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ABSTRACT:

This book is designed for the newly selected project manager, experienced project managers, and
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both accomplished through good planning. Chapters include Total Quality Management (TQM);
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and dealing with the media.
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CHAPTER 1

PREPARING FOR PROJECT MANAGEMENT

The Theme

This guide is designed for the person who has been selected to be a project manager
(PM) for the first time. However, it is also written for the person whohasbeenorisa
PM, and for those that want to be a PM. It is written to be read in a brief time and the
contents absorbed beyond the 10% usually retained while reading. The goal of this
guide is to give the new PM a simple philosophy to consider and build upon.

The PM must build for himself or herself a basis of understanding with staff, top
management, and owners. The new PM must undertake management and leader-
ship as never before. He or she must forget the position of following and work
toward leading, as uncomfortable as it may be. This new position will found new
relationships while old ones will be lost. The responsibilities of this new leadership
position must be paramount and entered upon with good relationships all around.
These are satisfying the customer, relating to the staff with utmost respect, and
making a profit for the owners of the firm. The client and the staff must have
confidence in the PM. Management and owners must already have had confidence;
otherwise, the position would have been given to another.

Today’s business world finds all types of organizations downsizing, including
architects and engineers. This means that middle management will be the first to go,
leaving the PM at the forefront of management, just under owners or top manage-
ment. The PM will probably become more and more important in the days to come.

Two themes are considered important in project management in this guide. They
are: (1) quality, and (2) productivity, both accomplished by good planning. This is
the basis for the entire guide and is considered to be of utmost importance.

These two themes are carried throughout the guide. First and foremost is qual-
ity: quality of the project and quality of the management. Productivity is required
to stay in business. Planning is highlighted because so many projects are deficient
in planning. Projects seem to be pursued the way they always were—let us get
started and, if it works, or even if it does not, do it the old way. This attitude must be
altered to ensure a good project, on time, and within budget.

Project management can be a highly complex process. Books, seminars, associa-
tions, and undergraduate and graduate courses are available for the PM. This guide
presents only a basic philosophy for that inexperienced person anxious to make



good and to move into a higher position in the profession. This person should then
add to their education, library, and associations as their experience progresses.

Management and leadership are generously used terms in this guide. They are
not the same, although you should make it your goal to achieve both. A manager
performs and controls the work that is required to be done. He or she makes the
workplace run. Aleader makes the first move. He or she has the foresight to initiate
new activities to the benefit of the firm and the client. He or she maintains the
momentum in the workplace. Another definition has been given, that management
is doing things right; leadership is doing right things. The new PM should try to
be both, learning first to be a good manager, and then a leader.

Management means more than just getting the job out on time and with quality.
Management means good leadership with ethical conduct that will make the PM
an example in his or her company and in the profession. It will also make the
company one that a client will want to retain again and again. Remember, a client
will tell others about good work, but they will tell many more if you did not do a
good job, if your ethics were compromised, or if you did not manage the job to
their satisfaction.

This guide will offer a philosophy with helpful hints that will not be accepted
by all firms. Policy decisions have been made that will not agree with the theme
contained herein. You will have to audit your firm, its policies, and perhaps its
unwritten guidelines.

The title of PM will be used consistently throughout this guide. We will assume
that the definition of a PM herein will be a newly assigned architect or engineer in
private practice.

Personal Preparation
Each person newly graduated from a school of architecture or engineering should
have a vision for the future and a mission statement on how they will get there. If
you do not have a goal, you will probably never get there. New architecture
graduates oftentimes dream of starting their own practice. Graduates of schools of
engineering do not share that desire quite so much, it seems, but have other goals.
Many graduates do not have any goals as they start out in life. If you do not agree
with any other part of this guide, please agree that each and every person, no
matter what age, should have a vision for the remainder of his or her life. That
means the person about to retire as well as the person with a crisp new diploma.
People who have a vision seem to obtain their goals much more often than those
who do not. People flounder in life, blame the system, their school, their parents,



and fail for a myriad other reasons. One’s vision need not be organized for 40 years.
It can be organized for 5 years, and then in 5 years redesigned for another decade,
etc. External conditions will modify your goals. The nation’s economy, wars, ill-
ness, family problems, etc., can waylay your intended plan; but always have in
mind a great goal and be reaching for it at all times.

When the vision is established, prepare a mission plan to attain this goal. More
education, perhaps a job change, outside volunteering, organizational attendance
and participation all may be a part in paving the way to your goal. A new PM can
design a plan of attack with milestones. As the milestones are achieved, further
steps can be taken. Of course, not all milestones will be achieved; however, others
will be achieved in a greater degree. A mission will give you a road map for your
life, and you will accelerate your endeavors as a milestone appears. This will keep
idling and wrong turns to a minimum.

As noted above, this guide is also written for those that just want to be a PM and
have not yet been selected for such. In this case, you too should have a vision and
a mission to be a PM. Learn to be a leader. Join a group that teaches public
speaking, volunteer to chair a church committee, read books on project manage-
ment, or take a night course. Be sure your supervisor is aware that you want to
handle a job and can see your efforts to attain that post.

There are many avenues for personal improvement. How many of your col-
leagues were trained in project management? How many were trained in market-
ing? Did you ever believe that marketing would be a job requirement? Marketing
is required by every architect and engineer, whether in private practice, teaching,
or government. You will need to sell yourself, the project, the grant; or sell the
commission, city council, etc. Extra studies in these fields can quickly accelerate
your vision in life.

The vision of your first project and the mission that it takes to successfully
complete it works in the same manner as your life’s vision and mission. You will
want to make a goal of having a quality project completed on time and within
budget, and you will need to develop a mission to attain that goal. Planning before
and during a project will be required along with good leadership.

Total Quality Management (TQM)

TQM is a tool used by some organizations as a process to improve various facets of
quality. Good project management needs some type of a quality process to be suc-
cessful. Three factors that most consultants perceive to be a definition of project
quality are:



e that the project be completed on time

e that the project be completed within budget

e that the expectations of the customer are met or exceeded

Many quality consultants find that these three factors can be accomplished if the
following actions are taken by the PM:

e constant striving for excellence in meeting the customer’s needs

e focusing on the process and how to improve it

¢ assuring total participation of all employees

¢ practicing good managerial leadership

Discussion of TQM and related emphasis on the process will come later in this
guide. Although TQM may not be threaded throughout your entire organization,
many aspects of the process can be important even if the PM’s firm does not
advocate its use. If you have not been introduced to TQM, it may be worthwhile
to acquaint yourself with the concept.

