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1.1 
Purpose and Scope

This manual provides Project Managers and senior management with an understanding of the role and responsibilities of the Project Manager during the various phases of project development and execution.  This manual applies to all Project Managers assigned by the Assistant General Manager for Design & Construction.  
Throughout the design and construction phases each Project Manager will need to coordinate efforts with numerous departments within the MBTA.  At a minimum each PM should understand the roles of the following departments with whom design & construction interacts:
D&C Administration & Finance – This department is a Project Manager’s best friend.  Prior to initiating any action the PM must obtain funding through his/her Budget Analyst.

D&C Project Controls – The Project Controls department assists PMs in the review and tracking of project design and construction schedules.  The department also assists PMs comply with project reporting requirements.

Budget Department – Located at 10 Park Plaza, this department is responsible for obtaining grant funding. The D&C A&F work closely with Budget.

Environmental – Located at 10 Park Plaza, this department signs off on construction project advertisements given the permitting impacts on D&C projects.

Real Estate – Also located at 10 Park Plaza, this department is responsible for approving construction advertisements given the access issues impacting D&C projects.

Other departments with whom D&C closely coordinates during project development include:

· Safety

· Systemwide accessibility

1.2 
Online Project Manager Manual (PMM)
This Project Manager Manual (PMM) presents the series of responsibilities, tasks, and activities performed by the Project Manager (PM) from project conception to the final stages of project closeout. In particular, the responsibilities of the PM and policies of MBTA Design & Construction (D&C) are stressed.  The PMM clarifies relationships between the PM, Authority staff, other state and public agencies, outside private agencies, and all internal and external stakeholders.

While you may be viewing this PMM in printed form, bear in mind that by its very nature the PMM is subject to ongoing updates and revisions in order to keep pace with changing Federal Transit Administration (FTA) and Authority policies and with improved best practices of project management. Within the online text, hyperlinks exist to all of MBTA D&C’s relevant forms and template documents. These hyperlinks appear twice for each exhibit, once in the Table of Exhibits, and again in the text where the exhibit is first referenced. 
The PMM and other Design & Construction Policy and Procedures Manuals are  available on the MBTA website:  
http://www.mbta.com/business_center/bidding_solicitations/manuals/
While this PMM outlines these responsibilities, it is not intended to convey all the specific actions required to successfully manage an MBTA project. It is the responsibility of the PM to also understand and follow all the applicable Design and Construction manuals, policies, and procedures in their current version, including the following:
· Project Controls Manual

· Change Order Guidelines

· Contract Administration SOPs

· Procurement Manual
· Resident Engineer’s Manual

· Quality Assurance/Quality Control Manual

· Project Initiation (PI) Agreement Policy

· Systemwide Accessibility Policy

· Design & Construction Monthly Bulletins
· Other Manual and Standards as applicable
1.3 
Revisions to PM Manual
Please refer to the MBTA website shown below for the most up-to-date PM Manual.  
Requests for revisions, updates, and improvements to the PMM should be coordinated with the Contract Administration Department, who is the only designated member of MBTA D&C with read/write access to the online PMM files.

1.4  
Project Manager

The Project Manager (PM) is the individual within the MBTA Design and Construction Department who has the responsibility, from inception to completion, for managing the project according to specifications in a timely manner and within budget. The PM has substantial authority, commensurate with his/her responsibilities, to direct all elements of work required for the scope, design, construction and delivery of a Project.  The PM is the main contact between the MBTA and consultant or contractor. The AGM of Design and Construction assigns a Project Manager as set forth in the Project Initiation procedures.  
The MBTA Project Manager is expected to fully understand that project’s goals, schedule, and budget. The MBTA PM is expected to be that project’s primary advocate throughout all project phases, until successful completion.

While the PM should be knowledgeable, it is not expected that the PM be an expert in all aspects. The PM must be responsible, as needed, to ask for help.
Management authority and responsibility rests with the PM. The PM is the point of contact for all project activities from conception through project closeout. This authority gives the PM the responsibility for project success. Their activities include the following:

· Technical and Budgetary Responsibility - Responsibility for the project’s technical and financial directions and for ensuring external and internal customer satisfaction with project results
· Contract Administration - Administer professional service, design and construction contracts, including involvement in design contract and amendment negotiations.

