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IN REPLY REFER TO:

July 8, 1996

A56 DSC-PM

Memorandum

To:

Leadership Team, Denver Service Center



Project Managers



Quality Leaders

From:

Chief, Project Management, Denver Service Center

Subject:
Project Agreement Interim Guidelines

Attached for your information and use are the new guidelines for preparing project agreements, developed by the Project Management Group.  Project Managers and the L-Team members have reviewed the guidelines, and their comments have been incorporated.  However, the guidelines are still provisional because we would like to apply them for a few months and then assess their usefulness based on experience.

Please forward comments to Nat Kuykendall concerning what you find helpful about these guidelines, what does not work, or other techniques for developing project agreements that have worked for you.  We expect to reexamine the guidelines in early 1997 and make adjustments from your feedback.

I would like to thank the following Project Managers who developed the guidelines.  They are:

Ric Alesch

Todd Alexander

Jon Holbrook

Betty Janes

Nat Kuykendall

John Teichert

Shelley Wells

We hope you find the guidelines useful in preparing project agreements and look forward to your comments and recommendations.

Caleb G. Cooper

cc:

Director, DSC

DENVER SERVICE CENTER

PROJECT MANAGEMENT

PROJECT AGREEMENT GUIDELINES

July 8, 1996

CONTENTS

INTRODUCTION 1


PURPOSE AND SCOPE OF THE PROJECT AGREEMENT GUIDELINES 1


SCOPE OF A PROJECT AGREEMENT 1



Project Phasing and Types of Project Agreements 1



Coverage of Problems and Issues 2



Basic Needs for Every Project Agreement 2



What Should Generally Not Be in a Project Agreement 3



Appropriate Length 3


PROJECT AGREEMENT PREPARATION 3

PROJECT AGREEMENT CONTENTS 5


COVER 5


PROJECT PURPOSE 5


PRODUCTS AND SERVICES 6



Special Studies 6



Compliance/Regulatory Requirements 7



Public Involvement 7



Value Analysis 7


ROLES AND RESPONSIBILITIES 8



Core Team 8



Project Team 8



Others 8


PROJECT SCHEDULE 9


COST ESTIMATES AND FUNDING SOURCES 9


PRODUCT WARRANTY 9


PROJECT AGREEMENT AMENDMENT PROCESS 10


OTHER TOPICS FOR CONSIDERATION 10



Project Setting 10



Special Considerations 11



Outcomes 11



Review 11



Process Description 11

QUICK REFERENCE LIST 11

INTRODUCTION

PURPOSE AND SCOPE OF THE PROJECT AGREEMENT GUIDELINES

The 1994 Reinvention Laboratory: Review of Planning, Design, and Construction Documents (Denver Service Center) established a new concept for a project agreement (PA) and defined its function as:

The parties involved in the project, both the client and provider of the product, must define and agree from the beginning on the scope, requirements, and schedule for the project. Mechanisms for modifications must be explicitly outlined. Clear definitions set the stage for timeliness, cost, and quality; they align expectations, ensure mutual understanding, and provide for a successful product. The agreement is to be in a nonstandardized form and signed by all principals.

The following guidelines for writing project agreements build on the direction set by the Reinvention Laboratory and represent the collective insights and experiences of a committee of DSC project managers. The guidelines provide a balance between consistency and maximum efficiency on one hand and innovative approaches on the other. The guidelines are intended to allow the project manager and other principal parties creative leeway and flexibility to mold agreements to the needs of the projects and client expectations. Quality in both client service and products is the ultimate guide and desired end result.

These guidelines are designed so that, with adjustments in emphasis, they could apply to any project type. Guidance is given on the scope of a project agreement, on the process of preparing and reviewing a project agreement, on the minimum content, and on other topics that a project manager may want to consider when developing a project agreement.

