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INTRODUCTION


Slide # 1: An Overview of Project Definition


Good (morning/afternoon/evening) ladies and gentlemen, it’s my pleasure to brief you on the Air Force’s new method of achieving schematic and early preliminary design called the Project Definition process. It’s the most important change made to our MILCON design process in many years.


I will present an overview of our new way of doing business by discussing the process, products and the people involved in making it happen.  This slide has a bar across the bottom that contains the stages of the process that I’ll be briefing.  As we move through the slides, the bar will highlight the portion of Project Definition being introduced.


The briefing will tell you:


·	Why Project Definition was adopted.


·	The role of the Air Force project manager.


·	How it uses a powerful new problem solving tool we call the “charrette”.


·	What must be done before Project Definition can start.


·	Walk you through a detailed discussion of Project Definition and its phases.


Slide # 2: Project Definition


I intend to convince you in this briefing that the up front planning effort in Project Definition gets design done:


·	A lot faster than before.


·	At less cost.


·	And with much less rework in later stages of design.


Slide # 3: Where PD fits into the MILCON Process


This slide depicts the Air Force’s Budgeting, Design and Construction process.  


Let’s discuss some of the aspects of the design process and where Project Definition fits.


Under our new process, the Requirements and Management Plan, or RAMP, has replaced the old Project Book as the means for the early planning and requirements development phase of MILCON design.


The Pre-Contract Activities are next and include selection of the architect-engineer, or A-E, firm, and the Pre-Definition Conference, where the government representatives and the A-E review project criteria in preparation for contract negotiation and award.


The Project Definition Phase fits in here and takes the project to a schematic design.  Project Definition provides a parametric cost estimate that satisfies the requirement for 35% project completion by the time DoD submits its budget to Congress.


Project Definition is followed by preparation of Design contract documents.


Well, what’s the real benefit of Project Definition?  With only 15% of the design, the process confirms a project's scope, site, and cost in enough detail to assure the Major Command of an executable project in the programmed fiscal year.


Slide # 4: The Project Management Team


The new process only works well because it’s a team effort.


Throughout the Project Definition process the Project Management Team, or PMT, is the “core team”.  It consists of the base civil engineer, the user, the Air Force PM, the agent, and the A-E.  Together they form a powerful, synergistic group.


Slide # 5: Other Teams


This is not to say the Project Management Team works alone.  Other teams and key people are vital to successful Project Definition.  The Base Support Team typically consists of a number of offices; some examples are the security police, communications, and fire department.  Organizations like the state or the federal Environmental Protection Agency, State Historical Preservation Office, or local utilities make up the Outside Agencies Team.  The senior decision maker for your project is the person we call “the highest ranking person with concerns”, or HRPWC, and is normally the Wing Commander, but could be someone else in different circumstances.


Slide # 6: What is a Charrette


These teams work on site and use a problem solving process called the “Charrette” to produce a schematic design.  The process is customer driven and achieves a “buy-in” and ownership by the customer that keeps later design changes to a minimum.


But what is a charrette?


·	It’s an intensive on site work session that lasts several days, with maximum customer involvement, and instantaneous feedback to its participants.


·	It’s a time proven method to identify requirements and solve problems.


·	Because charrettes are done on site and with customer involvement, they get work done faster, and save time in the design process.


·	They are the Air Force's preferred way to foster collaboration, and solve problems.


Slide # 7: Where Charrettes Came From


Where did this strange French sounding name come from?


It comes from the French word for a small wheeled cart, a “charrette,” and its usage is from the days of the Beaux Arts (bow arts), a famous Parisian architectural school.  When the students’ work was due, a cart came through the student communities to collect their drawings and take them back for judging.  Students then, like now, did not have the work completed on time. So they got on the cart to finish their designs.  Thus they were “on charrette."


Slide # 8: They’re Still in Use Today


Even Today when architects are working long hours in intensive work sessions, they’ll say they’re, “on charrette”.  You’ll hear other terms like “squatters sessions” or on-site schematic design, but they all mean the same.  The Air Force looks at a charrette as a “rapid fire design session”.


