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Project Participants.

Regardless of what type of construction is involved (a huge dam, a br idge or a 
humble single-family residence) there are always three main par ticipants:

o The Owner,
o The Designers, and
o The Builders.

There are many other secondary players such as, consultants, quality control 
exper ts, subcontractors, suppliers of mater ials and equipment, permit exper ts, etc.

The traditional process usually star ts by the Owner enter ing into the first Contract The traditional process usually star ts by the Owner enter ing into the first Contract 
with the Engineer /Architect to plan and design the project, and very actively 
par ticipates in making some of the decisions on the design, the costs and time limits.

Following the completion of the design, the project is adver tised and the building 
team is selected. Now the Owner enters into the second Contract with the main 
builder : the General Contractor (GC).

Therefore, all projects usually involve only two pr ime contracts with the Owner. The 
contracts between the GC and the sub-contractors do not involve the Owner.



The traditional contract relationships involve: (1) separate designer, (2) a single GC, 
(3) numerous sub-contractors, (4) fixed pr ice, unit pr ice, a guaranteed maximum or a 

cost-plus-fixed-fee for the GC, and (5) a negotiated fee for the design professionals.





Construction Administration.

Contract administration is basically the administrative paperwork that deals with the 
relations between the par ties to a contract.

On the other hand, Construction administration deals with the much broader functions 
of all the aspects of a project, many beyond the scope of the two basic contracts. 
Among these duties are,
� Contract administration,
� Maintain the relations between the par ties,
� Communications,
� Business systems,� Business systems,
� Procedures,
� Define responsibilities,
� Define author ity,
� Documentation,
� Construction operations,
� Planning (cost analysis and scheduling),
� Coordination,
� Administer payments, change orders and extra work, disputes and claims,
� Negotiations, and
� Close-out, including the punch-list inspections, and final clean-up.



The Project Manager typically handles all of the contract administration from the 
corporate head office, while the Resident Project Representative is located at the project 
site and is typically limited to only inspection and routine cler ical duties. This division 
of responsibility is usually the root cause of many claims of losses against the Owner 
and the Designers.

Good managers have the ability to select and hire qualified people and then have the 
courage to delegate as much author ity as possible to these people.

A better organization is shown on the next slide, because it provides a better balance of 
responsibility between the Project Manager (PM) at the head office and the Resident 
Representative (RR) at the project. This ar rangement permits the PM to efficiently run Representative (RR) at the project. This ar rangement permits the PM to efficiently run 
several projects without delaying any of the daily decisions required by the RR. This 
division of responsibilities may ultimately reduce and even eliminate most claims and 
delays. 

The RR must keep the PM constantly informed. When a major decision is needed from 
the PM, the RR will request the decision via telephone, E-mail or FAX, and provide all 
the necessary paperwork to confirm and monitor the decision. The most effective PMs 
nationally are well known for their  delegation of author ity, with the exception of 
matters dealing with time and money. 





The One-to-One Concept.

A very impor tant concept in Project Management is the one-to-one concept. This 
administrative procedure eliminates most conflicts and claims, and results in greater 
efficiency for all par ties to the contract.

The Owner designates a single individual at the project site to be the sole spokesperson 
to represent the owner ’s interest. This person is the RR, also called the “ Project 
Representative” . All orders that go to the GC come from the RR. No one else from the 
Owner or the Designers can communicate with the GC except through the RR. Under 
the contract law pr inciple of “ implied authority”  the GC may receive orders from any 
individual whom it has reason to believe has the author ity to issue such orders on individual whom it has reason to believe has the author ity to issue such orders on 
behalf of the owner. Therefore, the Specifications must be clear that orders can only 
come from the RR. High ranking officials from the Owner group or the Designers, 
including the PM, VPs, depar tment heads, county engineers, etc, are not allowed to 
issue instructions to the GC.

The GC should also have a single person as his agent to communicate with the RR. 
This requirement should be stated clear ly in the Specifications. A good practice is to 
designate the GC’s agent in wr iting dur ing the Preconstruction Meeting.



The 5-Step Process of Initiating a Project.

Another impor tant concept is the 5-Step process, which is an order ly administrative 
procedure, that identifies the vital steps that must be followed when initiating a 
project:

1. Adver tise or invite bids;
2. Open the bids;
3. Award the contract;
4. Sign the Agreement (or the Contract), and
5. Issue the Notice to Proceed (NTP).



Control of Quality.