Additional Data

This brief discussion on project management is a catalyst. You are encouraged to add
notes, articles, and discussions from other sources. Also, add some of the findings
you obtain from actual experience. After all, this is a process. The text in the follow-
ing sections will explain the importance of having a process to produce major and
minor designs, tests, reports, etc. The Appendix will also give some insight into tools
that can be used to enhance your management and leadership skills.

The Curve of Project Management
This guide will explore various concerns that affect project management: ethics,
leadership, TOQM, plus those items that are actually a part of the project manage-

Project Clossout

Design Management

roject Start-up

Project Planning
Project]Agreemenls

Marketing

PREPROJECT WORK CREATIVE DESIGN WORK



ment. A curve of project management is illustrated above. Those items to the left
of the vertical line are activities before creative work begins. The work to the right
of the line are activities that architects and engineers relish most—that is, the
creative design work. However, the PM must manage his or her project the entire
length of the curve.

You will see repetition in this guide. There are certain points that are important
and they will be repeated for emphasis as needed.
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CHAPTER 2

THE PROJECT MANAGER

General

No matter how the PMs are selected, they must report to management and act in
management’s best interests. In addition, they must report to the client and work
in the client’s best interests also. With the demands of the two masters, the PM
must herd a number of people into an organized group to provide a product. This
product, for the purposes of this guide, is plans and specifications for a certain
facility.

First, the PM is given the task to manage a job. Do not forget this assignment.
You are not to let others manage or intimidate you. The buck stops with you and
your management must take on the job description of a mother, father, coach,
cheerleader, teacher, chaplain, warden, waiter, and a few other professions, but
finally as a leader. All of these must be done with class, juggling many balls while
acting pleasantly and with complete calmness. Your client will be in the wings
watching all of your activities. In any event, you must realize that you are in
charge.

Client Relationship

Every project starts with an understanding that you want to do a good job and
make money too, and, equally important, you want the next job. Therefore, the
consultant/ client relationship is one that must be fostered from beginning to end.
The PM will be the person that the client will depend upon for a quality project.
The marketer and past-project reputation has little to do with your project.

The one word to keep the client/consultant relationship strong is communication.
No one likes surprises, especially clients. The PM has the responsibility to keep
clients informed. This means both good and bad news. After all, it is the client that
pays, plus he or she will have to live in/operate that wonderful edifice or monster,
whichever occurs.

The client will no doubt dictate various meetings and those appointments must
be met. They will also appreciate the opportunity to answer questions. You may be
the most noted authority on a particular expertise, but the client has a part in the
process also. Asking his or her opinions will not diminish your importance.



Problems arise in the best-managed projects. When these become evident, it is
usually best to inform the client. He or she may be able to give guidance or alter
the project direction for the benefit of you both. The problem may cost money and
the client needs to know this as soon as possible. The client is your customer, but
he or she also has customers that must be informed. The “customer’s customer”
goes on and on. Communication on all levels is important and required for good
project completion.

Leadership

A PM is selected in many cases for his or her expertise, experience, or age. Top
management may look beyond those parameters and look for management abili-
ties and leadership. Leadership is discussed further in the Appendix.

You might be a young PM and have doubts about your knowledge of a specific
task. Your biggest worry should be the ability to lead. If you have that ability, then
you are better prepared to bring in and direct those who have the technical ability.
Every person in a leadership capacity should have the number-one goal of sur-
rounding himself or herself with knowledgeable people. Technical expertise is
usually easy to obtain. Leaders are not so readily available.

The architectural/engineering (A/E) business is a service, and that service is
provided by people. Without question, that is the A/E community’s most valuable
resource. A PM must have the ability to address their needs; otherwise, the project
will suffer, and so will the firm. We no longer live in a society that is driven totally by
management; your staff needs to be led. It must be led with proper management.

The effective leader must know how to delegate. Too often the PM takes on the
role of designer. This may be needed on small projects, but on larger projects it is
necessary for the PM to be a delegator so the project will not go awry. Many
architects and engineers relish the design task and fail to let go. After determina-
tion of the broad design, the finer points of design should be left to the delegated.

The PM must learn the art of decision making. He or she will have the benefit
of major decisions from the principal or owner in charge. However, the myriad of
project questions cannot be passed on. The staff will not tolerate a PM that does
not make decisions. They will either make their own decisions, bypass the PM, or
expend precious time in extra checking or discussions with their colleagues. As a
leader, you will need

e to be trusted,

¢ to listen,

e to give feedback,



¢ to praise,

¢ to be available, and

e to communicate.

A discussion on decision making is also included in the Appendix.

Responsibility, Accountability, and Authority

Employees gain a valuable sense of belonging when they are responsible for
operations within designated areas such as control systems, methods, equipment,
working conditions, schedules, and receiving evaluations of their achievements.
Accountability without appropriate authority has probably caused as many “peo-
ple problems” as any other area of management. Problems will surely occur when
people are expected to produce a product, but do not have whatever it takes to
generate that product. People need to know that

e their job belongs to them,

e they are responsible,

e their job counts for something,

¢ they have some say in how things are done,

e their job is a part of who they are,

¢ they have some control over their work and how it is performed,

¢ they will be given adequate resources,

¢ they have the backing of management, and

o they are needed.

Every person on your team should have authority over something, even if you
feel it is incidental. For instance, the young drafter may feel more worthwhile if he
or she must maintain the supply inventory and have a say in its content and
distribution.

Being Part of a Team
Being part of a team is an important need for most people in our social order.
Teamwork has two aspects in this context—for projects and the firm as a whole.
Everyone should have an appropriate level of responsibility, and that responsi-
bility should increase as capabilities increase. Staff members should be aware of
the amount of time that has been allocated for all activities they are required to
complete. PMs should have short meetings with their staff on a regular basis to
discuss new developments and answer questions. Also, PMs should provide direc-
tion and keep everyone informed about how much progress is anticipated for the



week on specific projects. PMs should circulate among their team daily to monitor
activities and encourage teamwork at all levels. Visiting team members or subcon-
sultants in distant offices can be a problem. This may have to be done by electronic
means. Proper communication must be planned with everyone having the same
frequency and similar content of supervision.

In the firm context, there needs to be a clear identification. People need a clear
understanding of the organization’s objectives and how they contribute to those
objectives, an understanding of organizational values such as commitment to client
service, ethics, clear job responsibilities, ability to measure expected performance,
and honest and timely feedback and coaching.

The Appendix contains discussions on ethics, leadership qualities, and etiquette,
which are all essential to quality leadership.

10



CHAPTER 3

HIGHLIGHTS OF PROJECT MANAGEMENT

General

One of the most important persons in an A/E organization is the PM. There may
be one or many, but they are the lifeblood of the firm. How are PMs trained, or are
they? What directions are given to them on their first assignment? Do they even
know the basics? Probably not.

