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Cornell University

Improve Our Game Goal

CORNELL UNIVERSITY

PROJECT MANAGER'S
DESK GUIDE

2013 Edition
ST,

SECTION 3: DESIGN PHASE

Preliminary Site Plan Review
A presentation to the full planning board that is usually based on
early Schematic Design addressing,
= Farking,
Means of Access,

Location and Dimensions of Buildings,
Adjacent Land Uses,
Architectural Features,

The board will approve the presented design through a formal
resolution that usually includes conditions.

Final Site Plan Review
This is the final presentation that addresses all the conditions
required by the Planning Board on the Preliminary Site Plan Review
submiutal. Final approval is the desired outcome with minor

dditional conditis It is important to that any

from the app Final Site Plan can trigger a

need for re-submission. A building permit cannot be issued with
outstanding site plan review issues. Minor changes can be approved
by staff.
Ithaca Landmarks Preservation Review (ILPC)

Prior 1o municipal site plan approval, the Ithaca Landmarks

F Review C : of all designs on
historic properties and all projects located in East Hill, the Arts
Quad and Cornell Heights Historic Districts.

Design Development

The purpose of the Design Development phase is 1o further develop
the Schematic Design so that building systems are developed to
wverify assumptions regarding their performance and cost. In earlier
design phases, cost estimates are usually based on a rough area

' he esti past i In Design
Development, all the building sysiems are developed sa that cost
ean be based on actual quantities on many assemblies. The eneray
model can be more precise as the building envelope is better
defined. Design development provides Cornell engineers and other
design professionals a better understanding of approaches taken
and their resulting cost and performance. In most projects, Design
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Replace PM Desk Guide with a comprehensive set of

tools and resources to ensure Consistent and Proactive

project management throughout the University.
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Project Management Tools and Resources

Quantitative (eBuilder) Qualitative (need)

* Consistent Processes * Consistent Engagement
 Approval Management * Consistent Delivery
 Data Management * Define Expectations

* Reporting  Share Knowledge

* Manage Documents

A TRIMBLE COMPANY

Develop and enhance the craft of project management
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Inventory Phase

File Name?

Status?

Document Type?

Group?
Author?
Project Phase?

Is it the right tool for the task?

# File Name Status Document Type Group Author Project Phase Comments Link
1| Bid Abstract In use Guidance Document E&PM Bid Phase https://cornell.app.box.com /file/453677053612
2| Capital Project Approval Authorities In use Guidance Document | Budget & Planning All Phases
https://epb-us-
el wpmucdn.com/blogs.cornell.edu/dist/b/6138/fi
les/2017/09/Capital-Project-Funding-
3| Capital Project Funding Guidelines_2017_August In use Guidance Document | Budget & Planning MLC All Phases Guidelines 2017 August-1xww6co.pdf
4| Change Request Checklist Inuse Checklist E&PM Construction https://cornell.app.box.com/file/453690651266
5| Checklist - Project Launch AMG Draft.pdf Draft Checklist E&PM Andrew G Pre-Design https://cornell.app.box.com/file/435365032191
6] Checklist Pre-bid conference.docx For Consideration Checklist https://cornell.app.box.com/file/452844576295
7| Checklist Preconstruction v2.pdf In use Checklist E&PM Paul Bid Phase https://cornell.app.box.com/file/435957661391
8| Checklist Red Zone.pdf In use Checklist E&PM Paul Construction hltps:Nwmell.age.box.comgfwle{435966795979
9| Construction Readiness Checklist In use Template E&PM Construction https://cornell.app.box.com /file/453690653666
10| COR Calc Worksheet In use Template E&PM Construction httDs://comelI‘aeg‘box.com‘f\Ie{453690659665
Need better
name for file.
11| Cornell University Access Waiver In use Contracts Document Contracts ? Design Phase | Why use this? https://cornell.app.box.com/file/452851850284
12| Design Kick-Off Meeting Agenda In use Template E&PM Deb Melanson | Design Phase https://cornell.app.box.com/folder/ 75872779378
13| eBuilder Cost Code Budget SUCF Funded Project Spreadshee In use Template E&PM Deb Melanson Pre-Design https://cornell.app.box.com /file/453682291460
14| eBuilder Cost Code Budget Template.xlsx In use Template E&PM 4 All Phases
Rename file, how
15| ebuilder process- draft 6-26.pdf For Consideration [ Guidance Document E&PM Paul All Phases | will this be used? |https://cornell.app.box.com /file/438228284559
https://cpb-us-
el.wpmucdn.com/blogs.cornell.edu/dist/b/6138/fi
les/2015/07/Guidelines Structuring-CFPC-
16| Guidelines for Structuring the CF&PC Agenda and Materials In use Guidance Document | Budget & Planning MLC All Phases Agenda 2019 Jan-1ptgz9n.pdf
17] Kick Off Meeeting Sign In Sheet In use Template E&PM Alex Chevallard | Construction https://cornell.app.box.com/file/453690652466
https://epb-us-
el.wpmucdn.com/blogs.cornell.edu/dist/b/6138/fi
les/2017/09/Managing-Capital-
18] Managine Canital Activity In use Guidance Document | Budeet & Plannine MIC All Phaces Activity 2017 Aucust-2adpkzn ndf
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What we Discovered
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* Many excellent tools and templates