To many, Quality Control basically means controlling the GC. There is a difference 
between quality control and quality assurance. Quality control is generated by the 
GC. For example, checking that all the steel rebars are in a specific beam. 
Confirming that they were by the PM is quality assurance.

Quality control is essentially what inspectors do, and also include testing mater ials 
(such as concrete, etc).  Public inspectors also par ticipate in the process, but to a 
smaller extent, because they are limited to structural integr ity and safety, whereas the 
RR’s inspectors add workmanship, aesthetics and compliance with the plans and 
specifications.



Organizational Structure of a Project.

There are many project organizational forms, because there are many different types 
of projects and owner needs. However, there are four basic types of contractural 
relationships:

1. Traditional architect/engineer (A/E) contract;
2. Design/construction manager (D/CM) contract;
3. Professional construction manager (PCM) contract; and
4. Design-build contract (like a “ Turn-key”  contract). 



1. Traditional architect/engineer (A/E) contract.



2. Design/construction manager (D/CM) contract.



3. Professional construction manager (PCM) contract.



4. Design-build contract (“ Turn-key” ).



Staff Assignment.

The next slide shows the comparable job assignments and titles in the same project 
from the different players: owners, designers and the builders. A comparable table is,

Level Owner or A/E Contractor
Project Management Project Manager Project Manager

Project Engineer General Super intendent
Project Architect General Super intendent
Project Director Construction Manager
Contracting Officer

Construction Management Construction Manager Construction ManagerConstruction Management Construction Manager Construction Manager
Resident Engineer Project Engineer
Resident Architect Super intendent
Construction Coordinator
Resident Manager

Functional Management Resident Project Rep. Project Engineer
Project Rep. Super intendent
Resident Engineer CQC Representative
Resident Inspector
Inspector
Quality Control Supervisor



Functional relatinships under a design/CM contract.



Many other tasks in a project require staffing from other groups, such as,

1. Local building depar tment (code enforcement);
2. Geotechnical inspectors;
3. Inspectors from other agencies (DERM, USArmyCoE, etc);
4. Utility company inspectors (WASD, FP& L, AT& T, etc);
5. Specialty inspectors (concrete, masonry, welding, etc);
6. Manufacturers’ representatives (elevators, cranes, etc); and
7. OSHA safety inspectors.



The Engineering Definition of Professional Management.

ASCE’s Construction Management Committee defines the professional project 
manager (PM) as a firm that specializes in managing projects for the owner, a 
design organization and a construction manager, providing these four services:

1) Works with the owner and the design professionals from the beginning of the 
project and provides leadership throughout the process, whilst making 
recommendations on technology, schedules and economics;

2) Proposes alternatives dur ing the planning phase and predicts their  the effects of 
each choice. The PM monitors subsequent development of the project to see that 
the targets are attained;the targets are attained;

3) Advises and coordinates the procurement of mater ials and equipment. 
Coordinates the work of the contractors and monitors their  actual costs and 
progress;

4) The PM does not per form either design or contracting services, in order to avoid 
adversar ial relationships with the rest of the project team.

This structure is shown on the next slide.





Fast-Track Construction.

Some projects have an enormous pressure  from the Owner to finish before the 
conventional time frame.

The PM may identify some activities of the project that can be star ted without the 
design being finalized. For example, the foundations can be over-built in order to 
car ry any type of super-structure.

This process is called “ fast-tracking” , and its pr incipal objective is to shor ten the time.

Fast-tracking is loved by some owners (especially, inexper ienced public elected-Fast-tracking is loved by some owners (especially, inexper ienced public elected-
officials), but it is very r isky process for the PM, and ultimately to the Owner. The 
fast-track process can become not only very costly, but can be prone to major design 
mistakes, re-construction and time delays.

Most projects have purchases of special equipment that require long-lead procurement
times, which can be difficult with a fast-tracked project.

I f the project is of the type that has been designed and built by the team members 
before, then fast-tracking has a good chance of succeeding.



Design-Build Contracts.

This concept or iginated in Europe to avoid the adversar ial relationship between the 
design professionals and the constructors. Instead, teams of both are encouraged to 
compete against each other. The team of designer+builder puts together the highest 
technology at the lowest pr ice in order to win the project against other teams doing 
the same effor t.

The owner (through the PM) adver tises the basic scope of the project, and lets the D-
B team work out all the details. For example, a city wants a br idge from A to B, will 
basically just say that the br idge will have four-lanes, be easy to maintain and have a 
service life of sixty years. A few more items will deal with the control of the bidding 
process.

