MoDOT Post - Construction Review Procedures

Purpose

The purpose of a post-construction review is two-fold.  First, the constructability issues of a completed project must be examined.  These issues primarily concern factors that affect the completion time, design and construction costs, and work zone safety.  Second, the project should be examined on how successfully it met the original purpose and need.  Project performance measures established by the project core team early in the project development process should be rated to determine how well the project met it’s original purpose and need.  Also functional and operational features of a completed project must be observed.  These features would include anything that could either be duplicated because of superior performance or improved because of less than optimal performance on future project designs.

Preliminary Review Procedures

This portion of the document will address the step-by-step procedures required to accomplish the post-construction review process.  The steps in the procedure include defining the review focus, assembling the post-construction review team, selecting the projects, selecting the time of review, and preparing the review team.

Review Focus

The post-construction reviews will focus on two areas.

The first area is constructability.  Since the project will be complete at the time of the review, any findings and recommendations from the constructability portion will be used to address MoDOT and consultant design methods of plans, specifications, and estimates (PS&E) preparation on future projects.

The second area addresses how successfully the project met the original purpose and need as well as functional and operational features of the completed project.  This will require a discerning eye on the part of the reviewer to pick out constructed standard design features that can be altered and improved on other projects or to identify job specific design features that work well and can be incorporated in other projects.

Post-Construction Review Team

The post-construction review team must have the combined tools and expertise to effectively evaluate the selected project.  The post-construction review team will consist of the project core team members plus select additional members necessary to properly evaluate the project.  The additional members may include Central Office staff as necessary and the project contractor.  An FHWA representative should be included on all post-construction review teams or at a minimum an invitation to participate should be extended to FHWA.

The transportation project manager and the resident engineer shall act as co-team leaders for the post-construction review.  The co-team leaders will be responsible for initiating the review by soliciting the participants.  Each Central Office Division that needs to be represented on the team will be arranged through the Division Head.  Core team members and representatives from the FHWA, contractor, and consultant will be contacted directly by the co-team leaders.

Project Selection

Post construction reviews should be performed as a standard practice on most projects.  The responsibility will be with the project manager to decide whether a post construction review will be held or not but the decisions should be made only after consultation with the resident engineer.  Some projects such as those of a very simple scope may not require a post construction review because there is little anticipated gain from doing so.  A contract level course project may be a good example of such a project.  In the case where a post construction review was not held documentation in the form of a memo from the project manager is prepared and filed in the district design office project file.

Time of Review

The optimal time to review the constructability features of a project is as soon as possible after completion of the transportation project.

Review Team Preparation

Prior to the post construction review team members should reacquaint themselves with the project.  This might include a field check if necessary, plus review of the plans and specifications at a minimum.

Review Procedures

The actual review can vary greatly in format and level and type of detail. This section will discuss the review guidelines, which will dictate the format of the review, and the supplementary checklist items that will define the level and type of detail.

Review Guidelines

The post-construction review will be divided into two portions.

The post-construction review will consist of the project constructability/functional/operational characteristics review as well as how well the project met the original purpose and need defined for the project.  The review will be performed through the re-convening of the project core team and others for discussion of constructability items and functional/operational characteristics.  The post-construction review may include a field check as well but is not necessary in all cases.

The duration of the reviews will vary depending on the type of project.  Each co-team leader will be responsible for arranging the review times and informing the other team members of the time commitment.

Review Check List

The following checklist of review questions is not all-inclusive nor can it be.  The questions are meant to cover broad areas of concern that are normally monitored for design efficiency and roadway system performance; however, they should not be limited to these items.  One of the two co-team leaders should be given the responsibility to complete the checklist as part of the documentation of the post-construction review.  This documentation including meeting minutes in addition to the checklist should be kept in the project file for future reference.

The team should not feel obliged to answer only the checklist items.  In fact, the team should already have added some new items to look at reflecting the questions developed in the review of the project plan sheets and specifications during the preparation for the review.

For the functional/operational items, it is extremely important for the team to remember during the review that the purpose of this procedure is not only to report design deficiencies, but also to identify job specific design features that appear to be functioning at a higher level than the standard specification or policy for that feature would normally allow on other projects.  In other words, this review should emphasize the positive as well as negative aspects of design features on a project.

