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THIS DOCUMENT
This document summarizes how Campus Planning and Real Estate (CPRE) manages major capital projects in partnership with Campus Operations’ Capital Construction (CapCon) group.  For the sake of brevity, its focus is on the coordination between departments and on CPRE internal processes.
CORE MANAGEMENT GOAL

The project delivery team, consisting of project planners from CPRE and project managers from Capital Construction, delivers seamless services as seen by outside entities (within the UO, among design professionals, and in the construction contracting community).  Viewed from the inside, the specialized skills within CPRE and Capital Construction are matched up to maximize quality and efficiency, while also clearly identifying roles and responsibilities at every stage of the project.

DIVISION OF RESPONSIBILITIES

Tasks and responsibilities are most often assigned along departmental lines:  while a project is being designed, CPRE project planners handle most project responsibilities (budget, schedule, consultant contracts).  During design CapCon project managers take on construction-related tasks such as hiring contractors and are involved in the design process through user meetings and technical reviews.  

Conversely, during construction most responsibilities are typically taken over by the project manager, with project planners remaining involved to resolve design-related issues and any aspect of design that may still be unresolved such as furniture selection and the Percent for Art program.  In the post-construction phase, commissioning and warranty issues are managed by the project manager and post-occupancy research is conducted by project planners.  Ths division of responsibilities and tasks varies from project to project, and for each project is laid out in a Project Deliver Matrix (see below).

KEY METHODS AND TOOLS

CPRE has created many tools and techniques to support the integrated delivery team during the design process as summarized below.  All can be found at [WEB REF].

Project Delivery Matrix

The initial planning tool for the project delivery team is the project delivery matrix.  Very early in each project, the project delivery team meets to map out their efforts through the course of the project.  They meet with the Project Planning Manager (and possibly with the Director of Capital Construction) to review and adopt the delivery plan.  This matrix may be (and usually is) revisited during the course of the project, either as a formal process or as an informal check-in to adjust to changing conditions, workloads, availability, and other factors.

Weekly project management meetings

Many years ago, CPRE instituted weekly or biweekly project-specific management meetings during the design of major projects.  Bringing together Planning and CapCon staff, architect, contractor, and user group chair, these are facilitated by Planning staff with formal advanced agendas, written notes, and are limited to no more than one hour each.  The meetings serve to organize issues as they arise, assign them to individual meeting participants, and track their implementation.  Agenda items range from discussion of agendas of upcoming user meetings to schedule updates to resolution of building code issues.

Weekly management meetings occur during construction, led by the contractor, to focus efforts on critical tasks and to manage the project schedule.  Project planners are expected to participate through most or all of the construction process to address construction issues with design or user implications.

Biweekly leadership coordination meetings.

Darin Dehle and I meet every two weeks to go over current challenges and emerging issues.  These provide essential coordination at the leadership level.

Planner checklist

Project planning staff drafted an internal quality control checklist of activities that occur in each phase of the design process.  Planners use this working document to ensure that all major steps have been taken at the appropriate point in the process and responsibilities for all design phase tasks are covered.

Communications plan

One of the first assignments at the beginning of a project is to create a communications plan which outlines what methods are used to communicate to specific audiences at each stage of the project.  Over the years we have found that many process breakdowns are the result of not taking this initial step, and communications failures often trigger more serious problems.  We anticipate that this recently-added tool will further decrease the possibility of misunderstandings during the design process.

Formal user group, end user, and leadership sign-offs

We tailor project-specific check-in points for formal review and sign-off on design, technical reviews, and budget information.  At a minimum, these occur at the end of the Schematic Design phase and before the start of construction.  Formal end-user and user group sign-off also usually occurs when the floor plan is “frozen” during the Design Development phase and at the end of Design Development.  CapCon project managers are instrumental participants in all technical reviews and are actively involved in budget formulation and updating.  Campus Operations is included in formal review processes, typically at 50% and 100% completion of each design phase.  Leadership reviews include, in addition to design information, a budget showing how the funding is being provided, where the funds are being spent, and the approximate anticipated cash flow.

Compatible budget models

Campus Planning initially creates a budget model that uses categories, format, and terminology to gracefully adapt to CapCon’s budget model yet is more streamlined and easier for user group chairs and project sponsors to understand.  The transition from one model to the other generally takes place no sooner than the construction documents phase and no later than the start of construction.

Clear UO standards and policies

Jointly creation and implementation of standards and policies has streamlined the design process and improved results overall.  In particular, the Construction Standards, the Campus Plan, the Oregon Model of Sustainable Development, and the UO accessibility standards have all contributed to clearer instructions to architects and more efficient review procedures.

Procedure guide for non-professionals

We use CPRE’s procedure guide to outline project processes for non-professionals, in particular the project sponsor, the user group chair, and the user group members.  This guide is being updated currently, with a framework in place and additional elements being added as they are created.

Second planner on major projects

After debriefing several user group chairs four years ago, CPRE increased the level of staff support during design to reduce the administrative burden on these chairs who typically also hold leadership positions in the university.  The second planner attends most meetings and stays current on major project issues, and may take on specific management responsibilities.


Contract pre-signature verification

In advance of obtaining signatures for contracts or contract amendments, project planners sign a form attesting that certain critical steps have been taken to ensure that the all of the necessary pieces are in place and have been appropriately communicated to affected parties. 

Jargon dictionary

CPRE project staff have created a non-professional’s dictionary of design and construction jargon.  Although somewhat tongue in cheek, it has already proven its value with users and others.

Weekly project planner training sessions

These are used to develop many of the materials and processes described here, tackle specific questions that have come up in current projects, and provide staff opportunities to be trainers as well as trainees.  
WHAT’S NEXT?

Our work is and will remain a work in process as we continuously improve our tools and processes.  Here are some of the vulnerabilities that we’ve identified and are currently working addressing:

We perceive that local (user) interests have taken precedence over broad (institutional) concerns, especially in consultant selection and early schematic design.  We hope to restore balance through more frequent involvement of outside constituencies in the design process (see Communications Plan), targeted direct outreach to a broader range of constituencies (Campus Architect, Campus Planning Committee, perhaps peer review), and more engagement of leadership at key points.  We are also expanding the physical area considered by each project during design.

For several years, we have worked to improve communications with other campus entities (e.g. Network and Telecom Services, Development, Operations, EHS, etc.).  We seek input very early in design, often before hiring architects, and are working to improve project coordination and technical review processes to use their staff time as efficiently as possible yet getting the best advice for our projects.
We also seek better representation of institutional interests in cost/value decisions.  Alignment of decisions with UO strategic goals and planning may seem obvious, but short-term local needs don’t always match up with a longer view.  Ensuring that these issues are raised with all affected parties at the appropriate time should provide better outomes in all of our projects.  We also expect to see more use of life cycle analysis to guide some of these decisions.

We seek to improve processes and communications related to design changes during construction.  Ensuring that all appropriate voices are represented in these discussions is an essential step toward successful projects.

Finally, we continue to identify avenues for review and improvement, finding that many come through post-process research and evaluation, and also from best-practices information from other institutions.
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