e Redundancies

* Inconsistent formatting

e Lack of organizing structure
 Stored in several locations

* Expectations for use not clear

What is the best First Point of Interface for PMs?
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Checklists as a Qualitative Tool

Key Takeaways:
 Power of Checklists
e Complexity & # of Tasks

CHECKLIST  Avoidable Failure

HOW TO GET THINGS RIGHT

 Two Types of Checklists
DO-CONFIRM
READ-DO

Interactive checklist most useful for PMs.
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A Checklist for Checklists

Does the Checklist:
Utilize natural breaks in workflow
(pause points)?

Use simple sentence structure and
basic language?

Have a title that reflects its
objectives?

Have a simple, uncluttered, and
logical format?

Fit on one page?
Minimize the use of color?

THE NXEW YORK TIMES BESTSELLER

CHECKLIST

HOW TO GET THINGS RIGHT

OO0 0O 0O O O

Is the font:
Sans serif?
Upper and lower case text?

Large enough to be read easily?
Dark on a light background?

O OODD

Are there fewer than 10 items per
PICADOR pause point?

(.

Is the date of creation (or revision)
clearly marked?

BESTSELLING AUTHOR OF BETTER AND COMPLICATIONS

Checklist should be easy to use.



New Checklist Format & Structure

Design Phase.
Sesign Aot Chackit Toe ot Conerts D)

Project: Project Name 4811

Project: project Mame (4.8

| A& Sumtin Sracit-surunss P D3

Deian v Chmcit D4

Project: Project Hame (88 81

Design Phase

Pre-Dsign Ph
AE Saloction Chechlist - CU Funded PD2

Projec: Projoct Hams (s81#)

aunch Checklist

Project: project Mame 48181

rmmste oty Proecs Cotnct v we e P & e ok

Do AE et cslars

it PR Aeon Chechled £24

=R

3| . D3
- Broject: Project ame & (8.8
Pewc Shecis D2c
Project:Project ame & (e88)
Q."'.".“".:'...""g;.,..m. Chackist D2|

Projecr: Project Name & (8 8)

Master Communication Plan | Checklist
Prajsct: Projact Nams & (681

Pre Comirulon Checist B3

Construction Phass
Red Zone Chechlist C 3

Prajsct: Projact Nams (+814)

Broject: Project Name & s8)

| Wil Apprevas Chckist D2a

Pre-Design

Consistent format and struc

ot ey oo e, Ao, bl ol

e P pr—

"
o Project: Project Name &(¢8 8)
A oty e e o e o e s

Cantractor Ratsted - Dacumantation

oy by Revto Checn Cc2

Project: Broject Name & (689)

asorGhecht B1

Project: Project Name (+8#)

Uit B sachon oo s P Schcki
3 5ol schchdn enpcinco e Gk ad Faciles G

p—

s

e P - e 5 B4 S P 8 D R Praces

Construction Phase

Naatrchackit C1
Project: Proloct Hame & (688

Pay App Riview

Peevailiog Ralo Rexiew

‘Changs Orcsr Fes Parcentags Casculaar balongs under
tocksiesources?)

