
Innovative Contracting Advisory Committee
Meeting Minutes
March 27, 2014

In Attendance:

	
Nabil Haddad, CDOT Innovative Contracting
David Brown, Delcan
Matt Figgs, CDOT R3
Karen Berdoulay, R3
[bookmark: _GoBack]Tom Peterson, CAPA
Randy Jenson, FHWA
Ben Acimovic, CDOT R1
Chris Hopkins, Wilson & Co
Mike Skov, Skanska
	
John Schwab, HDR
Martha Miller, CDOT R3
Jay Goldbaum, CDOT
Jeff Seiders, RKI/Austin
Tim Maloney, Kraemer
Richard Zamora, CDOT 
Don Garcia, CDOT Region 2 (phone)
David Watt, CDOT Region 2 (phone)
Jennifer Billings, CDOT Region 2 (phone)



Summary of Discussions

1. Introductions

2. Subcommittee Updates:
· CMGC Subcommittee update (Ben Acimovic):  
· CMGC Subcommittee meeting – they discussed risk, cost, and schedule discussions are ongoing; Ben will be sending meeting minutes out for review
· They are considering recommending a floor of 5%; template to better define what is in percentages to make it easier to compare quotes; a request will go out to the regions to request input on the challenges in using CMCG, and the results will be posted on the ICAC website
· Ben is responding to some open records requests
· The next meeting will be in May and they plan to discuss how to qualify and quantify savings to address value

· CMGC Subcommittee - Best Practices Offshoot Committee
· Tammy Maurer will be the lead for this effort  
· The committee will send a matrix to show the topics of their focus
· They will be discussing best practices and lessons learned
· After the CMGC manual is finalized in the late summer timeframe, the committee will provide training on how to review proposals and make selections

· Quality Programs Subcommittee update:
· The Subcommittee met on Feb 4 and discussed the goals of this committee; 
· Mark Scolfield put together a template for contractor QA/QC; they used other states (Utah) as a model; the objective is to try to remove variability from the project schedule so that CDOT can staff up appropriately, and to have a level playing field between bidders
· They plan to focus on workmanship; it is a big issue with contractors



· CM/GC Manual update: 
· Wilson and Company/Chris Hopkins is working on the draft manual, which is intended to be a Procedural Manual
· Chapters 1 and 2 are drafted, 3(construction phase) is in progress and will be done in 2-3 weeks
· Going well; sections addressing the proposal process and managing construction sections need to be completed
· Survey to CDOT construction crews to get input on estimating process; challenges in field so that they can create tools or best practices
· The committee considered examples from MN, UT,  and OR 
· Most states have piecemeal guidance; CDOT’s will be first comprehensive guide
· RTD has shared lessons learned
· Templates for Streamline D-B have been developed

· Form J Update
· This effort is to incorporate D-B into SiteManager; Nabil met with industry to get feedback; meeting this week, moving forward to incorporate into SiteManager
· Nabil to provide guidance to regions regarding the information to request in the RFP and post award
· Guidance to be incorporated into the manual
· Other states that do this are Florida, but they are having a hard time making it work.  No one has made the materials portion work in SiteManager; Nabil is working with BethAnn to create a separate module; the issue is that quantities and items are unknown; Region 2 served as a pilot project and has documented the process; the materials module has been used to track costs but not testing.

· Project Delivery Selection Matrix suggested changes/fine-tuning
· Project Delivery Selection Matrix – is there a need to update this?
· Needed for modified D-B, SD-B, and A+B; categories for CDOT – looking at delivery method, risk, schedule; 
· A committee will look at challenges and opportunities
· A revised selection matrix for procurement comes out in June

·  Pavement Type Selection
· D-B manual had no guidance to select pavement type
· New language was developed a year ago
· There are new recommendations because the size of projects is getting larger; need another bracket; another level for projects > $60M in pavement and materials costs has been created
· For these larger projects, alternate bids will allow the contractor to choose from both pavement options in plans; contractor can determine best suited alternative 
· Should a lower threshold be considered for other projects?  
· For scoring purposes, a life-cycle adjustment would be applied;
· Other studies require the inclusion of optional long-term maintenance agreements, for LCC analysis
· This is best value contracting – if you put a dollar value on alternate bids, would it be defeating? 

There was a presentation on the I-70/Eagle Project CM/GC Presentation by Martha Miller, Karen Berdoulay, and Matthew Figgs.  Double-click in the gray bar on the icon below to view the presentation.