This cartoon says that not much has changed since the Beaux Arts days in Paris.  Architects still work till the last minute to meet customer deadlines.





Slide # 9: Value of Charrettes


But why use a charrette?  What’s the value of it?


Well, Charrettes Get Work Done Faster because they eliminate distractions.  In a charrette you work tight, hour-by-hour schedules and long days.  They are easily four times as productive as regular work schedules.  When participants leave their normal work environments they are able to focus and concentrate on the project.  The work sessions can be very intense.  Everyone is there to learn from each other.   The result is a higher quality product.


They Eliminate Delays.  People are not separated by time and distance.  Problems can be worked on the spot and decisions made quickly.  You get a month’s work done in a week.


Charrettes Promote Team-Building, Partnering and Conflict Resolution for the Project Management Team.  Good relationships produce good projects but take work. Charrettes keep the group focused on common goals, help understand issues, and reach consensus and quick resolution of problems, thus avoiding delays.


Charrettes increase the team play by bringing the user, project team, and A-E together.  The A-E Validates the Project Requirements on-site with the consensus of all partners.


They Use Design Professionals, who employ the charrette’s scientific method of systematic problem solving to solidify a user’s requirements into a tangible product.


Slide # 10: The Timing of a Decision is Critical


Charettes promote early decisions.


On the “Cost Decision Curve” your ability to affect a project is greatest at the beginning.  The cost, in time and money, of applying that ability is lowest at the beginning, but as the project progresses, the cost of change increases.


For example, when the project description is alphanumeric, changing a room size requires only the entry of a number.  However, when the plan is in the drawing stage, changing a room size could affect many drawings, and cost ten times more than doing it earlier in the alphanumeric stage.


Now that we’ve seen how Project Definition fits in the MILCON process and discussed the charrette process, let’s now take a closer look at what actually takes place during Project Definition.


�
Project Definition


Slide # 11: Project Definition’s Two Phases


Project Definition is a Two Phase process:


·	The requirements analysis phase.


·	And the schematic design phase.


Slide # 12: Requirements Analysis Phase


The Requirements Analysis Phase consists of data gathering and data analysis.  Its products are documents that define the project in alphanumerics, or words and numbers.  For example: square footage projections, equipment lists, and budgets.  The focus is to firm up as many decisions as possible in easily changeable alphanumerics before entering the schematic design phase.


Slide # 13: Schematic Design Phase


The Schematic Design Phase consists of graphic design, documentation and approval of the final concept design.  Here the designer converts the alphanumerics into graphics like site plans, floor plans, and elevations, and into more detailed information like building system narratives and a parametric cost estimate.  These are all brought together to document the project and obtain user approval.


This is a quick look at the phases of the process, but it doesn’t just happen.  The key person in this process is you, the Air Force project manager.  Now let’s take a look at your role.  


�
Project Manager


Slide #  14: The AF Project Manager Role


The Air Force Project Manager drives the Project Definition process.  “You’re in Charge.”


The HQ USAF - Corps of Engineers Level I Memorandum of Understanding (MOU) dated February 1991 gives the Air Force the ownership of the Project Definition portion of design.  The Corps still retains contractual responsibility, but the Air Force PM sets the course and manages the project team through to PD completion.


Slide # 15: The AF PM Leads the Process


The Air Force PM is responsible to take charge and Lead the Process of Project Definition.


This is done by managing the people and organizations that can be influenced but not necessarily controlled.  How?


By Controlling the Schedule for each event during Project Definition.  Thoroughly discuss the schedules for charrettes, review meetings, briefings, etc., to insure that all project team players are available at key events, and appropriate work areas are reserved.


When meetings or charrettes occur, Set the Agenda.


Also Set the Ground Rules for meetings, for example resolving conflicts, especially when the A-E is involved.


Getting Approvals by project team members or senior officials is never easy.  The list of people and organizations that want a piece of the approval action seems to increase all the time.  A good example is the State Historical Preservation Office, or SHPO.  Be sure their requirements are in the PD and obtain their approval prior to proceeding to final design.


As the design agent and contracting officer, the Corps and NAVFAC are contractually responsible for Project Definition.  Even though you manage the PD process you must work and Coordinate Closely With the Agent at all times.