· Cost Estimating and Forecasting - Establish initial project budgets, cost estimates, cash flow projections.

· Reporting - Provide monthly updates of project schedules and budgets. Scheduling - Monitor project schedules and budgets to ensure financial and schedule milestones are met.

· Public Liaison - Resolve public questions and concerns about the project and coordinate with other state and public agencies, private utilities and companies, and all Project Stakeholders involved in the project.
· Utility Coordination - Coordinate with all Utility Companies for all Construction related activities.

· Problem Solving - Prevent or resolve problems occurring during project development and execution.  Analyze problems occurring during the project and take actions to ensure project goals are being met.
· Procurement - Participate in the development of bidding documents and the construction contract award process (as applicable).

· Document Management - Ensure project records and documentation are properly filed, maintained, and archived.

· Departmental Coordination - Coordinate with MBTA Internal Departments (as needed)

· Project Development Group - Set schedules for interim project reviews
· Project Website – Monthly or as needed
In addition to performing any of the duties as described above, the PM shall:

· Maintain the complete official project file

· Administer the contract for architect/engineer (A/E) and contractors.

· Lead contract negotiations and execution. 
· Draft project correspondence

· Attend and assist with public meetings

· Facilitate monthly project website and schedule updates

· Coordinate and track progress of project submittals

· Provide construction observation and quality assurance review

· Respond to inquiries from all Internal and external project stakeholders.
1.5 
Architect or Engineer
The architect or engineer (A/E), typically a private consultant, is responsible for designing the project and preparing plans, specifications and estimate (PS&E).  The MBTA D&C’s own engineering staff, especially on smaller design projects where a quick turnaround is required, may perform A/E services in-house.  Large projects requiring a full range of professional services (soils, investigation, survey, public involvement, hydraulic analysis, etc.) are typically performed by A/E’s who have been awarded a qualification-based professional services contract (PSC) with the Authority.  MBTA D&C may also enter into professional services task order contracts with A/E firms wherein specific services are provided such as soils investigation, surveying, civil, structural and electrical design, construction support and even comprehensive project management services.
1.6 Budget Requirements
The Budget Process, which is further defined under Section 2 describes the steps necessary to develop a conceptual budget and schedule, monitor compliance and process changes to the budget as the project progresses through to completion.  The budget process begins with the conceptual budget and continues through the authorization process and includes the periodic reporting of budget compliance and amending the budget.  This applies to all projects. 
NOTE:  When the Project Manager is aware of the need to secure funding for a project, the Budget Department would strongly stress the need to submit all appropriate paperwork as soon as possible.  This will allow the Budget Department 
enough time for the opportunity to federalize the funding for the project.  Even if a project is state funded, the Budget Department would like to follow all federal guidelines in the performance of the contract.

1.7 
Independent Cost Estimate (ICE)

Prior to procuring A/E or construction services, the Project Manager must prepare an independent cost estimate (ICE).  This estimate will be used to assist project staff to determine the reasonableness of proposals received from consultants or contractors. The ICE is required not just for the initial procurement, but also for changes such as amendments and change orders. The Contract Administration Department maintains templates for use by PMs that have been approved by the FTA.
1.8 
A/E Services Procurement
The MBTA procures A/E services contracts through the Contract Administration Department (See MBTA Procurement Manual).  
The MBTA procures A/E contracts following the Brooks Act where the selection is based on the Qualifications of the firm.  Cost is not an evaluation criterion.  
Briefly, the MBTA follows a two-step Qualifications Based Selection (QBS) process as detailed in the MBTA PROCUREMENT MANUAL, where a project is publicly advertised:

a.
The MBTA publicly advertises a Request for Qualifications (RFQ). A selection committee assigned by the AGM evaluates and ranks consultant qualifications.  The committee invites the most qualified teams to submit a proposal.

b.
The selection committee evaluates proposals, conducts consultant interviews, and ranks the teams.  The highest ranked firm is invited to begin negotiations for a contract. 