The PM is usually given an assignment because of his or her previous acceptance
of responsibility, experience in similar work, and the quest to rise in the company.
Training for the framework of project management in many companies is nonex-
istent. A philosophy on the approach and helpful hints for project management are
usually given after the fact or not at all. Young PMs can learn the process from a
variety of sources, but hopefully not after an embarrassing situation has arisen.

This guide is designed to assist any PM who is given an assignment without
proper instruction, education, or supervision. This occurs daily in a small firm, a
recently organized firm, a poorly managed office, or in a variety of other circum-
stances. The first assignment as a PM usually finds someone else selecting the
design team, making the final decision on the budget, hiring subconsultants, and
making major predesign decisions. This hampers the PM even more in his or her
first effort to do the best job possible. However, with the first project completed,
the PM can then be given more responsibility for the setup of the next project. Be
patient and accumulate experience and information as time goes on.

This simple guide will give the young PM some elementary insights into his or
her responsibility and a few ideas to contemplate as a project progresses.

There are many complex issues that surround project management. These issues
include estimating time and expenses, schedules, Critical Path Method (CPM) and
other tracking procedures, office organization, etc. These processes are not a part
of the first assignment or responsibility; with experience, however, it will be a part
of the PM’s work requirement. The objective of these paragraphs is to highlight a
few pointers on the overall philosophy of project management. Again, there are
two words throughout this guide that are considered of utmost importance: quality
and productivity, both accomplished by planning.

Much has been said and written about project management in magazines, on
tapes, and in seminars. In the A/E field, it is generally believed that many projects
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are not well managed, although a quality product is usually produced. Sound
project management is a critical need in today’s business, and requires continual
improvement through learning, training, and change. It is necessary to maintain
and improve quality and continue to provide a profit for return on investment and
expansion. In many cases, projects seem to be poorly managed or not managed at
all. Everybody starts design, then they hope it will be done on time, within budget,
and with the blessing of the client. Sometimes that blessing is not realized. Just
think what can be done with good project management.

Definitions
Definitions that apply to this discussion of project management are as follows:
The Project. A planned undertaking, design, or scheme.
The Process. A standard procedure for the execution of a project.
The Concept. The general plan for input into the process.
The Work Plan. The written procedure for using a process with a certain concept
to complete a project or activity.
The Project Manager (PM). A person delegated to lead a team of persons/sub-
consultants in a certain project.
These definitions are not new. They have been used for years in this same sequence
and manner. Other names or titles have been utilized, but the meanings are essen-
tially the same.

The Project

A project could be planned for many different activities. These may include pre-
paring plans and specifications, reports, tests, project reviews, etc. This discussion
is directed toward successful completion of a quality project, and to the satisfaction
of the client, whoever they might be, and whether internal or external. However,
good management is needed for all project sizes, complexities, and types of facili-
ties whether for an external or an in-house client.

The Process

A standard process or procedure is necessary to produce a pencil, assemble an
automobile, or design a building. It is necessary for architects and engineers to
have a process(es) for various specific tasks. Many A/E firms have a manual for
project management. This is also a process and could be used by the young PM as
a guide. A process is merely a series of events required to take place to create a
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product or service. The process description need not be a long, drawn-out proce-
dure that no one will understand or follow, but can be quite simple and peri-
odically upgraded and changed as better methods occur. The events will be briefly
described, perhaps with references to other codes, publications, and/or persons.

A firm may have a process for general project management and then have a
series of subordinate processes for the work on specific tasks. These subprocesses
may be designs for office buildings, wastewater plant designs, academic building
designs, and other facilities.

Small firms may have few, if any, guidelines for a process. Young PMs should
discuss procedures for the various tasks with others. They can then begin their own
documentation and begin to assemble their process for future projects.

When you begin to produce your own format or process, consider the following
about processes:

o Everything is accomplished by a process.

¢ Anything to which you add value through your input is a process.

Before you control the process, you must understand it.

A standard process helps eliminate major and minor mistakes.
Your process should have a written description.

Monitor your process after each use.

Change or correct your process as needed.

The Concept

The general framework of a project should be thought out before the contract is
signed. This concept might be a few sentences for a report or a totally prepared
preliminary plan. However, this concept is a central theme of the project and
should be carried through unless authorized changes are made. A basis for the
concept must always be available to guide the work.

A project should not be started until the concept is formulated and the contract
is signed. A work plan, which is organized for a specific concept and process, can
then be prepared.

The concept may be furnished by the client. In some cases, the concept prepara-
tion will be paid for by them.

The Work Plan

Many sources indicate that 75 to 80% of project problems belong to management
and not the technical ability of their staff. It is extremely difficult to manage a
poorly planned project. Although the beginning of productive work does not start
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in the proposal stage, there is a need to plan projects well in advance. Project
planning can start in the proposal stage.

It is also necessary to plan early and outline as much of the project as possible.
This outline is a written procedure defined as a work plan. The input and time
required to prepare a work plan is usually only a small fraction of the stated time
to complete the work. On a small project, perhaps you will be solely responsible
for the outline preparation.

Broad tasks can be formulated from this framework. A work plan should be
developed to outline tasks, determine the expertise required, and distribute the
time budgeted to those tasks. Some organizations are reported to plan projects in
one-quarter day increments (budgets); others are not so detailed, if at all. Planning
should be at a level of detail that informs all project participants what is expected
of them in each key period during the project. If this is not done, there is no basis
for control.

A discussion of a work plan will be given in later sections.

Predesign Meetings

One of the PM’s first tasks is to lead the predesign meeting with his or her client.
This meeting should detail the various responsibilities of all parties, finalize dead-
lines, and resolve any problems. This meeting will also provide a platform for
defining all terms provided by the contract and what will be produced. If there are
any special agreements, they should be discussed at this time. This is the time to
resolve all questions. Do not leave a meeting with inadequate answers. It is well to
ask a subordinate to attend the meeting with you, so that all instructions are
documented and understood.

The PM’s second task is to lead the predesign meeting with his or her staff.
Because the quality of the first meeting sets the tone for later activity, an agenda
should be carefully prepared to accomplish two major objectives: (1) reaching a
common understanding of the team task, and (2) defining working procedures and
relationships. Since the most important function of this meeting is to define the
problem and management’s expectations for group output, all section heads in-
volved in the project should attend the meeting. Be certain to review everything
learned about the problem and work to ensure that the group begins with a
positive, productive experience. The first meeting is important, not only because it
may be the first time all members are together for a particular job, but also because
cooperation experienced here will influence later activities. The two objectives
above are clearly the most important items on the agenda.
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Each person should come to this meeting feeling a responsibility to present his
or her own section’s interest but with teamwork as the major goal. Each will
interpret the problem in terms of their interests and each will possess a combina-
tion of ideas and information about the problem. There should be a joint resolution
for the plan of attack at this meeting. This same plan should be held throughout
the project unless circumstances dictate a change of course later.