Next Meeting:  May 22, 2014, 1 pm – 2:45 pm, CDOT HQ Bridge Room 107B

Attachment 1 – Handout - Pavement Type Selection Process for D-B Projects
Attachment  2 - Sign In Sheet 3-27-14
Attachment 3 – Meeting Agenda
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Attachment 2 – Sign In Sheet
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Attachment 3 – Meeting Agenda

MEETING AGENDA

Innovative Contracting Advisory Committee (ICAC)
March 27, 2014, 1 PM – 2:45 PM
CDOT HQ Bridge Conference Room



· Subcommittee Updates:

· CMGC subcommittee update:  Ben Acimovic
· SDB subcommittee update:  Dave Watt/Mark Scholfield
· Quality Programs subcommittee update: Don Garcia/David Brown



-    CM/GC Manual update: Mark Scholfield


-     Form J Update


-     Project Delivery Selection Matrix suggested changes/fine-tuning


-     I-70/Eagle Project CM/GC Presentation (Martha Miller, Karen Berdoulay, Matthew Figgs)


· Miscellaneous/Open Discussions


· Next Meeting:  May 22, 2014 , 1 pm – 2:45 pm, CDOT HQ Bridge Room 107B




Future Innovative Contracting topics (not prioritized):

·   Celebrating Successes (Awards, Public Information, Outreach, Sharing Lessons Learned, etc…)
· Setting Goals White Paper Workshop
·    Local Agency and other stakeholder involvement and training on Innovative Contracting Projects (Major Utilities, Railroads, etc…)
·    Staffing Requirements for Innovative Contracting Projects
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The problem

1prob·lem

 noun \ˈprä-bləm, -bəm, -ˌblem\: something that is difficult to deal with : something that is a source of trouble, worry, etc.
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The Problem

The Town of Eagle’s main corridor suffered extensive traffic backups and poor LOS

A project had been designed (80%) but was on the shelf

Constructability and phasing challenging with many business along corridor and no detour route

Funding spread across                                                3 FY





EAGLE









-11-13k ADT

-TOE business corridor surrounds project

-Only post office & grocery store in town in middle of the project (no mail delivery – everyone in town travels to these places) 
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The Problem













4



The Problem







POST OFFICE

GROCERY STORE



WB OFF RAMP









-Highlight Post Office, City Market, & WB Off Ramp

     --Note that WB off ramp clogs at same time residents typically go to the grocery store
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The project

1proj·ect

 noun \ˈprä-ˌjekt, -jikt also ˈprō-\: a planned piece of work that has a specific purpose (such as to find information or to make something new) and that usually requires a lot of time
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The Project

Convert 4 traditional intersections to roundabouts

Widen an existing roundabout to 2-lanes

Provide new pedestrian facilities along corridor

Install pedestrian bridge over I-70
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The Project
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The idea

idea

 noun \ī-ˈdē-ə, -ˈdēə also ˈī-(ˌ)dē-ə or ˈī-dē\: a thought, plan, or suggestion about what to do
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The Idea

Utilize CM/GC Contracting technique

Bring contractor on board to develop construction phasing and public outreach plan

Explore VE ideas with contractor to cut project costs











-To be first CM/GC after freeze, a lot of coordination between CDOT/FHWA/CCA/Innovative Contracting was required.  Martha, Karen & Joe Elsen were instrumental in this pushing forward

-CCA hosted a CM/GC training and this project was used as a sample to see if contractors felt it was a good CM/GC candidate.  Overwhelming majority said yes.

10



The Idea

Received approval from FHWA to move forward with CM/GC process

First project after the CM/GC freeze to be awarded

Residency prepared RFP for contractors 

Through selection process (Proposals + Interviews), Flatiron Corporation selected
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THE CHALLENGES

1chal·lenge

 verb \ˈcha-lənj\ :to arouse or stimulate especially by presenting with difficulties 
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The Challenges

Partial amounts of funding available         FY 14/15/16

Project 35% over budget

ROW process lengthy for acquisition on parcels

Difficulties attaining UPRR approval

Lengthy utility relocate timeframe 











-Project team wanted the utility phase to be seamless with construction to ease the burden on the public of multiple construction projects over multiple years
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THE GOALS

goal

 noun \ˈgōl, ˈgül\: something that you are trying to do or achieve
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The Goals

Minimize impacts

Project completion on budget & on schedule

Maintain safety during construction

Useful communication to residents & businesses

Best value & high quality construction

Improve long term operations & safety

Seamless coordination between utility, roadway, & landscaping phases
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The process

1pro·cess

 noun \ˈprä-ˌses, ˈprō-, -səs\: a series of actions that produce something or that lead to a particular result
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The Process

Primary task to develop construction phasing 

Worked side by side with contractor and design consultant to develop phasing and associated quantities

CM/GC allowed Contractor more time to take look at challenges and determine solutions
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The Process

