period.
Process  
1. Determine all projects expected to be under construction during the analysis time period. The number of projects and payments are divided into JPP, and other projects. The other projects are further subdivided by original contract amount. 
2. Estimate the personnel resources required to administer the construction program. All direct bill construction personnel must be accounted for (District Construction, Testing Office, etc). This may be analyzed programmatically or on a project by project basis.  The District may use the District’s lock down program, Construction Forecast Document, and CE OPI Model to help estimate the program and personnel needs.
a. Project Management should include all PGAC 5190, 5194 direct bill activities. Also include PGAC 5197 direct bill activities in the following personnel areas:

i. District Construction Engineer

ii. Area Engineers

iii. Office Engineers

iv. Project Engineers

v. Administrative Assistant to the Engineer (not clerks)

vi. Claims administrator, and similar construction management personnel

b. Project Support Team should include all PGAC 5161, 5162  direct bill activities. Also include PGAC 5197 direct bill activities in the following personnel areas:

i. Clerks

ii. Payroll (in construction)
iii. EEO/DBE/prevailing wage personnel

iv. IT support (in construction)

v. MOT coordinator (in construction)

c. Material Management Team all PGAC 5471 through 5479 direct bill Activities.
d. Field Inspection Team all PGAC 5191, 5192 direct bill Activities
3. Estimate the additional resources from within the District that are needed to administer the construction program. This estimate should include HT -2, HT-1, other maintenance, and non-construction personnel transfers.

4. Estimate the additional resources from within ODOT that are needed to administer the construction program. This estimate should include district to district transfers, and Central Office transfers. 

5. Estimate the external resources (consultant inspections etc.) that are needed to administer the construction program.

6. Complete the District Annual Work Plan, Construction Program and Staffing Summary worksheet shown in Appendix A.

7. Complete a narrative describing the Districts Program Management Strategy in the District Annual Construction Plan Summary format.
VI. Jobs and Progress Project Staffing Template
Purpose  
The Jobs and Progress  Plan Staffing Template is designed to estimate the personnel needed for a variety of functional classifications for each J&P project.  

Process

1. Fully and thoroughly study the technical and administrative requirements of the J&P Project being evaluated.
2. For each of the four major categories in first column of the template determine the functional classifications necessary for the project.  The four major categories are ‘Project Management Team’, ‘Project Support Team’, ‘Materials Management Team’, and ‘Field Inspection Team’. 
a. Place a “Yes” in the appropriate cell if the function is needed for the project.  Otherwise place an “No” in the cell.  
b. Identify whether or not the function will reside on the project or be performed off-site by placing a “Yes” or “No” in the corresponding cell in the column labeled “Function Needed to Reside On-Site”.
3. The District may use the CE OPI Model to estimate the annual personnel hours needed for each functional classification.  Place the hours in the columns labeled “Estimated Hours”.
4. Lastly, assign the names of the individuals that will be performing the duties for each functional Classification listed in column 1.  Populate the column labeled “Comments and Names” with this information.
5. At the bottom of the worksheet denote any special monitoring plan needs by selecting Yes/No in each column.
6. When necessary identify other strategies to ensure that all construction administration needs are met.
VII. Functional Classification Definitions 

Project Management Team

Determine the personnel and resources required for fulfilling the following senior project management responsibilities.  Study the project plans to identify the management requirements.  Complexity, efficiency or contract size may dictate that some of these functions be supplemented by construction support service providers. The hours estimated should include PGAC 5191 direct bill personnel as described below:
Staffing of the following functional titles must be considered for performance of this work:
· ODOT Project Manager for Construction:  Has primary responsibility for the management of the entire construction project and/or multiple projects.
· Construction Manager:  Has primary responsibility to supervise and coordinate project staff.  Briefs Project Manager and serves as a liaison between field office staff and Project Manager.
· Senior Project Engineer:  Has responsible charge of all project field operations and for ensuring conformity with contract documents.

· Project Engineer:  Has project engineering responsibility for assigned portions of the contract.  Reports to Senior Project Engineer.
· Change Order Administrator:  Has primary responsibility to draft or review all change orders necessary for the completion of the project.  Researches pricing data, reviews all contractor supporting documentation, coordinates with Central Office Funds Managers, briefs Construction Manager and Project Manager and serves as a resource for the Field Staff.
· Scheduling Coordinator:  Has primary responsibility to track, analyze, accept or reject the Contractor's baseline project schedule as well as contractually mandated updates.  Also, provides scheduling analysis for requested extensions of time and delay claims.
· Claims Administrator:  Has primary responsibility for tracking, reviewing and analyzing contract claims for time and money.  Researches contract documents, project records inclusive of Contractor's documents to perform a thorough independent analysis of claims in order to provide the Construction Manager and Project Manager an unbiased opinion.
Project Support Team