Slide # 16: The AF PM Faces Tough Challenges


You’ve got some real Tough Challenges in this job.


The toughest will be is to manage all the people and organizations that you can influence, but can’t control.  How can you do this?


·	By Team Building.  You must get the right people for your Project Management Team and develop a cooperative spirit among the team players.  Keep them operating as a team.


·	Work to bring Consensus on the project.  Participants will bring different concerns and points of view to a project.  Focus on getting approvals through consensus.


·	Team Focus results from team building and consensus where all participants view themselves as partners in the process, not adversaries.


Slide # 17: The AF PM Has to Juggle Other Critical Issues


You’ll always have to Juggle Other Critical Issues:


Trying to keep the Cost of the project within budget.


Working against Schedules of PD complete, design complete and construction award.


And, of course getting as much Quality as possible for the user within the other constraints of budget and schedule.


But the PM’s work doesn’t begin with Project Definition, it starts earlier during the Pre-Contract Activities.  Let’s see what is involved.











�
Pre-Contract Activities


Slide #18: Pre-Contract Activities


Pre-Contract Activities include A-E selection and the Pre-Definition Conference.  These activities set the stage for successful Project Definition, so it’s important that they are done right.


First, let’s look at A-E selection.


Slide # 19: A-E Selection


Getting the right type of A-E and, a good one, is #1 on your agenda.


There are several ways you can influence this selection.


Define the necessary A-E qualifications when you prepare the Project Management Plan.  Be sure to address the use of the charrette as one key qualification.


Work with your design agent PM to write the Commerce Business Daily, or CBD, Announcement.  Be sure to include “experience with on-site data gathering, and analysis and design charrettes” as part of the qualification and selection criteria.


Some firms are better than others. As a member of the Selection Board, ensure the A-E team has people with proven skills in the Project Definition and charrette problem solving process.


In The A-E Interview, ask questions about data gathering, analysis, and their charrette techniques.  Find out how they plan, organize, and run a charrette.  Are they multi-disciplined?  Do they have a cost estimator on the team?  Check them out thoroughly.


After A-E selection, the agent Issues the Statement of Work or SOW to the A-E.  Review the SOW to ensure it includes language requiring on-site data collection, and analysis and design charrette activities.


Your other major Pre-Contract activity is the Pre-Definition Conference.


�
Slide # 20: Preparing for the Pre-Definition Conference


Getting ready is critical to a successful meeting.  There should first be a government-only meeting to work out a position among the team members before meeting with the   A-E.


The Pre-Definition Conference is the first time the A-E and the government’s team meet to discuss the project’s requirements after selection.  There are several key things you must do:


·	Set the Meeting site to be held on base, at or close to user’s facility.


·	Be sure all Players know time, date, and location of the meeting.


·	Review the Relevant Documents including the SOW, the PMP, the RAMP, and the DD Form 1391.  Get copies to participants before the meeting.


·	Confirm the budget against the Automated Air Force Pricing Guide (AAFPG).


·	Determine PD Schedule  Review the Project Definition schedule in the SOW.  Look at your project’s complexity and estimate an approximate Project Definition schedule.  Discuss any differences with your agent PM, and update the SOW so that it meets Air Force goals.  Discuss the Project Definition schedule at the Pre-Definition Conference and get the A-E's agreement.  Reflect the agreed to Project Definition schedule in the SOW.  Set tentative schedule dates, subject to A-E award.


·	And check to see how much Site and Base Data exists that can be turned over to the A-E at the meeting.


Now let’s look at look at the typical schedules for both the entire Project Definition process and the charrette portion of PD.

















Slide # 21: Normal Size Facility


This slide shows the PD schedule for a typical Air Force Facility of Normal Size and complexity, about 8 weeks long.


Project Definition schedules typically contain:


·	A period of gathering data through research, investigations, questionnaires, and interviews.


·	Analysis and translation of data into requirements for presentation to the user.


·	A charrette where requirements are defined and validated, a schematic design is produced, and a cost estimate prepared.


