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Road map
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Primary resources
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Other resources

 Contract Contract Administration, Construction Specification Institute, 2020

 Construction Delays, Nagata, Manginelli, Lowe, Trauner, Elsevier, 2018

 Drafting Scheduling Specifications, Wickwire Groff, CMAdvisor, 2003

 Contract Scheduling Provisions, Long International, Inc., 2021
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Primary resources



:ارائه دهنده
محمدرضا علوي پورسید

(PhD, PMP, CMIT)

Illinoisدانشگاه  Tech آمریکا

استراتژي مدیریت قرارداد

براي مدیران پروژه

)Contract Administration Guidelines(راهنماي مدیریت قرارداد مختص مدیران پروژه 

تعاریف و مفاهیم:اولبخش 



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)Contract Administration Guidelines(راهنماي مدیریت قرارداد مختص مدیران پروژه 
تعاریف اولیه و مفاهیم: بخش اول

2

What we will learn?

 Introduction to contract administration guideline

 Contract administration objectives

 Contract administration preparation

 Contract formats

 Contract administration



INTRODUCTION TO CONTRACT 
ADMINISTRATION GUIDELINE
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Purpose

 The Contract Administration Guidelines address

administrative and reporting requirements for

construction manager (CM)

during the execution of construction projects.

 This guideline supplements Chapter 6 of the CMAA Standards of Practice by

providing an overview of

typical contract administration responsibilities on a project

from concept to occupancy.

The Standard will be published by 
ACEMI
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Overview

 This section

1. Provides an overview of the guidelines for contract administration

2. Discusses the functions for specific project phases (pre-design, design,

procurement, construction, and post-construction)

3. With recommended actions and/or techniques to accomplish the stated

objectives.



CONTRACT ADMINISTRATION 
OBJECTIVES
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Introduction

 The final contract agreement should be

administered/managed in various ways such as by

1. A CM acting as the owner’s agent or

2. A CM at-risk (CMAR) representing the contractor
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Contract administration
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CM roles in contract administration

 The CM establishes

1. Systems,

2. Policies, and

3. Procedures

necessary to ensure adequate project controls are in place.

 The CM must confirm that appropriate stakeholders are identified.

 It is also important to understand the basic responsibilities and interrelationships of

all team members, i.e., the owner, the designer, the contractor, the CM, the

consultants, and any required specialty professionals.

 Additionally, the CM must have the functional knowledge of the interrelationships

between such management components as time, claims, cost, information, quality,

risk, safety, and sustainability.



CONTRACT ADMINISTRATION 
PREPARATION
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Contract administration in PMP

 In conjunction with the owner and design professional,

the CM may lead the effort to define the project requirements using a project

management plan (PMP).

 The document is typically prepared by the project manager,

with assistance from the CM,

to outline the strategies for fulfilling the requirements of the project.

 It is a “cradle to grave” document that must also be updated throughout the

project.

 The owner should approve the PMP so that it can be used to measure performance

of the project team and the overall success of the project.

 It is critical that all team members understand it at the outset.
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Contract administration in CMP

 In addition to the PMP, a construction management plan (CMP) may be created to

provide more detail about the construction phase.

 The CMP is a written, project-specific plan that outlines the project’s scope, budget,

schedule, organizational roles, quality standards, and specific methods and

procedures that the

CM will undertake to accomplish the various management tasks for the

project.
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Contract administration in PPM

 With input from the team, the CM

1. Develops,

2. Drafts,

3. Assembles, and

4. Edits

the project procedures manual (PPM)

which defines the team responsibilities, levels of authority,

communication protocol, and the systems, methods, and

procedures for project execution.

Which one should be updated?
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Update to PMP, CMP, and PPM

 During the project, the PMP, CMP, and PPM documents must be kept up to date

with changes required due to various constraints such as budget, schedule,

regulations, etc.
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Sample of PMP/CMP/PPM

 For an example of document contents, see Appendix B: PMP/CMP/PPM.

How to start?