Another essential topic for the first meeting is the question of how the group will
work on its tasks, i.e., the process. Among the issues that require attention are the
following:

e frequency and nature of meetings

¢ schedules and deadlines

¢ procedures for monitoring and reporting progress

¢ procedures for reviewing and modifying processes

¢ procedures for checking

e ground rules for decision making and conflict resolution

¢ procedures for modifying scope, cost, and deadline

¢ procedures for invoicing and billing

¢ other ground rules
Spending time on these procedural issues serves the primary purpose of providing
clear expectations concerning anticipated activities. See the Appendix for other
data on meetings.

Schedule

The importance of being timely is sometimes ignored when the thrill of obtaining
a new job is experienced. At that point, meeting the client’s schedule is sometimes
overlooked. Timeliness is a part of quality and cannot be ignored. Clients want
their product at a certain time and their wishes should be of primary concern. This
cannot be separated from the goal of producing a quality design or report. If you
cannot accommodate his or her schedule, then you should never have taken the
commission in the first place. If you can do the work in the indicated time, proceed
with a prepared schedule as a part of the process. The schedule should show the
relationships between various disciplines and their tasks.

Budget
Time and budget are important to the consultant and the clients. From the consult-
ant’s perspective, people are committed for a certain period of time and then are
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expected to be available for other projects. If you do not complete projects on time,
the “ripple effect” causes major schedule problems. The adverse effect on profit is
obvious if you are not compensated for the additional time required to complete a
project.

For the client, similar problems occur when project management is not what it
should be. Serious problems occur if a client is expecting occupancy or completion
on a given date and the project is late. Unexpected cost overruns can cause havoc
with a client’s formal budget process if it requires a change. Little needs to be said
about their opinion of you if the project is late or not up to par.

Most projects have contracts with fees that are reasonable, with adequate profit
and contingency. Rarely are contracts signed for projects where anticipated costs
will exceed the fee. PMs must allocate hours and costs for jobs in a proper manner
and then monitor constantly. Likewise, subconsultants must constantly monitor
their part of a project to ensure that their budget is not exceeded. There is no better
way to alienate your client than to exceed costs and request extra fees. Remember,
the client can be internal as well as external.

Monitoring

With a concept in mind, work plan in place, and predesign meetings completed,
progress on the project can begin. In the early phases of the project, it is wise to
closely monitor the work related to the process and the concept. This means
watching over and advising. The staff should be following the process and con-
cept completely. A review of the project process and concept at a 10 to 15%
milestone is important. If the staff is not following the concept and process, their
work efforts should be redirected. Monitoring the concept and the process should
continue as the project progresses, but with lesser effort at later stages. After the
early concept review is completed, it is time to increase the monitoring of the
actual design work.

Checking
Checking includes two areas. The first is checking the process. The second is
review of the actual design. The importance of checking both must be impressed
upon the PM.

The concept of checking should be discussed with the project team early in the
project. As discussed above, the process should be monitored and then reviewed
and checked early to see if the project is going smoothly. If all is well, then process
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monitoring can be reduced. Design checks should then become important. The
checking procedure to be used and the level of detail will vary from firm to firm.

Checking of the design should be conducted by an experienced person. A
checker should have a broad understanding of the project. Just checking math,
layout, etc., by an inexperienced person is not enough. An even more definitive
check should be made when several people have worked on the project and no
longer participate or have not remained with the firm. The total checking of a
design has been found to be unreasonable. Studies have found that when every
item in a project is totally checked, typically the originator does a half-hearted job.
Consultants have found that this often occurs in design when staff thinks that
construction services people will catch an omission or error. This requires a change
order and extra costs, which are an embarrassment to the firm.

Subconsultants
All of the directions for proper project management apply to subconsultants,
whether internal or external. Subconsultants also need to plan, budget, monitor,
and work toward control of time and all other things that will lead to a profitable
and quality job.
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CHAPTER 4

TOTAL QUALITY MANAGEMENT (TQM)

General
The PM’s first responsibility is quality. This means quality of the final product
along with quality and management throughout the project. The PM may belong
to an organization that does not embrace TQM. The PM may belong to a firm that
does not even know what TQM is all about. However, the process that propels
TQM must be used by all A/E firms that intend to grow and prosper, whether they
use the title of TQM or not. The process of TOM is merely those things that an
organization should have been doing in years past as well as the present.

The PM can still utilize TQM or other quality processes in his or her daily pro-
gram. Again, the three factors that will define whether the project is successful are:

¢ that the project be completed on time

e that the project be completed within budget

e that the expectations of the customer are met or exceeded
These three factors must be considered throughout all of the work that is involved
with any project.

The PM needs to employ all the tools that define TQM to ensure a successful
project. This means treating associates with professionalism as well as firmness,
satisfying the customer’s needs, and keeping management appraised at all times.

What Is TQM?

TQM is quality of management and not managing quality. This is one of the many
definitions of TQM; however, it also means placing all the required processes in
operation, providing the product that satisfies the customer’s needs, and con-
stantly improving under proper leadership. A/E consultants can no longer feel
that quality improvement is for the manufacturing sector only. It must take place
in the designer’s office as well.

TQM is somewhat new. Many people have not heard of the process. Some feel
that it is abstract and mysterious; however, it will work for different types and sizes
of organizations, both manufacturing and service related. It will not work the same
for every organization. It must be tailored to fit each and every organization. An
executive summary of the principles of TQM are as follows:
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¢ Focus all the organization’s energy in achieving total customer satisfaction.

¢ Organize all work as a process.

¢ Seek continuous improvement for individuals and the organization.

You must remember that a customer will be the person you work for, plus his or
her customer, and on and on. You will have many customers, including your staff
at times. To achieve the three goals above, you do not do things the way you have
always done. You now face a customer and try to understand his or her needs.
Once you understand what customers want, try to accept what internal changes
may be necessary in order to meet their needs.

Key Concepts for a Total Quality Operation

Four key concepts cited by many consultants are judged to be the guiding princi-
ples for a TQM operation as noted earlier. They are

constant striving for excellence in meeting the customer’s needs,

focus on the process,

total participation of all employees, and

e practicing managerial leadership.

The first concept must be directed toward, and become a priority for, each em-
ployee. They must learn that their task is to satisfy their customer and the cus-
tomer’s customer. They must know who the customer is and what they need. They
must also be made to feel that they are an important part of the organization.