This process is detailed in the MBTA PROCUREMENT MANUAL, and is discussed further in this PM Manual (See Section 5) 
1.9 Five Phases of an A/E Design Contract
The MBTA breaks down A/E contracts into 5 phases of design:
a. Phase I - 0% - 15% - Conceptual Design

b. Phase II -  15% - 30% - Preliminary Design

c. Phase IIII -  30% - 60% - Design Development

d. Phase IV -  60% - 100% - Final Design (PS & E)

e. Phase V - Construction Phase Services

1.9.1 Project Manager Responsibilities during Design Phases
As noted previously, the PM shall fulfill their responsibility in accordance with all applicable D&C manuals, policies, and procedures.  During Design, the Project Manager’s responsibilities shall include but not be limited to the following:

· Developing and maintaining the monthly Assistant General Manager (AGM) Report and keeping the Project in as close compliance as possible with the Conceptual Budget and Schedule.

· Reporting variances between the estimated budget and conceptual budget and schedule to senior management of the department and the Budget Director.

· Complying with the requirements of any necessary environmental approval processes.

· Convening and chairing all project meetings with representatives of the Sponsor Department, Budget Department, Design & Construction, Real Estate Acquisition, Operations, Planning, Engineering & Maintenance, Safety, Security, and all Project Stakeholders.

· Assistance in development of MBTA Safety Department’s safety certification process.

· Establishing meeting agendas and approving meeting minutes.

· Directing and facilitating communication and negotiation among Project participants.

· Preparing a project records index and maintaining the project file.

· Creating a project management plan that identifies how the Project will be managed from design through closeout.

· Reviewing and approving payment requisitions.

· Discussing with the Director of Design whether a design consultant or in-house personnel will perform design.

· Coordinating with the Contract Administration Department to procure A/E Services.  Drafting the RFP to retain consultant services, including construction managers for the project (if necessary) as set forth in Reference 2.6.

· Discussing with the AGM of Design & Construction whether a construction manager will be retained for the project.

· Serving on the selection committee for any outside consultants, including design consultant and construction manager.

· Monitoring real estate requirements and acquisition as set forth in Reference 2.5 (Update) real estate acquisition procedure.

· Considering and reviewing at least 3 alternatives to accomplish the goals of the project.

· Overseeing the review of design submittals, including the 30% Design Review. 
· Reviewing and approving the cost estimates and schedule projections contained in design submittals. Directing designers to design to budget.
· Reviewing and negotiating all proposed scope changes and amendments and recommending approval of such changes.
· Preparing Consultant Performance Evaluation Rating (CPER) Sheets

· Complying with MBTA procedures:
· Value Engineering (VE) 
· Risk Analysis  
·  Peer Reviews  

· Constructability  

1.9.2
Project Manager Responsibilities during Construction Phase Services for A/E Contracts:
The PM will oversee the A/E during phase V - construction phase services (CPS) in the performance of some standard tasksPRIVATE :
· bid phase services; 
· shop drawing reviews; 
· request for information (RFI’s); 
· consultation and advice  - Resolve technical issues; 
· sketches and drawings; 
· progress meetings; 
· start-up of mechanical and electrical contractor; 
· lab, shop and mill test reports; 
· monthly site visits; 
· semi-final and final inspections; 
· disposition of claims and change orders; 
· operation and maintenance (O&M) manuals; 
· project management coordination; 
· critical path method (CPM) schedule review, 
· as-built drawing review
The Contract Administration Department maintains standard language for construction phase services scope of work.
1.10 
Construction Procurement
The MBTA procures construction contracts through the Contract Administration Department (See MBTA PROCUREMENT MANUAL).  The MBTA Procurement Manual is available on the MBTA intranet under Procurement Policies.
For Design-Bid-Build contract types, the MBTA procures construction contracts following Massachusetts General Law, Chapter 30 Section 39M where the most competent qualified low bidder team is selected to perform the services.  