Sub Contractor Rate Reviem:

Change Management

Bid

Construction

ture to encoura

Close Out
Phase

ge use.
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Checklist Example

Pre-Design Phase

Project Launch Checklist

Project: Project Name (eB #)

[ Immediately notify Project Contact you are the PM & begin dialogue

[ Engage with key stakeholders per eBuilder project detail

O Schedule project launch meeting Agenda

[J Review PIR & supporting doc. for completeness, accuracy, success criteria, etc. === -

[ Determine AE procurement options

[ Determine required Cornell Approvals Capital Project Approvals Authorities ___._/
O Refer to Project Approval Calendar to determine schedule constraints

[ Input draft project schedule in eBuilder

] Develop high level project timeline in Pincello and distribute to stakeholders

[ Develop detailed AE procurement schedule

[ Lock in meeting dates in advance for key stakeholders

[ Draft project budget using eBuilder Cost Code Budget Ternplate

[ Draft project management Contact List and List of Committees

[ Initiate AE selection checklist for Cornell funded projects PD2

O Initiate AE selection checklist for State funded projects PDS \

O Initiate PAR Approval Checklist D4

ing and Project | Cornell Uni ity
Facilities and Campus Services

Last updated B.21.19

Quick links to key documents and resources.
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Checklist Example

Pre-Design Phase

Project Launch Checklist Why use this CheCk Iist?

Project: Project Name (eB #)

e Stay on task
[J Immediately notify Project Contact you are the PM & begin dialogue

[J Engage with key stakeholders per eBuilder project details page

.
[0 Schedule project launch meeting Agenda [ J Re m I n d e r Of p ro Ce SS
[J Review PIR & supporting doc. for completeness, accuracy, success criteria, etc.
[ Determine AE procurement options PY I k
[J Determine required Cornell Approvals Capital Project Approvals Authorities D e e ga t e WO r
O Refer to Project Approval Calendar to determine schedule constraints

O Input draft project schedule in eBuilder L Va ri O u S m e eti n gs

] Develop high level project timeline in Pincello and distribute to stakeholders

[ Develop detailed AE procurement schedule Py k

O Lock in meeting dates in advance for key stakeholders Tra C p ro g re S S
[ Draft project budget using eBuilder Cost Code Budget Ternplate
[ Draft project management Contact List and List of Committees
[ Initiate AE selection checklist for Cornell funded projects PD2
O Initiate AE selection checklist for State funded projecls PD3

O Initiate PAR Approval Checklist D4

ing and Project | Cornell Uni ity
Facilities and Campus Services

ast updated B8.21.19

These checklist are for you (Project Leaders).
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Pre-Design Phase

Project Launch Checklist

Project: Project Name (eB #)

L1 Immediately notify Project Contact you are the PM & begin dialogue

L1 Engage with key stakeholders per eBuilder project details page

[1 Schedule project launch meeting Agenda

L1 Review PIR & supporting doc. for completeness, accuracy, success criteria, etc.
L1 Determine AE procurement options

L1 Determine required Cornell Approvals Capital Project Approvals Authorities

1 Refer to Project Approval Calendar to determine schedule constraints

L1 Input draft project schedule in eBuilder

L1 Develop high level project timeline in Pincello and distribute to stakeholders
L1 Develop detailed AE procurement schedule

L1 Lock in meeting dates in advance for key stakeholders

LI Draft project budget using eBuilder Cost Code Budget Template

L1 Draft project management Contact List and List of Committees

L] Initiate AE selection checklist for Cornell funded projects PD2
LI Initiate AE selection checklist for State funded projects PD3
L1 Initiate PAR Approval Checklist PD4
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Checklist Example

Design Phase

Master Checklist

Project: Project Name & (eB #)

[ Monthly status update guidance document /

[J Update eBuilder schedule

s1epan smeg 19log

[J Set key milestone dates (Bid, Approval, Substantial Completion)