The second key concept requires focusing on the process. This will be discussed
in detail later; however, a process is a pattern of activities that is used a number of
times in the same manner. A project should not just be started; it should be started
with a plan or process. That plan or process should be used, corrected when
needed, and approved with each use. A standard process will help eliminate
mistakes; before you control or use a process, however, you must understand and
know how to use it.

The third key concept requires total participation of all staff at all levels. Em-
ployee participation is very much misunderstood. Some believe it is a democracy
where all decisions are made by voting. Nothing could be farther from the truth.
The goal of employee participation is to harness the most valuable resources the
firm has, that is, the knowledge of the staff.

The responsibility given the employee must be equal to his or her experience
and training. It is not possible to give an employee a job without proper training
and tools. Also, it means that the firm must allow each employee to pursue a job
for which he or she was trained. Management must be in accord with such a
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philosophy. They must agree to let employees work, make designs, etc., without
interference. TQM cannot be experienced today and not tomorrow. Neither can
management not practice TQM while the remainder of the staff does.

Managerial leadership is the last concept that must be practiced. The task of a
manager is to conduct affairs and keep the workplace running. A leader must
precede and keep the momentum going. You are a leader if people want to follow
in your footsteps. A leader must have a vision and know where he or she wants to
go. Then they must concentrate and attain that goal.

Leadership will be accomplished by a good example. Leadership requires plan-
ning, monitoring, and directing. It also requires providing for a proper environ-
ment for the staff. This environment may be physical, emotional, and/or
psychological.

Again, the PM may not be able to place a TQM process in operation due to
management’s decision; however, the key concepts of TQM can be practiced to
some degree within the framework of a PM’s realm.
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CHAPTER 5

MARKETING

General

For the purpose of this guide, let’s assume that the PM will not be an active
marketing person. However, he or she will need to be involved in a number of
activities that relate to marketing and project acquisition. A firm that does not allow
the PM to have some part in the marketing program may lose valuable assistance.
The young PM may not have all the talent necessary to assist in major marketing
efforts, but he or she should assist in some manner. If possible, the firm should go
after a project with the PM tentatively selected and the framework for the design
in place. This does not mean the calculations must be made and/or layout and
elevations be planned. It does mean, however, that some effort should be expended
to plan ahead. Marketing staff should not obtain a job, then place the contract on
the designer’s table and run.

Marketing

PREPROJECT WORK CREATIVE DESIGN WORK

The potential client may want to see the PM as soon as possible. This may be a
very important step in obtaining a project. They do not want to hear from the
marketer and how well past projects were performed totally. They want to know:
What can you do for me? The new PM may not be asked to enter the acquisition
phase due to inexperience. However, he or she may be more valuable there than
not having been invited. Most clients want to see and hear the PM and how he or
she will perform. You may want to suggest to be in attendance at the interview and
meetings.
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The PM or project staff can be an important asset to the marketing staff. This is
especially true when applying for new projects with past clients. The project staff
will be familiar with the needs and preferences of the client involved, and they
should not be timid in conveying this information to marketing. Also, clients like
to see familiar faces and familiar communications. If problems occurred in the past,
however, this may be the time to indicate a new PM will be involved.

No matter how learned the marketing staff, the person(s) that does the work
often can communicate better and estimate the cost of the projects more precisely.
Therefore, the young PM or one that is aspiring to be a PM should study market-
ing, costing, and communication on their own.

Proposals and Interviews

Of course, the PM is often asked for assistance in preparing and/or reviewing
proposals and a scope of services for a particular project. The PM is in the best
position to see the pros and cons of a potential project. Past experience with a
client/project would be a definite advantage for a candid appraisal of the work.
The PM should evaluate all potential risks and conflicts and not seek a contract just
to get a project. A young PM must learn that not all jobs are great jobs. It is hard to
turn down work, but sometimes it is best to do so. The excuses to attempt all
proposals range from “they will not ask us again” to “it will make them angry.” A
conservative approach to evaluating the pros and cons of presenting a questionable
proposal should be taken. It may be the PM’s decision to recommend to attempt
or not to attempt a proposal. Many firms have a process for “go” or “no go” on
projects, and this process should be followed diligently. If you have a problem with
a possible project now, it probably will not cure itself during design. It will be a
rare occasion when a potential client is angered over a refusal to submit a proposal.

When a project is definitely taken on, the PM should assemble all the possible
tasks required. The American Institute of Architects (ATA) Form 860 can be used as
a starting point for this activity. This is a good tool for outlining a project and
finding all the broad tasks necessary to complete many projects. Although this is
directed toward architectural projects, it can be modified for engineering projects
as well. This broad outline can assist marketing in its evaluation, writing, and
interview process.

Many times the PM will be required to write a description of the work or the
scope of services and help in the interview. A PM may be required to write
descriptions of past projects or services and should remember to mention the
positives, such as:
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¢ projects completed under budget (design and construction)

e quality work

e ease in obtaining approvals

e projects completed within the schedule

e meeting clients’ needs

¢ design aesthetics and community approval

e awards

e economy of operation
There are a multitude of books and seminars on technical marketing and propos-
als. The young PM should take advantage of a few of these whenever possible.

Marketing staff may handle proposal preparation exclusively with input from
the PM. In many cases, however, the PM will have to prepare the proposal or
statement of qualifications with only minimal help from them. In this case, it is
imperative that the PM expedite the proposal preparation to ensure a steady flow
of work into the firm. This is a very important task that must be continually
improved upon. Each proposal must be prepared as if the survival of the firm
depends upon that one proposal. It cannot be successful by throwing together
some data from previous proposals and then hoping to get the job.

Another case may be the reluctance of the marketing staff to work on a certain
proposal. This could be due to a number of circumstances, but again the PM is
required to use leadership and bring all the persons together in an effort to get the
proposal completed on time. Proposals have a way of getting done at the last
minute. This is unwise. Proposals should be carefully thought out, reviewed, and
re-reviewed for clarity, understanding, and completeness. The PM may have to
prod in this case. In fact, he or she may have to take over the proposal preparation
and complete the document. Do not be surprised if this necessity occurs.
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CHAPTER 6

PROJECT AGREEMENTS

General

Project agreements and early project planning should be accomplished at the same
time. However, it seems that project agreements are often developed prior to any
definitive project work plan. Some of the time, there is no work plan. Sometimes
there is little more than a brief concept. The preparation of a work plan will be
addressed in the next section. Again, this part of the work is not paid for but is
included in overhead. However, it is a very important activity. A successful project
may hinge on a well written agreement in tandem with a good work plan.