Briefly, the MBTA follows a two-step process as outlined in the MBTA construction prequalification procedures where a project is publicly advertised:

· Contractors must be prequalified in the specific classes of work to be able to bid on a project with a value greater than $1 million.  Contractors must follow the MBTA Prequalification Procedures. Please refer to the MBTA website for the most up-to-date procedures
· The MBTA publicly advertises the project, and schedules a public bid opening.  After an evaluation of the bids, the firm with the lowest responsible and responsive bid will be selected for award of the project. 

This process is further outlined in the MBTA PROCUREMENT MANUAL and is discussed further in this PM Manual (See Section 9) 

Project Manager Responsibilities during Contract Bidding
The Project Manager’s responsibilities during the construction contract bidding process (advertisement through contract award) shall include but not be limited to:

· Completing the Pre-Bid Review Control Sheet (please see Section 8)

· Assisting Contract Administration and/or Materials Management Department with all aspects of the advertisement, bid, and award process. Ensuring timely submission of documents to keep the procurement process on schedule.

· Reviewing the bid documents and identifying the need for coordination and issuing of addenda, including timely and accurate responses to contractors’ questions
Project Manager Responsibilities during Construction
Once a construction contract has been awarded, the Project Manager’s responsibilities shall include but not be limited to:

· Convene and chair the project kick-off meeting with project participants to discuss policy and procedural aspects of the construction phase, including a review of scope, schedule, and budget.
· Lead contract change order negotiations.

· Develop and maintain the monthly AGM report and keep the project in as close compliance as possible with budget and schedule.

· Preparing or updating a project management plan 
that identifies how the PM will coordinate design and construction activities and all other supplementary activities.

· Organizing and chairing regularly scheduled meetings with contractor, design consultant, and other project participants to provide construction updates, discuss problems and coordinate the construction process.

· Monitoring all construction-related activities, with emphasis on staging, site preparation, milestones, phasing/sequencing, submittals, efficient and balanced work flows, major tests and any unique requirements needing special scheduling or tracking.

· Supervising the Resident Engineer, Inspectors, and other field staff necessary to monitor daily activities at the construction site.

· Developing and updating a record-keeping system of all construction activities, including daily logs and field office filing system for change orders, pay estimates. 
· Occasionally reviewing the Resident Engineer field office to ensure compliance with document control requirements

· Managing the process of shop drawing and submittal reviewing and expediting the distribution and routing of all such materials to ensure timely turn around.

· Ensure the proper review and acceptance of baseline schedule and monthly updates.
· Preparing all paperwork required for approval of change orders.

· Monitoring all quality assurance (QA) issues and ensuring quality control (QC) procedures are followed.
· Reviewing and approving all pay estimates and invoices submitted by the design consultant and contractor.

· Maintaining a current status of each claim, its ultimate resolution and its impact on the project budget and schedule.
· Completing Contractor and Consultant Performance Evaluation Rating (CPER) Sheets

· Coordinate information exchange with internal and external parties, to ensure smooth acceptance and closeout

· Supervise project closeout activities

· Supervise testing/commissioning activities as needed
1.11  Construction Manager (CM) Procurement.

This procurement process is the same as the A/E Procurement Process.

The MBTA procures A/E services contracts through the Contract Administration Department (For detailed descriptions – (See MBTA PROCUREMENT MANUAL) .  

Project Manager’s Responsibilities when a Construction Manager (CM) has been retained on the Project.

The PM manages the CM’s contract and serves as a liaison between the CM and the Authority.  The PM approves all deliverables submitted by the CM.  

The PM manages all Authority internal operations including relations with the community. 

The Project Manager’s responsibilities will be as follows: 

· Ensuring compliance with the authorized budget and schedule.

· Updating monthly project status reports.

· Ensuring the development and submittal of monthly AGM reports

· Convening and chairing regularly scheduled meetings with the CM, contractor, design consultant, and other project participants as necessary to review project accomplishments provide direction if there is any doubt as to a particular course of action.

· Managing all internal coordination and ensuring that the operating departments participate in the design reviews.

· Periodically reviewing the CM’s file system to ensure that daily journals are written and that records of events are maintained.

· Reviewing, and when authority exists, either approving or denying CM recommendations for change orders. If approval is required from other Authority staff, ensuring that the recommendation is routed to those individuals or department(s) and following up on the subsequent recommendation.