SCOPE OF A PROJECT AGREEMENT

Project Phasing and Types of Project Agreements

The Reinvention Laboratory recognized two types of “business events” - resource planning and facility development. The project agreement should normally cover all phases of either of these events, which may include more than one project type and typically will span more than one year. The project agreement for a multiyear resource planning project, for example, should cover all years of the planning effort, possibly with less detail for later years. For a facility development project. the project agreement should cover development concept planning (if appropriate), design, and construction if funding can be reasonably expected during the life of the project (if construction funds have been programmed. or if they will be in next year’s budget, or if they are very high on the servicewide priority list).

The less that is known about later years, the less tat the project agreement should cover about those years. An amendment can be developed later in the project cycle when more is known about the later phases.

A basic format to cover the minimum requirements for both resource planning and facility development is recommended later in this guideline. Questions related to the differences among planning, design, or special projects may be addressed through the use of the optional headings, thus tailoring the project agreement to the project needs. A project agreement can deviate from the recommended outline but should be as succinct as possible.

Coverage of Problems and Issues

Every project agreement should concisely describe the major problems or issues that will be addressed by the project. This will establish why the project is needed and the client’s expectations of the outcomes of the process. The DSC Government Performance and Results Act (GPRA) Implementation Plan requires the incorporation of resource protection issues in all project agreements. While long, detailed lists of park issues do not normally have to be included in a project agreement, initial identification of the types of major issues to be addressed by the project is important for estimating the skills, personnel, and data needed as well as costs and scheduling.

Formerly, task directives often contained expansive descriptions of park resources and use patterns that were intended to provide a broad context for an uninformed audience. Such long narratives include unnecessary detail or describe the project history to a greater degree than is necessary or desirable for a project agreement

Basic Needs for Every Project Agreement.

A project agreement must be a brief and concise statement and should answer five basic questions:

( Why is the project needed? — the problems and issues to be solved, needs to be addressed, and

desired outcomes

( What the project will include? — products and services

( Who will do what? — roles and responsibilities

( When will services and products be produced? — project schedule/milestones

( How much will the project cost? — cost estimates

What Should Generally Not Be in a Project Agreement

Typical material included in some task directives in the past tat generally did not add significant value:

( lengthy descriptions of the project area

( park purpose or significance statements, visions, or desired futures for the park from

previous planning documents

( detailed descriptions of public involvement plans

( park maps (these can also complicate e-mail distribution of the project agreement)

( copies of the park legislation

( copies of l0-238s

( long lists of people that have only a minor role in the project

Any of these could be included in a specific situation, but only if the project manager or the client feel that they would add significant value to the project agreement

Appropriate Length

Project agreements should be kept as brief as possible and should be just long enough to sufficiently describe the agreement and ensure that the minimum requirements are covered. The intended audience normally consists of NPS personnel familiar with the project setting and situation, so park location, NPS organization, or other aspects commonly known by the principal parties do not have to be described. Only those elements of the project that require clarity among informed readers should be included.

PROJECT AGREEMENT PREPARATION

The project manager is responsible for preparation of the project agreement. This does not necessarily mean that the project manager is always the primary author of the agreement. The job captain may be a more appropriate choice as writer of the technical sections of the agreement, or short technical sections may be prepared by technical specialists (such as natural and cultural resource specialists who could describe compliance requirements). The project manager and job captain must work closely with the client to ensure that their needs and concerns are being met in the agreement, and in some cases it may be appropriate for the client to prepare some sections.

Project managers are encouraged to conduct a workshop early in the process of developing a project agreement. The purpose of such a workshop would be to get concurrence on a process, a schedule, a public involvement strategy, roles and responsibilities, or other important elements before the agreement is drafted. Participants may include representatives of the clients and/or team members - such as key park staff, field area staff, DSC representatives, and any others who

will have key assignments. Participation should be limited to those essential to producing a concise project agreement.