[0 Stakeholder engagement & communicalion plan: Contact List, List of Committees

[0 Design kickoff meeting agenda

[0 Municipal approvals non-State D3a or S b (If required)

[J Design review(s) at milestone delivery

[ Confirm design aligns with program requireme manage expeclath

O Verify energy & sustainability goals are met at each p

[ Issue A/E notice to proceed lelter after each design phase

[0 Cost control measures guidance document

[0 Set bid alternates strategy ensuring awardable project

[0 Procure pre-construction services (If required)

[0 Obtain Cx services for systems and/or envelope (If required) \

Stbehstder |Geners Design Tepics
| ——

[rtvases

et S0 g, Comsrctisin .1
raicage, amesster e | 2 x4 x x

A5, MCRIAIRUS, 0 Swtaratity | x x

RTp————cn— PR

p——
e i, et
e e )

O Initiate FF&E design to facilitate coordination (If required)

[J Confirm communication with partners is effective

[J Identify long lead items that could impact schedule

[ Determine project delivery approach
[0 Determine swing/surge space requirements & project sequencing M Acpoerels

[ —) [T —————y 5 Bty M ergagement S s

iﬂig‘giﬁii EREE

[0 Identify site staging and logistics strategy

[J Start front-end documents and draft construction authorization PAR early

Engii ing and Project M: | Cornell
Facilities and Campus Services

Last updated 9.12.19

Key resources at your fingertips.
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Design Phase

Master Checklist

Project: Project Name & (eB #)

L1 Monthly status update guidance document

L1 Update eBuilder schedule
L1 Set key milestone dates (Bid, Approval, Substantial Completion)

[1 Stakeholder engagement & communication plan: Contact List, List of Committees

L1 Design kickoff meeting agenda

L1 Municipal approvals non-State D3a or State D3b (If required)

[1 Design review(s) at milestone delivery dates D4

[1 Confirm design aligns with program requirements (manage expectations)
[1 Verify energy & sustainability goals are met at each phase

[1 Issue A/E notice to proceed letter after each design phase

[1 Cost control measures guidance document

[1 Set bid alternates strategy ensuring awardable project

L1 Procure pre-construction services (If required)

L1 Obtain Cx services for systems and/or envelope (If required)
LI Initiate FF&E design to facilitate coordination (If required)

LI Confirm communication with partners is effective

LI Identify long lead items that could impact schedule

L1 Determine project delivery approach
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Checklist Example - Document Review

Crans ess -Garrs D5G

Design Phase
Design Review Checklist Table of Contents D 5

Project: Project Name (eB #)

Design Review Checklist Table of Contents:

D4G — General -—/—

D4D — Demolition
D4U — Utilities

D4C - Civil _—
D4A — Architectural/Code Sheets
D4L — Landscape

D4S — Structural

D4F — Fire Protection Projec: Exciec o (608
D4P - Plumbing
D4E - Electrical/Lighting

3 |

4P —Power/Data
41 - Information Technology

(=}

e D5E

Project: Projoct ame (08 8

ing and Project | Cornell Uni Y
Facilities and Campus Services

Last updated 8.21.10

Capture institutional knowledge for document reviews.
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Checklist Example — Bid Phase

Bid Phase

Master Checklist

Project: Project Name (eB #)

O Receive Bid Documents from A/E

[0 Update/Activate BID section of e-Builder Project Schedule

[0 Set BID schedule expectations with Client and Facilities Contracts
[J Review & Prepare Bid Package B2

[ Capital Project - Initiate e-Builder Bid Preparation Process Bid Preparation Pro 'ecl/
Manager Guide

[ Small Project — Initiate e-Builder Self-Pricing Bid Document Review Process Self-
Pricing for Construction

[ Initiate Pre-Construction Checklist B3 —//

[ Attend Pre-Bid Meeting

O Collaborate with A/E & Facilities Contracts on RFI/Q&A responses and Addenda

O Attend Bid Opening / Receive Bid Tabulation

[J Analyze Bids / Perform Scope Validation

[ Initiate e-Builder Construction Project Approval Request PAR Process Help /

N

[ Initiate e-Builder Contract Request & Preparation Process Award Contract CRP.
Process Help