Determine all personnel and resources required to provide support and technical expertise to the project field staff. Study the contract documents to identify areas of expertise required to enable the project field staff to administer the project in the most efficient manner. The support functions may reside at the project site if the volume of work necessitates, or other locations as needed.
The hours estimated should include PGAC 5192 direct bill personnel as described below:
· Clerical Support: Has primary responsibility for assisting the management team and senior project team (i.e. CMS, TMS data entry).  Must be proficient in word processing, spreadsheets, and public inquiries.

· Utilities Coordinator: Has responsibility for managing project utility issues with the District and Central Office Utility Coordinators.
· Public Information Officer: Has primary responsibility for dealing with the media and public inquiries.  Coordinates responses, project updates, etc. with the Project Manager and District PIO.
· Equal Employment Opportunity Compliance Officer and Prevailing Wage Coordinator:  Has primary responsibility to monitor contractor's adherence to EEO rules and regulations prohibiting discriminatory activities.  Also, responsible to monitor the payment of state and federal prevailing wages to the contractor's workforce and to ensure that Disadvantage Business Enterprises perform a commercially useful function.
· Construction Technical Expertise: Has primary responsibility for providing various engineering and technical assistance.  This can be in the form of inspection, submittal review, contract document review, etc.  May also provide specific independent, neutral analyses.  Makes recommendations to the project team as requested.  
· IT Support: Primary responsibility for providing and maintaining project site Information Technology Services.
· Designer Technical Expertise: This service is provided by the designer of the project.  Provides responses to RFI's and plan clarifications.  May also provide shop drawing, technical submittal review and additional design as needed.
· Maintenance of Traffic Coordinator: Has primary responsibility for project MOT. Reviews initial traffic setup and performs scheduled inspections and reviews.  Makes recommendations to the project management team related to traffic modifications.   Coordinates with the Contractor's Work Zone Traffic Supervisor (WTS).
· Safety Coordinator: Has primary responsibility for ODOT project employee safety.  Coordinates with Contractor's safety personnel.  Knowledgeable about ODOT safety policies and procedures.
· Railroad Coordinator: Has responsibility for managing project railroad issues with the District and Central Office Railroad Coordinators.
· Right of Way Coordinator: Has responsibility for managing project Right-of-Way issues with the District and Central Office Right-of-Way Coordinators.
· Document Management:  Determine all items required to effectively manage project documentation.  Project documentation includes RFI’s, submittals, drawings, correspondence, construction photos, aerial photos and any additional project records. Complexity, efficiency or volume may dictate that these functions be assisted through existing ODOT software or if additional IT needs are warranted such as Constructware or Domino Docs.  Staffing of the following functional titles must be considered for performance of this work.:  
· Documentation Administrator:  Has primary responsibility for establishing project documentation procedures.  Decides whether existing ODOT software or additional IT is needed such as Constructware or Domino Docs.  Determines which staff members will be responsible for responding to various documents (RFI’s, Correspondence, Submittals, etc.).  

· Documentation Coordinator:  Has responsibility for managing all incoming, outgoing and internal project documents.  Maintains electronic filing (Domino Doc/Constructware) and paper filing systems.  Assists Documentation Administrator with establishing documentation procedures and use of additional software.  

Materials Management Team

Determine all personnel and resources required for materials sampling, testing, and acceptance.  Study the specifications, project plans, and special provisions to identify the material requirements. Staffing of the listed functional titles must be considered for performance of this work.   Determine if each of the functions can be performed by standard materials sampling, testing, and acceptance practices and personnel or if due to the complexity, efficiency or volume of work, the functions should be performed at the project site or by an independent lab.   The hours estimated should include PGAC 5471 - 5479 direct bill personnel as described below:
· Materials Coordinator:  Has primary responsibility for acceptance and control of project materials.

· Material Samplers:  Has primary responsibility for the sampling and testing of project materials.

· Materials Documentation Coordinator:  Has responsibility for managing test reports, test data, correspondence, and Testing Administration System (TAS).
· Materials Technical Support:  This service is to be provided by the consulting industry for testing support services.  Services can include testing equipment, specialized testing, etc.

· Quality Assurance:  Has primary responsibility for quality assurance functions for project materials acceptance.  These responsibilities may include monitoring of contractor quality control practices, Independent Assurance Sampling/Testing (IAS), and Quality Assurance verification testing.  Responsibilities include:  1. Asphalt Monitor, 2. Concrete Monitor, and 3. Aggregate Coordinator.