· Reviewing all major submissions.  This includes commenting on the design submissions (drawings, budget estimate and schedule estimate), the weekly and monthly schedule and budget updates provided by the CM, the constructability review, etc.
· Assisting Contract Administration in developing and participating in the design consultant and contractor procurement processes.  This includes writing the RFP, managing the design consultant selection process, and negotiating contracts. 
· Reviewing and approving the CM’s design and construction management plans, paying careful attention to the organizational and reporting arrangements.

· Leading site inspections with the CM during the construction phase, paying careful attention to safety issues, the integrity of the construction and conformance with the design specifications.

· Reviewing and approving all invoices submitted both by the CM and by the design consultant and contractor via the CM.

· Updating monthly Project Status Reports.

· Ensuring that a comprehensive punch list is completed and that each item on the list is addressed to the Authority’s satisfaction.

· Holding a final meeting with the CM following the post-construction phase to review the project and identify any issues that might create problems in the future.

· Reviewing the CM’s performance after the CM has completed all contractual obligations and submitting the evaluation to Contract Administration as specified in Reference 2.4, consultant/contractor/CM evaluation.
1.12 Alternative Project Delivery Methods
Most MBTA projects are delivered via design bid build. Occasionally alternative delivery methods may be used. The following procedures may be found in the procurement manual.

· Construction Manager at Risk (CM at Risk) Procurement 
· Design-Build Procurement (Procurement Manual)
· Construction Manager/General Contractor (CMGC)
1.13 Project Manager’s Responsibilities during Closeout
The Project Manager’s responsibilities during the closeout phase of a project include (see sections 5 and 10 for more detailed close-out information):
· Punchlist - Coordinating with the A/E, other MBTA departments, and contractor to develop the punch list(s) that documents all items of work that are incomplete or that need correction, providing a cost estimate for each item and monitoring the work to ensure that all punch list(s) items have been completed by the contractor prior to final payment.
· Start-up - Coordinating with the contractor and the MBTA for the initial start-up of all project equipment, utilities and operations system after installation is completed and checked out and supervising equipment removal and site clean-up.
· Final Review Meeting - Holding a final meeting with the contractor and other project participants following the post-construction phase to review the project and identifying any issues that might create problems in the future.
· As-Built Drawings - Ensure timely and acceptable as-builts submittals

· Inspections - Ensure timely inspections by appropriate MBTA and outside parties

· Claims – The PM must address any and all claims that are submitted as part of the project.  Claims for additional compensation and/or time are part of administering complex contracts.  

While they can never be eliminated or entirely avoided, the number of claims can be reduced and their impact lessened significantly by Project Managers with assistance from Resident Engineer and their staff by acting “claims conscious” and following effective principles of claim avoidance/reduction.
To prevent claims, extra work should always be properly authorized.  
Project staff should thoroughly review plans and specifications to identify errors and ambiguities in documents and also incorporate “lessons learned” from previous projects.  These actions should be addressed during the design review process.
PM’s should follow the MBTA claims process as described in Section 9 of this PMM.
· Errors and Omissions – This procedure establishes the methods for processing design errors and omissions (E&O).  This procedure applies during the performance of a construction contract.  

Errors and omissions in a professional services contract can be identified by various methods during the construction process such as, but are not limited to, the inspection process, processing requests for information, processing change orders, processing claims, and preparing changed quantity variance (CQV) Reports.  Once the E&O has been identified it will be documented in accordance with this procedure.

The threshold for processing an error and/or omission claim or cumulative claims which meets or exceeds $5,000.00. 
PM’s should follow the MBTA Errors and Omissions Process 
· Lessons Learned - The Lessons Learned should be implemented at project initiation and conducted throughout the life of the project through project close out.  Lessons should be collected, analyzed, and implemented in all project phases.

· Performance Evaluation - Reviewing the performance of the design consultant and contractor after all contractual obligations are completed and submitting the Consultant and Contractor Performance Evaluation Rating Form to Contract Administration.





















�Joe Allegro Asks:  Do we want a CMP or do we want to include this in the PMP?
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