Project]Agreements
Marketing

PREPROJECT WORK CREATIVE DESIGN WORK

There are numerous project agreement forms. Each agency and community
seems to have its own. However, forms can be modified, and in many cases,
consultants can submit their own. The Engineers Joint Council Document Commit-
tee (EJCDC) has an Owner-Engineer standard agreement, and the AIA has its own
Owner-Architect agreement. These are standards and must be tailored to each job.
Do not be intimidated by standard agreements from your client. Make changes
now or go to court later.

The young PM may not be experienced in the work of contract preparation, and
the firm may have their own standard agreement, but this is one of the most
important parts of the project. The descriptions of the work to be done, the dollars
to be spent, etc., should not be taken lightly and should be set down with clarity.
The young PM should be thoroughly knowledgeable of all the aspects of the
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contract before starting his or her work. Before starting work, it is necessary to
fashion a set of contractual relationships to properly bind the client, A/E, subcon-
sultants, and possibly others. These agreements must be based upon information
developed in some sort of project work plan.

The PM should always be consulted for his or her input into the agreement.
Agreements are usually requested with a short timetable and must be expedited.
One shortcoming that applies to many agreements lies in the fact that they do not
sufficiently describe the specific project. AIA and EJCDC sample agreements cover
most general issues. AIA Form F860 can be used to cover these general issues, and
this is an excellent tool to ensure that all bases are covered. However, sample
agreements do not cover all aspects of what should be done. A list of owner-pro-
vided services should be detailed, as well as the consultant-provided services. A
detailed list of both parties’ services will cause many problems to be avoided. A
brief scope of services may allow the owner to request a service which later will be
hard to ignore. The PM should make his or her concerns known, for they will have
to perform the work required.

Responsibility for various services should be spelled out early. Whatever serv-
ices are required by the client must be noted and described, and they should pay
for the work so described. Some of these services are:

1. line, grade, topographic easements and rights-of-way, field surveys, and
related office plotting of notes, computations, descriptions, and drafting
field surveys of existing structures, utilities, and services
calculation of special assessments and other financial activities
preparation of utility rate studies or rental rates
procuring permits, easements, and/or rights-of-way
preparation of applications, supporting documents, and sketches for gov-
ernment grants or advances for public works projects
7. performing an energy audit and providing recommendations for energy
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conservation
8. analysis, layout, and evaluation of alternate designs and sketches author-
ized by the owner
9. additional services resulting from significant changes in the general scope
or design of the project
10. furnishing services necessitated by delays beyond the control of the A/E
11. preparation of operation and maintenance manuals
12. environmental assessments/impact statements and other governmental
permits
13. preparation of record drawings
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14.
15.
16.
17.
18.
19.
20.
21

22
23.

24.
25.
26.
27.

testing of shop, mill, field, or laboratory materials

subsurface borings or underground investigations or exploration
evaluations of the underground investigations or review of the evaluations
acquisition of existing utility locations and data

discussion with utilities companies for future needs

planning review fees

calculating the cost of printing plans and specifications for bidding
calculating the cost of visits- to facilities for evaluation of processes and
materials

preparation of probable cost by an outside consultant

client’s review:

Intermediate (30%-60%-90%)?

Final?

Review by owner only?

Review by others only?

Require meetings for all or none?

How many sets of plans and specifications for (a) to (d)?

Where will the meetings be held?

h. Who will have to attend?

value engineering (VE) services

preparation of models

N

drawing of public relations sketches, site plans, and renderings
arranging archeological consulting

Whatever you include, do not let a guarantee or an indemnification clause sneak into
your agreement. Your liability insurance probably does not include such coverage.
There are services to be furnished by the owner that generally are considered
their responsibility. It is good to list these plus any services undertaken from the
previous list. Some of the owner responsibilities that are usually furnished are:

1.

3.

providing all available information, including previous A/E reports; as-
built drawings of existing facilities; existing, proposed, or pending subdivi-
sion of land; elements of planning reports, such as population studies, land
use studies, and zoning regulations; topographic maps; tax maps; soils
information; grade profiles of existing state, county, and local roads; and
financing data shall be secured by the owner

providing all legal services, land title research, land surveying, and other
services to assure title as required for all property, land and water rights,
easements and rights-of-way, and responsibility for clearance of such titles
providing subsurface borings or underground investigations
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4. paying fees charged by governmental regulatory agencies as part of their
approval of detailed construction plans and specifications
5. paying for the cost of land, easements, and rights-of-way
6. paying for any cost of equipment that will be incorporated into the work,
such as piezometers
Do not feel that you cannot list the things clients must furnish, provide, or execute.
If it is not in the contract, it probably will never get done. Note the time period they
have to provide their input. Their procrastination will cost you money. Also, never
forget to include a section on how you will be paid for extra work.

Clients usually require a construction cost estimate. The architect or engineer is
not in a position to give exact cost estimates and must state this in the agreement.
Estimates tend to become sacred and disputes can result. You must make sure that
your contract states “probable construction cost” or similar wording.

Costing

The PM might be required to estimate the time/cost of various services he or she
will furnish. The PM should know firsthand what is required and must live up to
the budget that is finally developed.

The details of costing a consultant’s fee will not be covered in this guide. Most
organizations have their own methods and guard them jealously. Many have
computer programs with extensive and detailed data. Others only take a percent-
age of the proposed construction cost.

The PM must be wary of federal projects. Federal regulations set maximums for
A/E design. These maximums are difficult to change due to cost-sensitive legisla-
tion. The new PM will need to discuss cost strategy with others before preparing
a fee for such projects. Also, many state and local agencies limit fees primarily by
limiting the overhead that can be charged. Do not be caught short with such caps.
Find out what is included in the caps and whatever else can be added in various
other categories of expense to calculate an equitable fee.

Fee Strategy
Fees versus quality are described later under “Managing Projects for Profit.” This
section describes quality in the mind of the client and the amount they want to pay,
which also depends upon their needs.

The consultant must be wary of the fees they charge. Today’s services are highly
competitive as new organizations are started and existing firms open branch of-
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fices. Consultant fees must be set within an amount that is fair and what the market
will bear. Fees constantly over the norm will find the architect or engineer without
work if they continually charge more than the competition. Poorly worded re-
quests for a proposal, misguided clients, large overhead, and other excuses will not
work. New and better methods of design will have to be worked out if your fees
continue to be greater than the competitors. Cost cutting measures must be used,
but high-quality work must be maintained.