There is now an excellent new group of standard contract documents for design-build 
projects completed by the Engineers Joint Contract Documents Committee (EJCDC). 
These documents are available from ASCE, NSPE or ACEC. They also include an 
accompanying guide on how to use them.

D-B has been very popular with pr ivate projects, but now we have the 1997 federal 
legislation permitting its use in public projects (U.S.C 2305a and 41 U.S.C. 253m.



The Scope of a PM Contract.

All anticipated tasks that the PM must per form should be carefully listed in the 
contract with the owner. This is a par tial checklist:

Conceptual Phase.

1) Develop conceptual estimates;
2) Develop conceptual schedules;
3) Provide input to program r isk analysis;

Program Planning Phase.Program Planning Phase.

1) Provide constructability analysis;
2) Identify potential major construction problems;
3) Develop project resource requirements;
4) Inventory available area resources;
5) Assist in development of capital budgets;
6) Assist in development of cash flow projections;
7) Develop parametr ic estimates and cost budgets;
8) Update preliminary schedule;



9) Update preliminary schedule;
10) Develop preliminary project control system;
11) Develop preliminary project management information system;
12) Develop project safety program;
13) Develop project labor relations programs;
14) Assist in development of an insurance program;
15) Administer electronic data processing (EDP) services.

Design Phase.

1) Oversee overall project planning;
2) Assist in development of project life-cycle costs;2) Assist in development of project life-cycle costs;
3) Evaluate cost trade-offs;
4) Provide value engineer ing function;
5) Qualify potential bidder ;
6) Procure long-lead time items;
7) Finalize bid work packages;
8) Finalize pre-qualified contractor lists;
9) Finalize project schedules;
10) Finalize physical layout of construction areas;
11) Finalize project control systems and management information systems;



13) Assist in obtaining required permits and licenses;
14) Provide input and review of contract documents.

Construction Phase.

1) Develop and administer area transpor tation system;
2) Administer project EEO program;
3) Enforce project safety program;
4) Coordinate labor relations;
5) Receive and evaluate bids and award pr ime contracts;
6) Manage and per form general conditions tasks;6) Manage and per form general conditions tasks;
7) Implement time- and cost-control systems;
8) Manage daily construction activities of the owner or the A/E;
9) Administer pr ime contracts;
10) Receive, review and approve contractor ’s requests for progress payments;
11) Administer contract changes and claims;
12) Quality assurance and inspection;
13) Interpret contract documents. 



Closeout and Startup Phase.

1) Oversee project closeout;
2) Oversee systems validation, testing and star tup.



Partnering.

Par tner ing is really the way business was conducted many years in the past, when 
the members of a project gave their word and kept it. Their word was their bond, 
and every member accepted fully their  responsibility.

Par tner ing is a process that attempts to create working relationships among all the 
par ties that is based on a strategy of full commitment to the project and frank 
communications. I t creates an environment of trust and teamwork that prevents 
disputes, fosters a cooperative bond to everybody’s benefit and facilitate the 
completion of the project.

The key elements of Par tner ing are:

1) Commitment. Commitment to Par tner ing must come from top management. The 
jointly developed Par tner ing char ter is not a contract, but a symbol of 
commitment.

2) Equity. All of the par ties’ interests need to be considered in creating mutual 
goals, and there must be a commitment to satisfying each of the par ties’ 
requirements for a successful project by utilizing a win/win thinking.



3) Trust. Teamwork is not possible where there is cynicism about others’ motives. 
Through the development of personal relationships and communication about each 
of the par ties’ r isks and goals, there will be better understanding. Along with 
understanding comes trust, and with trust comes the possibility for a cooperative 
relationship.

4) Development of Mutual Goals/Objectives. Goals are jointly developed by all the 
team members, and include value engineer ing, financial goals, cost growth, shor ten 
review per iods, no time lost to injur ies, minimizing paperwork, no litigation, etc.

5) Implementation. Agree the strategies to implement all the goals.5) Implementation. Agree the strategies to implement all the goals.

6) Continuous Evaluation. Implement per iodic evaluations of the attainment of the 
goals, and assure that all par ties are car rying their fair  share of the load.

7) Timely Responsiveness. This goal saves money and keep problems from growing 
into a dispute. Identify issues that remain unresolved and seek immediate solutions.
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