Identifying positive design feature aspects will require a keen eye on the part of the team.  The following checklist items are geared more towards identifying what's wrong with a completed project since it's easier to know ahead of time what it should look like and how it should be functioning.  The checklist cannot anticipate an innovative design feature, rather the reviewer must have the initiative to seize a good idea and report it in the findings.

Constructability

Was partnering with the contractor utilized on this project?  If yes, did partnering facilitate the completion and quality of construction of this project?

Was there a pre-bid conference on this project?  If yes, did the pre-bid conference aid or facilitate the completion and quality of construction of this project?

If the contract included any incentive or disincentives were they effective in accelerating completion of the project or maintaining the contract completion date?

Did the contractor initiate any value engineering change proposals (VECP)?  Were the VECP distributed to the project manager for their input?  Describe the approved VECP.

Describe any errors or omissions in the plans, specifications and estimate (PS&E) found in the plans.

Discuss any significant change orders.  Identify any root causes plus recommendations for corrective action needed.  (Especially reason codes DE & CD.)

Describe any changes to the original (PS&E) that were made to the following items and include the reasoning.  Rank them as major, moderate, or minor.

· Horizontal or vertical alignment.

· Earthwork. 

· Work zone traffic control plans.

· Drainage plans.

· Temporary Erosion control plans.

· Construction Staging.

· Utility plans.

· Materials specifications.

· Bridge plans.

· Other.

Describe the reasonableness or accuracy of the following items as included in the PS&E.  Rank each one as very good, good, fair, or poor.

· Existing topography including utilities.
· Soils and foundation information.
· Estimate of quantities.
· Description of bid items.

· Contract time.

· Other

Estimate the number of times that contact was required with the following people for assistance with interpretation of the PS&E, for review of contractor claims, etc.  Provide details as necessary.

· Transportation project designer

· Transportation project manager

· Design technical support engineer

· Bridge project manager

· Consultant project manager or other staff.

· Other staff

Provide details of the staff time required for the following constructability problems.  Rank each one as major, moderate, minor, or none.

· Plan details

· Specifications

· Contract language

Provide details of any traffic accidents that occurred within the project work zones.

Provide details of any public input or comments given to the district customer service center or project office regarding the project during construction and after.
Project Performance Measures

What was the original purpose and need of the project?  How well does the project meet the original purpose and need identified for the project?

If project performance measures were established for this project, how well does the project meet those measures?  List the performance measures and rate the effectiveness of how well the project meet those measures as either poor, fair, good or excellent.

Does the project right-of-way include areas that may be difficult to maintain?

Were there any issues related to the traffic control plan?  If yes, explain.

Were there any issues related to the design of bridges or other structures?  If yes, explain.

If applicable, were there any issues related to the bike/pedestrian designs?   If yes, explain.

Report Procedures

The team will highlight each finding of an exceptional and innovative design feature unique to the project that could be duplicated with similar successful results in other projects.  The team will also suggest a method of incorporation for each of these findings into MoDOT’s procedures.

For each finding that requires correction, the team will develop a problem statement, a problem cause, and a recommendation for correction.  The team should also identify whether the problem is job specific or if it could be a districtwide or statewide occurrence.

Team findings of problems that are job specific may be resolved for future projects in that district through a simple phone call or letter to the appropriate design staff.  The co-team leaders will notify the appropriate personnel of review findings that require immediate attention.

The team will develop final recommendation and implementation plans for all findings of both problem areas that are rooted in current design policy and exceptional areas that have widespread application potential.

The co-team leaders will then put together the formal report.  It will include all findings, recommendations, and implementation plans.  The report will consist at the minimum of a cover letter with attached completed checklists.  Copies of the report will be provided to all the team members, the district engineer, and the Divisions that were impacted by the review.

Implementation

The Project Development Support Engineer will review final report recommendations.  Recommendations that receive the endorsement of the Project Development Support Engineer will be submitted to the Engineering Policy Group (EPG). Any recommendations approved by the EPG will be incorporated into the Engineering Policy Guide.

All formal implementation strategies recommended by the post-construction review team should receive closure. A formal notification of actions and reasons for actions for all recommendations will be provided to the team.

The Project Development Support Engineer shall serve as a focal point for all post-construction review final reports.  This individual shall be responsible for compiling an annual summary of review findings and implemented policy changes.  The annual summary shall be distributed through regional meetings involving MoDOT, the contractor’s association meetings, and the American Council of Engineering Consultant (ACEC).