·	A period for the A-E to document validated requirements, the schematic design, and cost estimate for presentation to the Air Force and agent.


·	Review of the Project Definition package by the Air Force and agent.


·	A final approval briefing by the A-E to the Air Force team, the agent, and the HRPWC.


The charrette week for a normal sized facility will be detailed next.


Slide # 22: Charrette Week for Normal Size Facilities


This slide represents a typical Charrette Schedule for a project of Normal Size and complexity.  Most charrettes will start in the third week and last for five days; the first day or two will be devoted to requirements validation and the remainder to schematic design.  The week will conclude with a presentation to the HRPWC (find who this person is on your project).  Refer to the Project Manager’s Guide to Project Definition for a detailed discussion of the week’s activities.














Slide # 23: Large Facility


On large, Complex Facilities, like a headquarters building, the Project Definition process may require up to 12 weeks.


And because complex facilities have difficult space allocation problems, two separate charrettes, one a requirements analysis and the other a design charrette, usually will be required, and typically will be 2 or 3 weeks apart.


Slide # 24: Simple Facility


For Simple, straight forward projects like utilities, horizontal work or repetitive designs, a four week Project Definition schedule is typical.  A combined data analysis and schematic design charrette can occur over a single afternoon or a day or two.


There is no magic rule to the length of the Project Definition process or the charrette.  You can modify all of the schedules I’ve presented.  Work the best schedule out with your A-E at the Pre-Definition Conference.


Slide #25: Team Players Meet at the Pre-Definition Conference


Here at the Pre-Definition Conference is the first time the government representatives and A-E meet after selection.


Some basic rules to follow are:


·	Lead the discussion of the RAMP, the base comprehensive plan (BCP) and base facility standards and guidelines.


·	Introduce the project team, set the rules you wish followed for communication and document distribution, and make sure that everyone understands each other’s roles and responsibilities.


·	Discuss the Project Definition process with the A-E to insure they fully understand the Air Force’s expectations.  Explain a typical charrette week activity to be sure they understand and use the practice of charrettes.  A meeting of the minds between the Air Force and the A-E on the Project Definition process is key to submittal of a reasonable fee estimate by the A-E.


·	Decide the length of Project Definition and the number and length of charrettes.


·	Distribute any data or documents you’ve gathered from base agencies for the A-E’s use.


During the Pre-Definition Conference, it is normal for the A-E to visit the project site, the user's current facilities, and other key base facilities.  A visit with the HRPWC may be appropriate too.


In the next slide you will see all of the products that result from the Pre-Definition Conference.


Slide #  26: Pre-Definition Conference Products


These are the Products of the Pre-Definition Conference.  A detailed description of these is in your PM Guide to Project Definition.


Modified Ramp


Current Team Directory


Validated SOW


List of Action Items


Base Comprehensive Plan and Design Guidelines


Environmental Concerns


Utility Drawings and As-Builts


Approval Process


Budget Assumptions


Special Design Considerations


Site Photographs


Together, these items will be used by the A-E to formulate a fee proposal.  Once this fee proposal is successfully negotiated, the A-E contract is awarded.


�
Requirements Analysis: Data Gathering


Slide # 27: Data Gathering


Here we are, the Pre-Definition Conference is over, the A-E’s contract has been negotiated and awarded and the A-E is ready to begin Gathering Data as the first stage of the Requirements Analysis Phase.


This is a high payoff activity so give the A-E as much assistance as possible.  For example, telephone introductions of the A-E to base personnel will make their entry in those activities much easier.


The A-E will get his information through any of the following five processes.


Slide # 28: Site Visits


Site Visits allow the A-E to take photos, kick the dirt, and compare base facility and site drawings to what they see.


Slide # 29: Research


By Researching industry standards, codes, Air Force publications, and trade publications and periodicals, the A-E can collect as much data as possible on the project facility type.


Slide # 30: Questionnaires and Interviews


On projects that involve multiple user groups and/or multiple functional areas, the A-E will often prepare and send the user a Questionnaire to collect information from people who will work in the new facility.  It stimulates dialogue between the user, the project management team, and the A-E.  On more simple, straightforward projects, a questionnaire may not be used by the A-E.  If used, the questionnaire will typically look for information that defines the user’s:


·	Mission or function of their department.