Flatiron aided design team in identifying potential VE ideas to cut project costs

Utilized VE matrix to keep track of the status of each idea, estimated cost savings, & decision for each idea
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The Process

Flatiron identified major risk factors for project & tracked in a risk matrix

Matrix identified potential impacts, ranked them, listed potential countermeasures, & associated potential impacts

Modified design to mitigate all items on risk matrix













-Matrix identified potential impacts of each risk, ranked them according to impact, listed potential countermeasures, & associated a potential cost or schedule impact
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The Process

Biggest challenge was dealing with project budget

$8.3M to FY ’13, $5.8M for FY ’14

Project split into two sub-projects and built with funding from multiple fiscal years

Started construction a year                                                    early by splitting phases













-Project split into 2 – “We were ahead of the curve on the new cash management system”

-Sub-project line determined based on cost estimates to build maximum amount of project first fiscal year that still tied into construction phasing 
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The Process

CM/GC Estimating Process

Hired strong, experienced ICE who helped every step of the way

One of first CM/GCs to not use EEMA estimate

One of first CM/GCs to go from 10% to “acceptable” cost difference in negotiation













-”I assume everyone knows the CM/GC estimating process?  If not, I can give a quick overview of how it works”

  --IF SO: -Hire Ice-> Multiple OPCC estimates -> Price independently, results discussed -> OPCC meant for reasonable prices -> GMP negotiated ->GMP accepted if price acceptable

  --If price is not acceptable to CDOT, both the ICE and the contractor revisit their numbers to do a second submission.  Our project team actually asked for a 2nd price submission on our second GMP as the contractor and the ICE were not within a reasonable amount.

-Unsure how move from 10% to “acceptable” would look as unsure of process.  Project team learned on the fly.

-W/ strong ICE, project team can get w/in 2-4% of each other in pricing
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The Process

OPCC process brought additional budget challenges to light

Project over budget by approx. $5M

Flatiron worked with CDOT on VE ideas to cut costs

Shifted more Phase I work into Phase II while project team secured additional funding

Evaluated different project scope changes 

Flatiron assisted every step of the way











-Both Flatiron and ICE estimated the project was over budget by ~$5M

-Flatiron started looking at even more VE ideas to further cut project costs.  Did a great job but we had too large of a funding shortfall to overcome

-Evaluated different project scope changes to make project fit budget depending on what funding was secured

-Flatiron assisted every step of the way to ensure project was delivered

-Key to all of this was communication, communication, communication.  Project team did not cohabitate in an office space, but met weekly and corresponded almost daily
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The Process

GMP #1 negotiated & construction on Phase I commenced while GMP #2 funding was sought

The Town of Eagle submitted RAMP application and was awarded to fully fund project

Flatiron & CDOT successfully negotiated GMP #2 for Phase II construction 















-The Town of Eagle (funding/design partner for project) submitted a RAMP application and was awarded to fully fund project
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The Process

Potential schedule problems identified while looking to be fully funded

Pulled Town of Eagle utility work out of project

Town contracted independently with Flatiron

Substantial schedule benefits to project













-While looking to be fully funded, project team identified potential schedule problems by not being able to start GMP #2 until 2014

-Worked with TOE to pull a large portion of utility work out of GMP #2 and into separate contract that TOW made w/ Flat

-Substantial schedule benefits to project, allowed completion date of GMP #2 to be in 2014 without having to winter another year

     --Added cost savings by not having overhead/staffing costs for an additional winter
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The Process

ROW clearance anticipated by April 2014

11 Possessions, 1 PE, & 9 TEs

ROW unit conditionally cleared project

Phasing plans developed all inside existing ROW 

Project started almost a year early due to this process











-Project team worked with ROW unit to conditionally clear project

     --As parcels were acquired by ROW unit, they would be released and work could commence on them
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The Process

Work near UPRR line moved to second sub-project

Construction phased around lengthy utility relocates 

Utility clearance spilt by sub-project

Contractor started work 4 months earlier than waiting for full clearance





GMP #2

GMP #1









-Work near UPRR line included in second sub-project to allow Utility Engineer more time to negotiate with UPRR

-Construction phased around lengthy utility relocates to allow utility companies necessary time to complete re-locates

Utility clearance spilt by sub-project to allow Contractor to start work 4 months earlier than waiting for full clearance

-Show GMP 1/2 spilt and how utility relocation work progressed
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The partnerships

1part·ner

 noun \ˈpärt-nər also ˈpärd-\: : one of two or more people, businesses, etc., that work together or do business together
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The Partnerships