Field Inspection Team
Determine all personnel and resources necessary to provide leadership and coordination of field inspection services or technical service support.  Analyze the specifications, project plans and special provisions to determine the inspection coordination and leadership needs or technical support required.  Staffing of the following functional titles must be considered for performance of this work.  Complexity, size and availability of resources may dictate that these functions are performed with internal and/or external personnel.  The hours estimated should include PGAC 5192 direct bill personnel as described below:
· Transportation Managers; Transportation Technicians:  Provide support services as assigned by the Senior Project Engineer (i.e., provide leadership and support to field personnel, coordinate inspection activities, take part in inspection activities, etc.)
· Field Inspection: Determine all personnel and resources necessary to provide field inspection services.  Analyze the specifications, project plans and special provisions and determine the number required.  Staffing of the following functional area must be considered for performance of this work.  Complexity, size and availability of resources may dictate that these functions are performed with internal and/or external personnel. 
· Special Technical Expertise; Soils & Foundations; Structural; Traffic Control/MOT; Pavement; Hydraulics; Electrical/Lighting; Painting; Other:  Has primary responsibility for inspecting the work and materials in conformity with the contract documents.

· Field Surveying:  Determine all personnel and resources necessary to provide field surveying services.  Analyze the project plans and determine the level of surveying required.  Staffing of the following functional titles must be considered for performance of this work.  Complexity, size and availability of resources may dictate that these functions are performed with internal and/or external personnel.  

· Survey Staff:  Has primary responsibility for independent verification of the contractor’s layout and of final lines and grades.

VIII. Routine Project Status Reporting and Monitoring

The Division of Construction Management will develop standard reporting formats.  The Jobs and Progress Program reports will be integrated with the J&P Tracker. Districts will populate and update the following reports as required by the State Construction Engineer: 

· Scope compliance.  Identify any proposed fundamental change to the original concept of the contract.

· Cost to Complete.  Estimate all costs (including any anticipated nonperformance or additional work) necessary to complete the project. 

· Staffing.  This item consists of staffing availability and current staffing levels.  This includes Construction Support Services.

· Progress to date.  Progress will be measured by analyzing the CPM Schedule, time elapsed, and expenditures vs budget.  This information will allow the Department to maintain and control the schedule and subsequent completion date.

· Remaining work.  The District Project Manager will be responsible for reporting significant items of work remaining to be completed for comparison with the schedule, progress to date, and cost to complete.  These items should provide adequate information to ascertain project status toward timely completion cost containment, and scope control.

· Potential claims.  The District Project Manager in cooperation with the Division of Construction Management Claims Administrator and State Construction Engineer will report, monitor, and manage claims and disputes through the Administrative Claims process which will be rolled into the J&P construction status reporting system.

· Potential change orders.  The District Project Manager will assess the project on a monthly basis to determine contract changes that may result in a significant change order adversely impacting the project budget.  The Department will then have the opportunity to mitigate cost increases and potential changes to scope and schedule.

· Approved change orders.  The District Project Manager will tabulate a list of change orders approved by the District Construction Engineer.  The information must include the description of work; cost, scope, and schedule impact; and other unique information as determined by the District.

· CE Costs.  Construction Engineering Cost must be reported for evaluation by Central Office using the CE OPI Model.  Central Office will provide support and guidance for managing project specific Engineering and Inspection Costs on a monthly basis as follow:

· ODOT (Internal):  Project Manager and support staff

· Consultant (External):  Construction Support Services

Appendix A

[image: image2.emf]Ohio Department of Transportation

District Annual Work Plan, Construction Program and Staffing Summary

4/1/2007

to

3/31/2008

District: X

$0 to $500K $500K to $2M $2M to $10M >$10M Total

Estimated Payments:

$62,000,000 $2,800,000 $2,500,000 $17,800,000 $85,100,000

Number of Projects:

2 23 2 3 0 30

Functional Classification

Estimated Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours

Estimated 

Hours Estimated Hours

Project Management Team 3,200 200 200 300 3,900 6000 2,100 0

Project Support Team 3,000 500 400 2,000 6,100 7000 900 0

Materials Management Team 5,900 400 400 300 7,000 10000 3,000 0

Field Inspection Team 20,300 2,500 1,100 14,300 38,200 36000 (2,200) 2200 0

   

Grand Total 32,400 3,600 2,100 16,900 0 55,200 59000 3800 2200 0 0

Instructions!  Please complete the Work plan by inputting data into all the unprotected cells above.  

Include all the projects you expect to staff during the planning period listed.