Once the project agreement is drafted, it is advisable that the people listed in the roles and responsibilities section have an opportunity to read the agreement. They should understand what is expected of them; the scope can be adjusted if necessary. For general management plans, the WASO Planning Division provides consultation at this stage. As a minimum, core team members (those persons who have decision-making responsibilities for their office) must concur with the agreement before it is signed by the principal parties. The project manager should facilitate key players’ input into the draft project agreement to ensure that all commitments will be met.

The principal client or clients (normally the park superintendent) and the DSC project manager will sign the agreement. In some cases, such as project agreements for general management plans, it may be appropriate for the field director to also sign. If a non-NPS agency is funding the project as a client, or if other offices are providing major resources for the development of the project, representatives from the organizations involved should sign. Signatures may be documented in hard copy or electronically. The DSC GPRA Implementation Plan sets a goal of achieving a signed project agreement within 60 days of the project start up.

PROJECT AGREEMENT CONTENTS

The intent of the following sections is to provide guidance for the minimum information needed for a project agreement and to suggest topics that can be included to go beyond the minimum.

COVER

In order to promote easy recognition, the cover sheet for all project agreements should follow the same format (the Chicago Times font is suggested because it is widely available on printers and may facilitate electronic transmission) and should include the following information:

Project Agreement Title Block - Same on all project agreements; includes the tide and address for the Denver Service Center.

Date - Month and year the project agreement is prepared and forwarded for final signature. This will be the date used for future reference.

Park - The complete name of the park the project agreement covers. Use all upper case letters.

Project Title - The project title that best describes the products and services being provided.

Package Number - The park abbreviation followed by the project package number.

Preamble - The standard project agreement preamble, including the names of the field area / park / outside organization (e.g., FHWA), along with the Denver Service Center, that are represented by the signatories of the project agreement.

Signatures - Titles of all parties who are to sign the project agreement.

A sample cover sheet form is attached, and a cover sheet computer-generated form, complete with “fill-in-the-blanks”, will be provided to all project managers.

PROJECT PURPOSE

This section is a concise reference to specific conditions or problems that should be addressed by the project. The information included should be brief. It should be sufficient for the principal parties to concur with the situation that the project covers. The audience for a project agreement is the clients and providers who are already aware of the park and project situation. The function of the “Project Purpose” section is to ensure agreement among all players that the proper issues are targeted by the project; the function is not to explain those issues in detail.

The general design program should be indicated for facility development projects to give a sense of the project magnitude. Project issues may be listed in a bullet form or in a matrix if there are many of them.

PRODUCTS AND SERVICES

This is the heart of the project agreement. It should provide a clear understanding among the principal parties about what services will be rendered and what products will be delivered in order to accomplish the desired outcomes. All services and products related to the project from all parties should be included in the project agreement - not just those to be produced by the Denver Service Center. This is particularly important when deliverables from one office are dependent on first receiving deliverables from another.

The description of products and services must be detailed enough to adequately estimate costs, roles and responsibilities, and time frame. Products and services, roles and responsibilities, costs, and schedule are so closely interrelated that some PA preparers prefer to show them as a matrix, rather than in individual PA sections.

The normal products of a planning, design, or construction effort include general management plans, development concept plans, National Environmental Policy Act documents, schematic designs, design development documents, construction documents, and construction contracts. These end products are central to the exercise. For more conventional projects a checklist of standard services and products may be helpful. Less obvious products and services may be necessary to produce these end products, and they must be carefully and systematically thought through to provide a sense of scale to the project work.

Special Studies

Special studies include any activities to acquire critical information necessary to accomplish the project, especially those with significant time and cost requirements. Special studies are often conducted by other NPS offices, other agencies through cooperative agreements, or by contractors. Such studies may or may not be funded from the project account, but the project schedule is often dependent on completion of basic research. If acquisition of basic data is a critical milestone, then all parties to the project agreement must be aware of that requirement.