Strong partnerships formed during entire process

Town of Eagle 50/50 partner in design & ROW costs

Town contributed 25% of total costs

Awarded $3.5M RAMP to add to $4.3M in construction funds













-Project was using RAMP principals before RAMP had been introduced

-Strong partnerships formed during entire process

   --Strong relationship continues throughout design and into construction and will go beyond this project with how well CDOT & TOE has worked together

-Town of Eagle 50/50 partner in design & ROW costs

-Town contributed 25% of total costs for design/ROW/Const ($24M total project cost)

-Went to bat for project and applied for RAMP when project looking to be fully funded in addition to their $4.3M (const and utility)

-Also was more than willing to pull funding out of project and initiate independent utility contract to help with construction schedule (as discussed before)
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The benefits

1ben·e·fit

 noun \ˈbe-nə-ˌfit\: a good or helpful result or effect













29



The Benefits

The Eagle Residency firmly believes project would not have been as successful as it is without the utilization of CM/GC

CM/GC allows a project:

To select a qualification based Contractor

To have the Contractor heavily invested in the project 

To have the Contractor well aware of all issues before construction

To give the Contractor and subcontractors time for good pricing

To establish good working relationships between the stakeholders









-The Eagle Residency firmly believes project would not have been as successful as it is without the utilization of CM/GC

-Allows a project to:

--To select a qualification based Contractor

--To have the Contractor heavily invested in the project before construction begins 

--To have the Contractor well aware of all Environmental, ROW, and Utility issues before construction

--To give the Contractor and subcontractors time for good pricing

--To establish good working relationships between all the stakeholders long before construction begins
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The Benefits

CM/GC allows a project in design:

To be broken into multiple sub-projects

To have buy-in from the contractor 

To mitigate potential risks 

Improve the “bang for the buck” on projects by working on VE ideas











-Allows in design to:

--To be broken into multiple sub-projects in   order to utilize money from different fiscal  years and start construction earlier than normal

    -> We implemented cash management before it was rolled out

--To have buy-in from the contractor on the design

--To mitigate potential risks in the project 

--Improve the “bang for the buck” on projects by working with contractors on VE ideas
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The Benefits

CM/GC allows a project in construction:

To establish a successful working relationships

To have established, thought-out phasing plans 

To establish a good public outreach plan











-Allows in construction to:

--To establish a successful working relationship with the contractor prior to the start of construction

--To have established, thought-out phasing plans that lessen the impact on the travelling public and local business

--To establish a good public outreach plan and program that delivers the necessary information to both the travelling public and businesses
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Lessons learned

1les·son

 noun \ˈle-sən\: something learned through experience
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Lessons Learned



Open communication is key

The design team should be open to new design ideas 

Working on the later project up front as much as possible

Develop entire project schedule early on









-Open communication is the key to a successful CM/GC experience

-The design team should be open to new design ideas from the contractor

-If project will be split into multiple GMPs, working on the later project up front as much as possible is beneficial so when funding is available, delivery is quick

-Develop a construction schedule for the entire project early on as it can guide your decision making down the road, especially if you have multiple GMPs
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Lessons Learned

A strong ICE staff will be of benefit to CDOT

Create a set of estimate/bidding guidelines

Start public relations before the project goes to construction











-A strong ICE staff will be of benefit to CDOT as they have insight into the contractor’s estimating/bidding process, and will be able to ensure the best price is acquired

-Creating a set of estimate/bidding guidelines will ensure that the contractor and the ICE are bidding with the same assumptions

   --Help compare apples to apples

-Starting public relations before the project goes to construction can be of benefit to the community and potentially impacted users 
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recommendations

rec·om·men·da·tion

 noun \ˌre-kə-mən-ˈdā-shən, -ˌmen-\: the act of saying that someone or something is good and deserves to be chosen
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Recommendations

CM/GC is a valuable contracting tool that can be of great benefit to CDOT

A working partnership between the contractor, the design team, local agencies, and CDOT can improve constructability, reduce costs through VE ideas, and reduce risk to construction
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Recommendations

Utilize the experience of the Innovative Contracting unit and other CM/GC projects

Involve CM staff in the CM/GC design process













-Utilize the experience of the Innovative Contracting unit and other Residencies who have completed CM/GC projects to aid your project

  --We learned a lot from the Dotsero Bridge project delivery, and I have to thank Ben Acimovic for all his help and guidance

-Involve CM staff in the CM/GC design process so both contractor and CM staff have background in construction
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Questions?

Thank you for coming!
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Sources	

All definitions from MERRIAM-WEBSTER ONLINE (www.Merriam-Webster.com) copyright ©2014 by Merriam-Webster, Incorporated.

Map courtesy of Google Earth
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