Consultants that have fees continually above the competition’s must look long
and hard at their processes. This is a disservice to the customer as well as the
employee who may be laid off due to lack of work.
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CHAPTER 7

PROJECT PLANNING

General

Good project management is based on good project planning. A project work plan,
structured from a good process, is a statement of what is to be done, who is
responsible for each task, when it will be done, and how many dollars will be
allocated to the effort. It causes the architect or engineer, consultants, clients, and
other key participants to think the project through before starting work. It provides
guidance for directing the work and sets up yardsticks for measuring project
progress. Working within the guidelines in this discussion, the PM designs and
coordinates a planning activity that involves the full team in producing a written
work plan. This work plan can be small or it can be large.

Project Planning

Project|Agreements
Marketing

PREPROJECT WORK CREATIVE DESIGN WORK

Many projects are just started after the contract is signed. The fee is determined
from past projects and it is hoped that the budget will take care of the new
commission. Everyone is happy about getting the new project, and in the begin-
ning, all projects look rosy. Then, the work and, perhaps, trouble begins. If a new
PM is assigned this job, then he or she may pay the price for a successful or
unsuccessful completion.

Planning is a team effort. The PM should assemble his or her group and begin
to plan the various efforts. It is important that team members cooperatively work
on required tasks, responsibilities, and schedules. This allows the team to work out
conflicts, understand the project requirements, and agree on priorities, schedules,
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and budgets. A level of detail should be described for all project participants to
understand what is expected of them in each phase and time period during the
project; otherwise, there is no basis for control. The desired results are

e to complete the project on time,

¢ to complete the project within budget,

» to meet the needs of the customer,

e to reduce the amount of rework,

e to run the project with proactive management,

¢ to make sure staff has a clear understanding of who does what, when, and

how much,

e to make sure staff is happy, and

e to create a process that can be used again.

This recommended planning sequence consists of

1. having a general process to accomplish the work

2. having a concept or general plan that outlines the work to be done

3. having a work plan documented on how to accomplish the work
This planning sequence can be highly detailed for a complete project or a hand-
written sheet of paper for a small job. As described in a previous chapter, defini-
tions that apply to the planning effort are: (1) the process, a standard procedure for
the preparation of a report, detailed plans, determination of a test or any other
project or activity; (2) the concept, a general plan and parameters for input into the
process; and (3) the work plan, a written procedure for using a process with a
certain concept to complete a project or activity.

Need for a Process
It has been learned that four concepts need to be addressed when building a TQM
system. The first and most important concept is to recognize the customer. The
second concept of the four is to focus on the process(es). A process is needed to
begin a task, whether it be writing a letter or designing 25 miles of interstate
highway. A process is essential for good project management and, in turn, a good
work plan. Processes should be documented by every A/E firm for most major
types of projects. When the process is a known commodity, then a work plan can
be written much more easily. Also, a process can be altered to correct errors or to
make it even better.

A process is described as a progressive course or a series of measures or changes.
It is also defined as anything that produces output, products, or services to a
customer. Everything is accomplished by a process, no matter how small or how
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large; before you can control a process, however, you must understand it. It is
necessary for architects and engineers to have a process(es) for their various pro-
jects and to understand it. A process is then merely a series of events taking place
to create a product of some type.

The ultimate aim of a process is to standardize the sequence of events. This series
is best used over and over again, for practice makes perfect. During the various
series, new and better methods will be found and inserted into the process; there-
fore, the overall process is to plan, do the work, check the work and process, then
make changes for the next project.

A person plans a process, places it into action, and checks or monitors all along
the chain of events. When errors are found or changes are required to better the
process, they can then act and put the change into operation. The cycle then
continues with planning, doing, checking again, and acting again if required.
Quality is a constant cycle. It should be the mission of the PM to maintain the
momentum.

Process Planning and Preparation

Every action needs some planning. A person must think about each activity he or
she is about to start. A worthwhile process needs to have adequate planning. Many
projects are subject to poor quality and performance due to poor planning.

A process can only be started by planning. The makeup of the planning process
and A/E work should be fairly repetitious. Every project is different, but the
planning and the process should be somewhat alike.

The preparation of a process has a cycle of events that is described above. Again,
those are plan, do, check, and act. The preparation of a process for the first time may
be practiced with a project already undertaken. The steps are known and proce-
dures found to be in error could be improved. Also, it may be found that a
particular project has been obtained or is in the proposal stage. It is necessary to
prepare a process to complete the service for this particular project and similar
projects in the future. Whichever is the case, the process will be used over and over
again. Once the process is prepared, the PM can prepare a work plan for that
specific job or project.

The preparation of the process may be given to one person; however, it is advis-
able for two or more persons to meet and brainstorm the process, especially for the
young PM. The same procedure can be used for longstanding activities as well.

The first step would be to outline all of the principal tasks required to complete
the project. Care must be taken to eliminate minor tasks that may make the process
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so cumbersome it outweighs the original purpose of streamlining the activity. Also,
the process should be concise and to the point so that people will use it. If the
process is too complex, it will be shunned by everyone.

The second step in the process preparation is to assess your organization, unit,
or section. What can you do? How well can you do it? What expertise is lacking?
What were some of the problems in the past? Can you manage normal operations?
What skills are available? What training is necessary?

After all the tasks are assembléd, the flow can be charted. This can be done on a
series of cards or by other means. Of course, the inventory and analysis, code
review, utility determination, program kickoff meetings, and other early tasks will
be the initial thrust of the process.

Approach to Developing the Work Plan

Planning is first and foremost a “people” process. While it may entail many words
and numbers, the success of the planning effort rests on the people who propose,
argue, and ultimately commit to those numbers and words. The PM should take
the lead in assembling the work plan, but he/she should involve people in key
roles and avoid the temptation to do it all himself/herself. Also, the PM should
consider using the team approach for the key members so that they can work out
jointly the tasks and responsibilities. This not only allows the group to work out
conflicts on the spot, but it can go a long way to ensure that each team member
sees the same requirements and priorities.

A PM should use the planning process as a mechanism for getting commitment
from the team. Individuals making commitments then own them, and will help to
ensure that they will be carried out. Also, the PM should resist the temptation to
overplan. They should match the sophistication and details of the planning effort
to the needs of the process. They also should resist the temptation to underplan. If
there is too little detail, control becomes an impossibility once the process is
underway.

A start-up or kickoff meeting is one of the major functions in any work plan and
finally the design. This meeting outlines each person’s task and when it is to be
completed. It also obtains the commitment of each party in the process. This will
be described later. The work plan should recommend that an early meeting be held
to find whether the concept of the process is being followed. It is then the respon-
sibility of the PM to observe the progress at the time: to see that everyone is on the
right track and, if not, to indicate any changes necessary. With a process prepared,
a project can be undertaken and a work plan prepared.
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Project Work Plan

A written work plan, based upon a reliable process, is well worth the effort needed
to develop it. It provides assurance that expectations are clear and reflected in the
approach the firm will take to the project. It identifies the specific people and other
resources needed to do the work. It also provides information for the proposal and
the Owner-A/E agreement.