According to NPS policy, all park units should have an up-to-date database prior to initiating a major planning project. In theory, planning funds are not intended for acquisition of new basic data. In reality, data is often missing, and necessary data may not even be identified until a planning or design project is started. Expenditures on data acquisition from planning accounts must be minimized, and parks or system support offices should oversee and fund such studies whenever possible. However, some project funding of data acquisition may be unavoidable if the project is to proceed.

Examples of special studies include:

( archeological surveys
( topographic surveys
( GIS database development

(historic resource studies 
       ( soil mapping capabilities 
 ( visitor surveys

( ethnographic surveys
( vegetation mapping
( transportation studies

( cultural landscape
( visual simulation modeling

   inventories

At a minimum the project agreement should indicate if any special studies are anticipated for the project.  If so, the office that will conduct the study and the time, overall cost estimate, and funding source should be indicated in the appropriate sections.

Compliance/Regulatory Requirements

At a minimum a project agreement should list the major laws and regulations applicable to the project and cite important milestones and products related to compliance. It is not necessary to list each and every law or regulatory requirement that will be considered during the project. Rather, the compliance discussion should be limited to those specific laws and regulations that will significantly affect the project schedule, costs, or products.

While it is normally not necessary to detail compliance procedures, it is important that the principal parties generally understand and agree to the scope of the compliance activities and documentation covered by the project. The responsible office for compliance activities, time frame, and probable costs should be included in the appropriate sections. The environmental and cultural compliance technical experts in the Resource Planning Division should be consulted during the preparation of a project agreement to ensure adequate coverage.

Public Involvement

For many projects public involvement is mandated by federal or state regulations, and NPS policy provides for and encourages public participation in major land use and policy decisions. The project agreement should indicate the extent of public involvement associated with the project. The number of public meetings or workshops, newsletters or other mailings, and video or other media production should be indicated, and the offices responsible for public involvement activities should be listed.

Value Analysis

Project agreements for facility development projects must comply with federal regulations regarding value analysis.

ROLES AND RESPONSIBILITIES

As a minimum the project agreement should identify core and project team members and the roles and responsibilities of each office (such as the DSC, the park, the field area office, the system support office, Harpers Ferry Center). It is often advisable to go further and identify roles and responsibilities by position or even by individual. If a long. detailed list of roles and responsibilities by individual is considered necessary, it could be attached to the project agreement rather than included in the main text.

Some of the responsibilities for consideration include:

(
products and services to be provided by each office

(
the role of each office in project reviews

(
maintaining the project schedule

(
compliance activities and coordination

(
assurance of quality products and client satisfaction

(
point of contact for each office

Core Team

The core team members include the project manager and key decision makers who will influence the project from beginning to end and have the authority to approve and accept products. This includes the principal client, usually the park superintendent or the superintendent’s designee. In some cases, a representative of the field area director may be included on the core team. If the project is being conducted in a partner relationship (such as with FHWA) or with an outside entity as the client, a representative who can make decisions for the organization should be included on the core team.

Project Team

The project team consists of the professionals who provide technical expertise to do the current phase of the project. At a minimum the project agreement should list the job captain and the key disciplines needed to accomplish the work. Names of individuals should be included if known. Staff with limited or routine duties on the project need not be listed.

Others

The project agreement should indicate that experts outside of the project team may be consulted during the effort. If appropriate, the DSC quality leaders, technical experts, or other professionals who may play a role in the project can be listed.

PROJECT SCHEDULE

The project agreement should list all the major milestones and deliverables for the project. At a minimum, current year projected dates should be identified by month and year. If possible the schedule should be projected through project completion and not just for the current year. The further the schedule is expanded, the less detailed milestone dates need to be. For example, instead of July 1999, Summer 1999 could be used. Bar charts produced on Microsoft Project are preferred to illustrate the sch~clule.