·	Staffing breakdown.


·	Storage and equipment requirements.


·	Location needs relative to other functions.


·	Current versus required space needs.


Then once the A-E has this data, he will schedule interviews with selected people in the user organization, or in base support activities.


Interviews can be done by phone or in person.  Group interviews should be kept to eight people maximum, to encourage dialogue and increase the quality of their input.


Individual, private interviews are good at getting out the subtle hidden agendas and personal interests of key people in the organization.


Slide # 31: Site Investigations


At times the A-E’s will be required to perform a topographical survey and geotechnical Investigation of the Site, in addition to studying existing environmental conditions.  Typically, however, the environmental studies, and the topo and geotech surveys are performed after Project Definition is completed.  To compensate, the A-E will use data available from adjacent sites as the basis of his assumptions in Project Definition.


Slide # 32: Data Gathering Products


Once Data Gathering is complete, the Products the A-E should have developed are listed here.  Again, refer to your Project Manager’s Guide to Project Definition for a complete description of each.


User's Questionnaires


Interview Documentation


Existing Environmental Studies


Surveys & Soils Reports


Utility Capacity & Estimated Building Loads


Equipment & Furniture Lists


Cost Data and Assumptions


Post Occupancy Evaluations (POE) and Value Engineering (VE) Recommendations


Site Photographs





Requirements Analysis Charrette


Slide # 33: Requirements Analysis Charrette


Now the data gathering is complete and the A-E is ready to start his Analysis Charrette. 


The A-E typically shows up on site to brief the Project Management Team on the facts and data he’s collected relevant to project facility requirements.


For the typical Air Force project, the Requirements Analysis Charrette will be the first day or so of the charrette week.  The products of the Requirements Analysis Charrette are very different from the Schematic Design Charrette.  The products are typically alphanumeric data presented as diagrams, lists and statements on informal media such as cards or large sheets of paper.  The A-E creates a library wall of charts, graphic displays, and tabular space data to keep data visible, in alphanumerics, and to invite change.


·	Requirements will be revised and approved.  The space program will be locked in and deviations in scope resolved or documented.  Cost estimates will be revised and new issues priced to get decisions made.


·	When scope deviations are unresolved, the Air Force PM must work with the responsible MAJCOM for resolution.


·	Documentation of the Analysis Charrette may be formal or informal, but all key decisions need to be documented in one form or another.  Once Requirements Analysis is completed, the A-E moves into the next phase, Schematic Design, but not before!


Here are some examples of a few of the key products of the Requirements Analysis Charrette.


Slide # 34: Tabulated Space Projections


Tabulated Space Projections that summarize user defined space requirements.


�
Slide # 35: Analysis Cards


Analysis Cards are typically 5 x 8 inch white cards used to record and communicate information during a charrette.


They are a technique and a tool to graphically display and record information that is either developed before or during the charrette meeting.


Analysis cards become part of the library wall of data.  They are part of the display that the A-E uses to present information, data, decisions, and issues to the project team for analysis and agreement.  The library wall keeps the data constantly in front of the PMT for review and change if necessary.


Slide # 36: Affinity Matrices


Affinity Matrices document information gained from questionnaires and interviews.  They show the intensity of need for close proximity relationships between people, work groups, equipment usage, and special use spaces.


Slide # 37: Brown Sheet Area Summaries


Brown Sheet Area Summaries indicate net space requirements of different functional areas through informal diagrams done on large sheets of brown Kraft paper.  The sheets document allocations of space, and give the user a visual idea of the relative size of the spaces.


Slide # 38: Bubble Diagrams


Bubble Diagrams use circles to functionally represent areas, with connecting lines and arrows, to signify close functional relationships.  Bubble diagrams document solutions to the affinity matrices.


Slide # 39: Parametric Cost Estimate


And finally, a Parametric Cost Estimate, or PCE, is always critical at the end of each phase so you and the user know where you stand against the budget.  Assumptions, alternative building systems, and possible cost problems must be documented to understand the potential for cost problems, and prepare the team for the Schematic Design Charrette.





