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In 2011, Texas promulgated statutes for the CMAR project
delivery method

* Early project results were mixed
» Some CMAR projects morphed _ R
into DB projects There's always
» Selection criteria resulted in . room for
“price based” CMAR awards

* Today's projects
» Good but sometimes
iInconsistent results

improvement no
matter what.

Ali Krieger
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Preconstruction service
expectations
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Every CMAR project will have both typical and unique
expectations for the preconstruction phase

* Typical * Unique
» Team member collaboration »Engaging a "dream” team
»Balanced risk profile » Meeting specific project goals
» Cost certainty » Coordinating with other projects
» Shorter project schedule » Shifting of specific risks

»Final GMP within the budget
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CMAR delivery is flexible and easily accommodates most
preconstruction expectations

Qualifications

CMAR
QBS

Based
/ Precon

‘ Services
Selection Designer
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1 - QBS process is focused on selecting the best contractor
and initiating early project team collaboration

* Two QBS procurement processes

»One step
CMAR
» TWO step QBS Based
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2 - Contract and communication lines are designed to
promote collaboration

Management

Technical

Z Precon

. Services
Designer ———

Trade Equipment
Subcontractors Suppliers

_____ - — - — Designer Construction

Operations
Purchasing and
Maintenance

Contracts
and Legal
Owner organization

stakeholders
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3 - Competition and transparency of all project costs
promotes trust and confidence

 Buyout process is completely “Open Book”
» Construction cost competition for all work
* Owner makes Best Value decisions

F 7 G

- - e ‘a e Nl -_.‘__'.\ e

. - Ve L

, Contract exceptlons *' -
L \ .

,:

\ L
- ,~ Project \
approach .
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4 - Reduced project risk benefits all members of the CMAR
project team

* For this delivery method:

» All project team members are subject to risk

»Risk management is a team effort .
Operational

Environmental

Financial

/7 Precon

. Services
Designer ———

Reputational
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Even if you have a great CMAR Team, do these 4 benefits
just automatically happen?

* The 4 benefits don’t automatically happen
» There is no standard approach to CMAR delivery

» Expectations and goals not well established \t/'\lllelare all
. . still learning
»Varying team/team member experience 1

Knowledge

Time
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The "Big 7" preconstruction
services tasks
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CMAR project delivery benefits rely on the successtul
completion of 7 key preconstruction activities

N o A wnNn =

Design reviews

Site investigations

Formal approach to risk management
Cost model development & management
Early out work packages

CMAR procurement plan implementation
Training workshops

Technical

Operations
and
Maintenance
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1 — Design reviews drive
innovation and efficiency

* Review types
»Value engineering and constructability
 Review purposes

» |dentify: savings, risks, design errors

a Design continues

» mprove constructability

Designer submits CMAR performs VE and ;
. Design 30/60% design Constructability Reviews, C(I:\gApRr;:gg'lt:t\éE tir;d
) R milestone to project estimates cost and time .
eview processes vary A Joen

(Clock starts) (Clock at 5 days)

» Finite duration — 8 workdays

» Focus on needle movers

Designer begins
incorporating Owner
directions
(Clock at 8 days)

CMAR convenes Owner
review meeting adjudicates
(Clock at 7 days) proposals

Goal: no more than 4 hours U]]
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2 — Site investigations confirm
existing conditions

« Examples:
» Underground utility locates
» Existing facility condition assessments

 Scoping is a collective exercise
* CMAR performs the investigations

* Results inform design and construction
approach
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3 — Formal approach to

i | dentify &
Risk Management o e
* Risk management begins early
in the project Mitigate | Assess
. . . (or retire) probabilities
* Risk register is regularly Owner/
updated Designer/
. . . . CMAR
* Risk Register helps identify —_— Project

cost and schedule trends Team

Develop
mitigation
plans

Assign to a
responsible

party
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Zr — Cost modeling helps keep the project scope within the
Owner’s budget

* Two independent estimates  Reconcile estimate costs line-by-line
* Each estimate utilizes a common basis  « Compare results with the budget
» WBS, crew compositions, labor rates, etc. * Adjust scope, as needed

Owner \ GMP

Budget \//\j Price

Design 30% 60% 90%
NTP Milestone Milestone Milestone
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5 — Early out subcontract and equipment
work packages may impact the
traditional design process

* Typical design impacts:
» Long lead equipment procurement

» Early work packages requiring partial IFC designs
— Site prep, underground utilities, foundations

» Engage the CMAR early, understand their:

» Construction and buyout approach
* Assess the impact on design efficiency and effort
 Adjust the design scope of services, as applicable
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6 — Implementing the CMAR
procurement plan requires
Designer support

* CMAR premarketing efforts
 Developing technical content for:
»RFB's and RFCSP’s
» Equipment RFQ's
 CMAR's bidding process
* Selection committee membership
* GMP negotiations

Sunshine Water Treatment Expansion Project

CMAR Procurement and Buyout Plan

CMAR’s Approach to Project Procurement

1.1 Introduction

1.2. Purpose of the Procurement Plan
1.3 Buyout Strategy

1.4, Procurement Practices

1.4.1. Development of Work Areas and Subcontract Packages
1.4.2. Identification of Proposed Self-Perform Work Packages

1.4.3. Competitive Bidding process
The Project
2.1 Work Area ldentification
2.2. Subcontractor Work Package Descriptions
2.3 Equipment and Material Purchase Package Descriptions
Receipt and Evaluation of Proposals and Quotations
3.1. Subcontractor Work Packages
3.1.1. RFSCP Openings
3.1.2. CSP Evaluations
3.2. Equipment Purchase Packages
3.2.1. Quotation Openings
3.2.2. Quotation Evaluations
3.3. Scoring Approach
Schedule
4.1. Procurement Milestone Schedules

CAROLLO
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/ — Training workshops educate, | o_ =%, 1
inform and set expectations — ==t

* CMAR procurement

* CMAR contract development

* Risk management approach

* CMAR competitive bidding process
» Selection committee responsibilities
* GMP development and negotiation
* Project partnering
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Successfully completing these 7 tasks requires coordinating
the scope of services with the Designer and CMAR

» 2016 state of the practice for W/WW preconstruction services scope

* The upside

CONSTRUCTION MANAGEMENT seauestronporosnis
RRRRRRRRRRR

»An early attempt at a standardized scope

ooooooooooooooo

e Limitations

»Summary task descriptions

»0Only addressed the CMAR's scope services

e But it was a start....
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Aligning the Designer and CMAR preconstruction scopes of
work provides clarity and establishes responsibilities

* For each project milestone and preconstruction task, provide:
» Task narratives

» Subtask descriptions
— Scope of services required
= Entity leading the task
= Entities supporting or contributing
= Level of effort expected
» Deliverable identification

= Description of work product

= Completion date(s)
= Format (paper, digital, other)
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An aligned preconstruction services scope will be
comprehensive and clearly set expectations
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Summary and recommendation
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Summary - CMAR delivery is flexible and can
accommodate most preconstruction expectations

CMAR delivery method benefits rely on the successful
completion of 7 key preconstruction activities

Design reviews

Site investigations

Formal approach to risk management
Cost model development & management
Early out work packages

CMAR procurement plan implementation

NV A w2

Training workshops

L{jfé
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Recommendation

Planning for CMAR Projects
* Begin with developing an aligned precon scope

* Include this scope in Designer and CMAR
procurements

* Refine both scopes during CMAR negotiations
considering:

» CMAR'’s construction approach
» CMAR's buyout strategy
» Project team training needs

“Before anything
else, preparation is the key to * Actively manage the preconstruction scope

success.”
- Alexander Graham Bell
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