COST ESTIMATES AND FUNDING SOURCES

Estimated costs and expected sources of funds (e.g., GMP program, line item, donation, Federal Lands Highways Program) should be shown for each project type for each fiscal year through completion of the business event or project. These costs can be shown in a lump sum for each project type.

If available funding is known at the time of the development of the project agreement, products and services are usually adjusted so that estimated costs coincide with available funds. Estimated costs that are covered by available funds should be distinguished from future costs that have not been funded.

A more detailed cost breakdown should be provided only when specifically requested by the client. In such cases costs can be arranged by labor, travel, A/E contract, reproduction, etc. Costs can also be broken down in relation to the schedule, indicating costs for each project milestone.

For projects with non-NPS funding sources, a reimbursable agreement or other funding arrangement should be referenced in the project agreement. For projects with nonfederal funding sources (such as those funded by nonprofit organizations, concessioners, state or local agencies), funds must be provided by the partner in advance of obligation of funds or work by the National Park Service. This should be cited in the project agreement. When construction costs are included in a project(agreement, the level of the estimates (class A, B, or C) should be indicated, and cost should be shown and labeled as gross construction dollars.

PRODUCT WARRANTY

The reinvention plan for the Denver Service Center stresses that the Denver Service Center will guarantee the schedule, budget, and quality of work performed by DSC teams and that this guarantee will be included in project agreements. The following wording is suggested:

Project participants will complete all work outlined in this project agreement within the established schedule and budget, as updated and amended.

Participants warrant the legal sufficiency and technical adequacy of the portions of the products for which they are responsible.

Furthermore, the DSC guarantees that all its work will meet established quality standards and the guidelines and objectives defined in the project agreement. The DSC will help resolve any problems related to the products and services they provide. Problems arising from DSC errors or omissions will be corrected in a timely manner and to the full satisfaction of the
(field area/park).

PROJECT AGREEMENT AMENDMENT PROCESS

The reinvention laboratory called for including a “description of conditions under which the project agreement can be amended in order to suit changing circumstances and when/how each party can initiate an amendment.” The following wording is suggested.

This project agreement may be amended by any party to the agreement, subject to concurrence by all parties. Circumstances that may result in an amendment to this project agreement include any changes in scope, schedule, products, budgets, milestone dates, and key positions. Amendments will be in the form of revisions to the original project agreement or changes documented through standard correspondence or electronic mail.  Project agreement amendments will be distributed to all core team members.

OTHER TOPICS FOR CONSIDERATION

The following information may be included in the project agreement but goes beyond the minimum needed. These items should only be considered if the agreement will be clarified and the project will be enhanced. These additional items could be included as separate sections or combined with other sections.

Project Setting

This includes a description of the project area, site plan, and any special site considerations. Information on the project setting should rarely be included in a project agreement and should be considered only when one or more of the principal parties are unfamiliar with the setting or there is a specific need for concurrence on the geographical scope of the project. The information provided may contain or reference a location map and/or a site plan, if important to understanding the project. Normally, specific details of the site or general site characteristics should be part of the end product rather than the project agreement.

Special Considerations

This may include a description of special constraints (such as cultural, legal, security, HFC involvement, etc.) specific to the unit or the project that should be considered to complete the project. Normal considerations should be part of the product analysis rather than this agreement.

Outcomes

The Government Performance and Results Act focuses on the outcomes, or results, of government actions rather than simply products or other outputs. In some cases it may be appropriate to indicate in the project agreement how project outcomes are expected to contribute to the client’s GPRA goals.

Review

Special review procedures or processes for completion of the project may be required by time or funding restraints. When necessary, a project agreement may specify such activities as round table or other fast-track reviews and participation by special personnel in the review process.

Process Description

The project agreement may contain any special items. tasks, or processes that should be completed as part of the overall project. These may include the use of value analysis, cost-benefit analysis, tracking of detailed tasks as part of the project process, or a detailed task to be part of a Gantt chart, etc. Normal process tasks need not be listed as a special paragraph in the agreement.
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