Given the wide variation in project types and circumstances, some work plans
are terse and straightforward; others are more complicated and emerge only after
several rounds of discussion and negotiation. Some work plans may be on a
handwritten page; others may be of many pages.

The work plan is developed as soon as practical and preferably before agree-
ments are negotiated or at least before substantial work begins. A work plan should
be structured and formatted in standard ways. This ensures that critical project
information is presented in both comprehensive and consistent ways from one
project to the next—an asset for the project staff, subconsultants, and clients, as
well as the PM. The plan should include, as a minimum, the following:

e a brief description of the project

 a description of how the project differs from similar projects

e asummary of the project goals along with the client’s input

* any approval requirements

¢ a discussion of how the project is to be handled

¢ a discussion of the process

¢ a few sketches, rough plans, and/or elevations
The work plan will also include a budget and schedules. The use of CPM or other
management tools may also be employed and discussed. Many such tools are
available, ranging from the simple to the complex.

A work plan can be simple, perhaps one page written in longhand, or a compre-
hensive plan. The latter activity will cost money, and dollars will have to be built
into the project fee to pay for its preparation.

A few suggestions for preparing work plans are:

¢ Involve the other people that will be working on the project.

e Resist the temptation to overplan.

¢ Resist the temptation to underplan.

¢ Use a work plan to gain commitments.

¢ Involve the owner.

¢ Involve subconsultants.

¢ Outline essential tasks needed to complete the project, and designate who will

be responsible for completing each task.
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e Document the concept of the project (if it has not already been done).

* Document subtle aspects of the project that may become a problem.
Scheduling can begin when all tasks have been identified and time established for
their completion.

Steps toward a work plan:

1. Start by defining a logical sequence of project tasks including revisions and

approvals.

2. Diagram the sequence of tasks, using bar charts or cards, so that participants

can clearly see each activity.

3. Assign reasonable durations for each task. (You cannot expect miracles.)

4. Combine individual tasks to develop major phases.
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CHAPTER 8

STARTING A PROJECT

General
The fun begins when the agreement is signed and actual design can begin. Actual
dollars can be gained and creative design can begin.

Project Start-up

Project Planning

Project|/Agreements
Marketing

PREPROJECT WORK CREATIVE DESIGN WORK

Project start-up marks the end of the planning activities and the beginning of the
project. The PM must take the steps necessary to set up job numbers, job data
sheets, assemble data needed by the project team, set up the project record, and
brief the project team. A considerable volume of specific project information should
be available at the start of the project. This includes:
client organization, description, goals, plans, etc.
planning and feasibility studies

e programming data

e site studies, surveys, and previous plans

¢ technical data

¢ technical and construction standards

e codes, standards, and regulations

It is the PM’s responsibility to collect this information and make it available to
the project team.

A predesign meeting with the client should have already occurred but, in some
cases, it may have been overlooked. If the meeting has not been held, time is
running out for its completion. A standard predesign meeting form can be devel-
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oped and can also be contained in a simple memo. After this form or memo is
completed, it should be returned to the client for his or her review and concurrence.

Standard Project Book

The PM should set up a standard project book and collect the various data needed
to start the project. This book will give the project team the essentials for the
project. It should be placed in a central location for everyone’s use. Some firms
have their own standard, and they become a worthwhile source for current and
future information. These books can contain contracts, work plans, client’s input,
subsurface information, design notes, specification data, schedules, and correspon-
dence. These are especially valuable should problems occur after design and dur-
ing construction. Centralized shelving of the standard project book during design
allows the team to use the material and be familiar with a project during and after
design. The PM that holds project data in his or her possession may cause errors
and omissions due to poor team communication and coordination. Suggested
contents of a standard project book are given in the Appendix.

Kickoff Meeting

The initial project team briefing (kickoff meeting) makes sure the project team is
fully briefed on the project status, requirements, and work plan before time is
charged to it. This briefing ensures that the project team is fully aware of project
goals, requirements, arrangements, work to date, and sources of data before work
begins. It also continues the climate of participation and commitment-building
established in the planning phases. On a small project, the only person there might
be is yourself.

Prior to the kickoff meeting, the PM reviews all backup material that has been
prepared by the marketing group and the client. He or she then uses the work plan
to indicate what, when, and how much work will be provided. The PM develops
milestone schedules to identify required completion dates for key parts of the
project. This schedule should be in compliance with the required scope of the
project and should match the work. He or she will also carefully review the project
budget.

A meeting such as this requires an agenda, as do all other meetings. The agenda
should list all members of the project team and items to be covered. This agenda
should include a copy of minutes from the client’s predesign meeting, although
some team members may have already been in attendance.
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Suggested in-house predesign meeting items are included in the Appendix.
These items are a companion to the client’s predesign meeting. The form or memo
should be completed and copies distributed.

The work plan should be explained and the following steps taken:

¢ establish the scope of work, guidelines, limitations, problems, etc.

¢ review construction cost estimates

¢ review the schedule for design

¢ review the consultant’s fee (budget)

e present an action plan on how the project will be handled

¢ discuss each team member’s assignment, schedule, and budget responsibility

¢ discuss quality level

e discuss the next meeting date and who and what is to be presented. Ask each

member to come prepared to discuss their own schedule and cost.
Each person should leave this meeting with an understanding of his or her respon-
sibility, budget, and schedule, and the PM should have the commitment of those
persons to do the job expected of them.

Code Review
One of the most important parts of a project start-up is code review. Today’s world
of design includes a multitude of codes of various nature. The PM must ensure
good design for the client and adequate protection for the architect or engineer and
owner by providing a code review early. The proliferation of new codes is beyond
control of the consultants, and they have to abide by the demands of the various
governmental agencies.

Code review must be undertaken early and must be complete. All codes should
be examined. Each PM should have a list of codes that apply to his or her area of
expertise and be able to give that list to his or her staff.
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CHAPTER 9

MANAGEMENT

General

“Project team” is a broad term. In general, it encompasses all the people and
organizations working on the project—architect, engineer, consultants, client, cli-
ent’s consultants, and perhaps contractors. As a practical matter, the full project
team is rarely assembled in one place or for one purpose. However, design man-
agement must be pursued wherever the people reside. This must be done through-
out the life of the project.

Design Management

rojact Start-up

Project Planning

Project]Agreements
Marketing

PREPROJECT WORK CREATIVE DESIGN WORK

Whatever its definition, the responsibility for maintaining the project team lies in
the hands of the PM. The PM plays a major role in structuring the team, includes
it in project planning and start-up, and directs it