Refer to the 2006 Construction Management Plan and Business Rules for detailed instructions.

Work Sheet Protection Password: CONSTRUCTION

Additional 

Resources 

Available 

Within ODOT

External

All Other Projects

Jobs and 

Progress 

Projects

District 

Available Hours

Difference

Additional 

Resources 

Available 

Within District
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District

X

5/25/2006

PID

77302

C-R-S

HAN-30-4.828

Ellis Project Description

Project 3-05, New, Relocated, 4-lane US-30

Function 

Needed for 

Project 

(Yes/No)

Function 

Needed to 

Reside On-

Site (Yes/No)

Project 

Estimated 

Annual Hrs.

Comments or Names

Project Management Team

Project Management

Yes

No

 

ODOT Project Manager for Construction, list personnel

No

No

2100

Assistant Project Manager - Project Complexity

No

No

Administrative Assistant

No

No

Construction Manager, list personnel

No

No

Consultant Project Manager, list personnel

No

No

Construction/Contract Administration

EEO/DBE/PW, list personnel

Yes

No

Change Order Administrator

Yes

No

Scheduling

Yes

No

Claims Administrator

Yes

No

Total: Project Management Team

4

0

2100

Project Support Team

Clerical

Yes

Yes

1900

Documentation Coordinator

No

No

(RFIs, CMS, Submittals, etc.)

Utilities Coordinator, list personnel

No

No

Public Information Officer, list personnel

No

No

Submittal Reviewer

No

No

Construction Technical Expertise

No

No

Foundations

No

No

Structural

No

No

Geotechnical

No

No

Traffic Control/MOT

No

No

Pavement

No

No

Claims

No

No

Legal

No

No

Hydraulics

No

No

Electrical/Lighting

No

No

Painting

No

No

Other

No

No

IT Support

No

No

Designer Technical Expertise

No

No

Foundations

No

No

Structural

No

No

Geotechnical

No

No

Traffic Control/MOT

No

No

Pavement

No

No

Claims

No

No

Legal

No

No

Hydraulics

No

No

Electrical/Lighting

No

No

Other

No

No

Maintenance of Traffic Coordinator, list personnel

No

No

Safety Coordinator, list personnel

No

No

Railroad Coordinator, list personnel

No

No

Right of Way Coordinator, list personnel

No

No

Total: Project Support Team

1

1

1900

Materials Management Team

Yes

No

Materials Coordinator, if onsite list name

Yes

No

3200

Material Samplers

Yes

No

Materials Documentation Coordinator

Yes

No

Materials Technical Support

Yes

No

Quality Assurance

Yes

No

Asphalt Monitor

Yes

No

Concrete Monitor

Yes

No

Aggregate Coordinator

Yes

No
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Appendix C
Facilities and Equipment Project Management Plan

Analyze the specifications, project plans and special provisions to determine the facilities and equipment which are necessary to effectively administer the contract.  

Consider the projects facility and equipment needs including the following seven categories.  Prepare and submit a comprehensive plan and identify the resources to be utilized.  Ensure that facilities and equipment are commensurate with the project size and complexity while staying within budgetary constraints.

	1. Field Office

a. Size  ________________________
b. Location  ____________________
c. Parking  _____________________
d. Conference rooms _____________
e. Security  _____________________
f. Permitting  ___________________
g. Utilities  _____________________
2. Vehicles 
a. Number ______________________
b. Availability/source _____________
c. Specialty vehicles ______________
3. IT / Telecommunications

a. Computers ___________________
i. Workstations ______________
ii. Servers ___________________
b. Copiers ______________________
c. Fax _________________________
d. Phones ______________________
i. Cell _____________________
ii. Land line  _________________
iii. Conference ________________
e. Video conferencing ____________
f. Scanning _____________________
g. Software _____________________
i. Scheduling P3 ______________
ii. Office automation ___________
Document Mgmt / Imaging 
(Domino Docs, Constructware, etc.)


	4. Testing

a. Laboratory Space/Size ___________
b. Laboratory Equipment ___________
c. Nuclear Gauge Storage __________
d. Specialty Equipment ____________
e. Other ________________________
5. Inspection
a. Nuclear Gauges ________________
b. Concrete Control Kits____________ 
c. Specialty Equipment ____________
d. Other ________________________
6. Survey
a. Field Equipment _______________
b. Software _____________________
7. Safety
a. Field equipment ________________
b. Specialty Equipment ____________
i. Safety Harnesses ____________
ii. Other _____________________



Appendix D

Appendix D includes the PGAC descriptions as distributed to all DCE’s 10/12/2006 by Gary Middleton
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