Slide # 40: Requirements Analysis Charrette Products


I’ve shown you six examples of products from the  Requirements Analysis Charrette.  All products are listed here:


Project Goal Statements


Tabulated Space Projections


Analysis Cards of Project Issues


Site Analysis Cards


Environmental Concerns


Affinity Matrices


Brown Sheet Area Summaries


People and Process Flow Charts


Bubble Diagrams


List of VE Opportunities


Blocking and Stacking Diagrams


Cost


Site Photographs
































Schematic Design Charrette


Slide # 41: Schematic Design Charrette


We’ve gotten through the Requirements Analysis Phase and have validated the user’s space, equipment, and functional requirements.  As you see on the process bar at the bottom of the slide, we now enter the Schematic Design Phase of Project Definition that begins with the Schematic Design Charrette.


This is where the A-E’s talent and creativity stands out.  He presents design alternatives to explore options and reduce these options to a preferred solution.  The preferred solution then becomes the basis for design development and construction documents.


While the schematic design solution is evolving, the cost estimator keeps the price tags visible when alternatives are discussed.


The A-Es final parametric cost estimate and project scope must be matched to the DD Form 1391 and differences resolved before the final outbriefing at the end of the charrette week.


Remember, it's important that the team reach consensus in terms of scope, design, costs, and user satisfaction before ending the charrette.


The products the A-E produces during the on-site Design Charrette will be elements in the first draft of the Final Project Definition package.


Here are some graphic examples of products developed during the Design Charrette.


Slide # 42: Site Development Plan


A Site Development Plan that shows all existing and proposed buildings, utilities, access roads, parking, pedestrian walks, landscaping and site features.














Slide # 43: Design Alternatives


Design Alternatives that provide options for functional arrangements to stimulate discussion and decision.  The final solution might well incorporate features from all the design alternatives.


Slide # 44: Selected Design


Schematic Floor Plans showing interior walls, partitions, openings, and major equipment locations.  These are not construction drawings, just floor plan concepts that will change with more definition.


Exterior Elevations to illustrate architectural style, massing, and compatibility with the architectural guidelines of the Base Comprehensive Plan.  Models or perspective sketches are optional, but are great for validating compatibility with base architectural standards and obtaining approvals.


Building Sections show significant structural features and the relationships of major building systems.


Slide # 45: Building System Narratives


Building System Narratives address major proposed building systems, unique design features, and related design criteria.  This outline will be developed into a basis of design.


Slide # 46: Furniture and Equipment Layouts


Furniture and Equipment Layouts provide a generic furniture and equipment footprint for key spaces to demonstrate that the spaces are adequate for their intended use.


Slide # 47: Cost Estimates


An Updated Parametric Cost Estimate is presented to again ensure that the project is in budget, or cost reduction alternatives have been identified.  The PM may have to go back to the MAJCOM for changes in scope or cost if the budget estimate is irreconcilable with the DD Form 1391.











Slide # 48: Design Charrette Products


Again, I’ve shown you eight examples of Products you should likely see at the end of the Schematic Design Charrette.  This is a complete list of those products:


Site Development Plan


Schematic Floor Plans


Furniture and Equipment Layouts


Building Area Tabulations


Exterior Elevations


Base Comprehensive Plan Conformance


Building Section


Building System Cost Analyses/VE


Design Criteria and Selected Building Systems Narratives


Parametric Cost Estimate


Operability and Maintainability Report


Environmental Checklist


Slide # 49: Charrette Outbriefing


At the Charrette Outbriefing the A-E presents the results of the week’s effort to the project team and HRPWC.  This briefing is a “must do” item.


The PM must make sure the final meeting on Friday is a success.  How?


By keeping the HRPWC involved as the charrette progressed during the week.  Without the HRPWC’s support, you stand a good chance of failure.


Once the briefing is over, if the team has done its job, everyone is happy with concept schematic design results.


�
PD Schematic Design Phase Documentation, Review, and Approval


Slide # 50: Documentation, Review, & Approval


The next step is Documentation, Review, and Final Approval.  Here’s where the project tends to lose momentum.  To avoid this, schedule a final presentation date to the HRPWC and project team.