Engineering and Project Management |

Nouficationsy
& Transpertaton 1
EET ]
B Grouns
D Sunoundin tukgons 1

= Authority Having-Jurisdictionf
Contact TowrvEy:

- 5 Verty busking pei has been s

[ p——p——

o Rt o513 bk Do

Verlfications/Assignments/Scheduling]
prcpe ok o0 propect m ot ]

Documents \ User Resources \ PAR - Project Approval Request Process Help

Fshow Fi Desciptions L] Show Thumbnais

Upload | Properties | Create Folder | Subscriptions | Copy To Clipooarc: Private URL

[P ——
o

| Comnell Univenity
1)) el sersces

SHrt SHep: e use e s prmasc s s s Pt s s
M, o oo, s o o S s g s B

[J | Name

Date Uploaded ~

Uploaded By

Company

Delete | Move | Copy | Download | Check Out | Send | Fil Out Form | Compare | Bluebeam Stucio

(8 Sources & Uses Template 2019-08.28.xlsx (rsion )

it
Updated 08.28.2019 by J Dimick

5[] PAR Process Changes 2019-07-01.pdf (verion 1
Download (333.8(8) | Rediine | tamp | Compare With | Send | Properties

) eBuilder Cost Code - Budget Template 2018-07-26:xisx (verson )
it

The version of the teml newly created

082819 11:28AM

070119 03:55PM

052119 10:23AM

@) Space Usage nstructions 2016.docx (verson2)

) Space Usage Data Collecion Inshuniu‘l;::ﬂ veson)

50 [ Sources & Uses Template Instructions 07012017.pdf (verson 1)
Download (680.3K8) | Rediine | Stamp | Compare With | Send | Properties

PAR APPROVERS Who Must Endorse My PAR 2016.docx (csn'
@0 i PR

) - PARAPPROVER STEP Guidance Dn(.du‘; =l

5 Project Approval Requestpdf (vrien 2
Download (474.4K8) | Rediine | tamp | Compare With | Send | Properties
Broject Approval Request v2

062718 03:11AM

0627.18 08:34AM

062617 01:30PM

04,0816 09:46AM

02.15.16 01:52PM

082615 10:50AM

1-9 of 9 documents

Donna Sutlff

Donna Sutiff

Donna Sutlff

F fundied (aka Campus Let) project.

Donna Sutiff

Donna Sutlff

Nancy Phelps.

Donna Sutlff

Donna Sutiff

Nancy Phelps.

Comnel University

Comel University

Comnel University

Comel University

Comel University

Comel University

Comnel University

Comel University

Comnel University

Quick links to key documents and resources.
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Bid Phase

Master Checklist

Project: Project Name (eB #)

[0 Receive Bid Documents from A/E

[0 Update/Activate BID section of e-Builder Project Schedule

O Set BID schedule expectations with Client and Facilities Contracts
L] Review & Prepare Bid Package B2

L1 Capital Project - Initiate e-Builder Bid Preparation Process Bid Preparation Project
Manager Guide

[J Small Project — Initiate e-Builder Self-Pricing Bid Document Review Process Self-
Pricing for Construction

] Initiate Pre-Construction Checklist B3

[0 Attend Pre-Bid Meeting

O Collaborate with A/JE & Facilities Contracts on RFI/Q&A responses and Addenda
[0 Attend Bid Opening / Receive Bid Tabulation

] Analyze Bids / Perform Scope Validation

L] Initiate e-Builder Construction Project Approval Request PAR Process Help

] Initiate e-Builder Contract Request & Preparation Process Award Contract CRP
Process Help
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Timeline

* Roll out Checklists at Sept 26t PMPD /

* Pilot Drafts in eBuilder Folder Oct 8t

* Three Month Pilot Phase to Gather Feedback

* Explore Intranet Access Opportunities

e @Go Live with Final Version Jan 15 (six month update cycle)

 Next Phase: Guidance Docs & Templates (Jan — Mar)
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