Now the project team breaks up and everyone goes back to catch up on their regular job.  The A-E packs up all of his drawings, charts, cards, and equipment and heads back to his home office to put together the complete documentation for the Project Definition submittal.


Back at his office, his staff is busily putting drawings into final draft form, collecting all documents for the report, and putting all the words to paper that describe the project requirements, building systems, etc.


Remember, before the A-E leaves the base, you should have set a date for their final PD submittal for review by the project management team, and a date the Air Force’s comments are due back to the agent.


If it’s possible, also have set a tentative date for the A-E’s delivery of the corrected final PD submittal and formal approval briefing to the team and HRPWC.


Slide # 51: Draft Project Definition Submittal Products 


These are Products you should typically expect to see in the Draft Project Definition submittal.  The final submittal products are the same but reflect your team’s review comments.


Project Description


Site Development Plan


BCP Conformance Narrative


Conceptual Floor Plans








Furniture & Equipment Layouts


Exterior Elevations


Building Section


Slide # 52: Draft Project Definition Submittal Products (cont.)


Building Systems Narratives


Final Parametric Construction Cost Estimate


Life Cycle Economic Analyses & VE Recommendations


Operability and Maintainability Report


Environmental Concerns


Appendix


Slide #53: Project Management Team Review


The submittal of the draft PD is Reviewed by the Project Management Team.  Watch this phase closely to ensure that the team comments are collected and forwarded back to the A-E in the time prescribed.


Once the A-E receives final draft comments, the report is edited and any issues resolved prior to the final Project Definition Report being presented.


Slide # 54: Final Approval


The final PD Report has been completed and delivered to the Air Force and the A-E is ready to present the Final Approval briefing to the HRPWC.  The presentation should be a graphic, non-technical briefing.  The briefing must clearly communicate the project requirements, what has been accomplished, outstanding issues, and what decisions are required before the design development phase can begin.


This is a very important briefing.  It secures senior level agreement to the project design concept.  The briefing has the effect of "casting the design in concrete" and greatly reducing later user changes to the project.


�
Conclusion


Slide # 55: Conclusion — Project Definition


In wrapping up this overview, I want to re-emphasize that Project Definition:





·	Is a critical part of design.


·	It uses a charrette problem solving process.


·	Nails down user requirements.


·	Establishes a firm scope.


·	Defines a buildable site.


·	Resolves building subsystems.


·	Address environmental and construction issues.


·	Affirms that the project is executable in the fiscal year.


·	Establishes a good parametric cost estimate. 


Slide #56: Conclusion — The Charrette Process


The Charrette Process is vital because:


·	It works on all sizes of projects.


·	It creates intense interaction between customer and design professionals.


·	It is a faster way to get from the design concept to the design development stage.


·	It validates the user’s requirements and firms up the design concept.


·	And, it is the preferred Air Force method.


Slide # 57: Conclusion — Project Definition 


Project Definition works because:


·	The pre-contract activities encourage up front planning.


·	It is a team-based process.


·	It establishes early customer buy-in.


·	It reduces user design changes.


·	It encourages interactive cost estimating, and VE and economic analyses.


·	And, results in faster design execution.


Slide #58: Summary


In Summary, outstanding project definition results in quality facilities, which leads to a better trained, more capable Air Force and long term customer satisfaction.


A Charrette Week in the Life of a Project Manager


Slide # 59: A “Typical” Charrette Week


Earlier in this briefing we discussed the types of charrette weeks for various project sizes, but now let’s take a humorous, but closer to the truth, look at how the typical week’s activities really go.


It won’t all go well.  At times you’ll think you're presiding over a train wreck.


Charrettes are intense.  People work hard and get tired.  Users compete for space.  Pressures of quality, schedule, and budget create conflicts.  People who don’t know each other are jammed together.  Charrettes can fray tempers and take the lid off emotions.  The more dedicated and talented your team, the more the potential for conflict.


There are endless variations of the problems you can encounter, but here is how it might go.


Slide # 60: Monday of Charrette Week


You tried hard, but some key participants miss the kick-off meeting.  The A-E’s project manager is disappointed.  You feel guilty you didn’t deliver everybody as promised.


Some of your customers are perplexed by the charrette.  “Doesn't the A-E have an office to work in?”  In the session on conflict resolution, it’s clear there are a couple of people who think this soft stuff is wasting their time.


In the afternoon, some team members hold meetings, but you're troubled that some of the project ideas just haven’t sunk in.  One of the A-E’s team members tells you, “That’s not the way the private sector does it.”


You're worried about how this thing is going to work, but Monday night is good.  Everyone relaxes.  With the whole week ahead, there isn’t much pressure.  There is a nice dinner and friendships form.  Some good ideas about the project emerge.  You go to bed about midnight — hopeful.








Slide # 61: Tuesday of Charrette Week


A number of meetings begin to raise issues.  Some user tosses a hand grenade into the process with a new requirement.  At least two of your users feel this is the time to get everything they ever wanted.  Someone tosses out a quirky need that no one supports.  The designers twiddle their thumbs and scold the A-E’s project manager for not getting all the requirements before the charrette started.  As you discuss conflicting requirements with the A-E team, designers argue among themselves about aesthetic concepts.  Conflicting issues roll in, but little progress is made.


You're alarmed.  The A-E’s project manager is nervous.


Tuesday night, you, the A-E’s project manager, and the lead designer have a good conversation over sandwiches.  The project is clearly over the budget.  Options are laid out with cost, schedule, and quality implications.  They are sketched out on flip charts or snow cards.  The designers have been fooling around on yellow paper, but you don’t see any comforting progress or any way that the charrette will produce a project by Friday.  People are tired.  Irritations show.  You get to bed about 2 a.m. — worried.


Slide # 62: Wednesday of Charrette Week


You're smart enough to have scheduled the HRPWC for a meeting with the key users and the A-E.  Issues are laid out. The A-E’s project manager and the designer after a short night’s sleep have some workable direction.  The HRPWC reacts cautiously and several options are selected for study.  The team puts their heads down but you hear a couple of people grousing about “not enough time to do this thing right.”  Someone says there isn’t enough money either.


During the day, some more data comes in and a direction becomes clear.  At least once, the lead designer tries to convince the cost estimator his numbers are too high.  If the cost estimator wimps-out you’re in trouble.  You’ve asked the HRPWC to stop by on the way home for a quick review.  The direction is set, but the HRPWC is worried and suggests that you may want to postpone the Friday presentation.  Don’t do it.


�
Either the A-E project manager or the lead designer may blow up Wednesday night.  At a minimum, there’s a terse speech about “time to quit fooling around”.  Maybe you get a subtle message that you’ve got to get the users better organized.  After emotions cool, some real progress is made.  You hang around with little to do but encourage the team.


You’re beat but hopeful.  Still the suggestion to delay the Friday presentation haunts you as you turn in late.


Slide # 63: Thursday of Charrette Week


The team drifts in red eyed but with clear direction.  Reviews with the user polish concepts.  Tight, brief meetings mop up some outstanding issues.  Time is short and you see awesome production and decision making happening.  Still you think about the HRPWC suggesting a deferment of the Friday presentation.  It’s your last chance to play it safe and delay it.  Don’t do it.


Meanwhile, the team gets excited as the project really takes shape — a shape everyone has contributed to.  Thursday night, full of enthusiasm, the A-E maps out the work that needs to be done for the presentation.  The enthusiasm for the project is high so there is a lot to do.  Out of sheer commitment the entire design team works straight through to the Friday morning presentation.  They suggest that you go home (not really telling you that you’d be in the way).


Slide # 64: Friday of Charrette Week


You show up an hour early for the presentation.  You review the presentation with the A-E project manager.  As people arrive, the drawings are still being finished.  The A-E makes the presentation and the HRPWC likes what was said.


Everybody’s a hero.  You're glad you didn’t postpone.  The HRPWC makes a complimentary speech.  The users have a sense that the project is real.  The A-E has that look of professional satisfaction.  Friendships are rekindled.





�
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