You will see the contents later in 
this course.
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Type of contract

 The CM may play a role in establishing the type of contract used for the project, but

usually the selection is determined by

1. Project delivery method

2. Preference of the owner

What is the next step should be 
taken by CM?
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Type of contract

 Larger, more established clients likely have standard contracts

while others may need CM assistance for recommendations to develop

contracts tailored to their project.
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Type of contract

 CMs must review final contracts to ensure that appropriate contract provisions are

inserted for contract administration, which conforms to

1. Basic industry standards

2. PMP

3. PPM
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Contract documents

 The contract documents describe the proposed construction (referred to as the

Work).

 Contract documents consist of both written and graphic elements.

Addenda vs. amendment vs. modification 

Wait …
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Type of contract

 Distinction between procurement

documents and contract documents.

The contract documents for a 
typical construction project, 
consisting of the following.

Wait …
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Addenda vs. amendment vs. modification
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Addenda vs. amendment vs. modification

The contract documents for a 
typical construction project, 
consisting of the following.
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Typical contract documents

 Many organizations simply
refer to Parts I – III as the
“specifications.”

 However, on some public
works and even private
projects, the term
“specifications” refers to an
agency defined set of
Standard Specifications
(examples include the
Greenbook Standard
Specifications for Public Works
Construction).
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Resource drawings vs. contract drawings
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Coordination drawings vs. record drawings
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CM knowledge for execution

 The execution of these responsibilities requires a thorough understanding of

 Contracts

 Construction law

 Standard contracting documents

 A complete knowledge of traditional contracting procedures

 Construction management procedures

 Possibilities for contracting innovation



CONTRACT FORMATS 
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Standard forms vs. customized or combination forms
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Standard forms vs. customized or combination forms



CONTRACT ADMINISTRATION 
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Components of focus

 CMs need to focus on the components of a contract to ensure they are accurately

represented and implemented throughout the project, including the following:

1. Cost

2. Quality

3. Risk/Safety

4. Sustainability

5. Time
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Cost

 The CM usually has the responsibility to generate and track

all project costs,

from the initial conceptual estimate to the final accounting.

What is the general process?
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Cost

 Before design begins,

the CM prepares a detailed project budget that becomes the designer’s guide

as the process moves toward the procurement phase.

 After bids are received,

the value of the accepted contractor proposals provides the budget basis.

 During construction,

the CM ensures all contract changes and allocated expenses are recorded.

Every aspect of the project’s cost should be estimated as early as possible and 

substantiated as it occurs. 
Who should be the primary contacts of CM?
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Cost

 As a best practice,

CMs should contact all project participants to

1. Request their estimated costs to complete the project

2. Use that information to perform a pro forma financial analysis

Why this action taken?
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Cost

 This analysis compares

1. Historic data

2. Future projections

to provide a breakdown of the estimated project costs

which can then be used to develop a financial statement

to manage budget and cash flow.

 From conceptual estimates to detailed line item construction budgets,

this process is essential for project cost control.
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Quality

 The quality assurance (QA)/quality control (QC) requirements should clearly

indicate that the contractor is responsible for

delivering the project in accordance with the contract documents.

Who has the primary responsibility for QC? 
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Quality

 The contractor should be identified as having primary responsibility for QC on the

project, and

the owner’s expectations regarding the QC activities of the contractor should

be documented.

Is it acceptable that GC has 
separate QC manager?
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Quality

 If the CM suggests (with the owner’s approval as required)

that the contractor have a QC manager separate from other QC inspectors,

that should be documented as soon as possible.

What should be specified and clear 
in this process?
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Quality

 It should be clear that the contractor is expected to prepare and submit for

acceptance

any written QA/QC plan

for their organization or for any vendor or supplier.

 Documentation should also specify how the contractor will control the acceptance

of materials at the worksite for introduction into the work.

 In addition, a procedure should be outlined to indicate how the contractor should

1. Identify construction, which is not in accordance with specifications, and

2. Provide corrective action or otherwise replace the unacceptable elements.

What is the CM authority here?
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Quality

 These quality management procedures should also state the CM’s authority to

1. Reject nonconforming work and

2. Either

1. Order replacement or

2. Allow it to remain on a reduced cost basis if in the best interests of the

owner.

What else?
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Quality

 The quality management specifications should also include the procedure for

acceptance of various elements of the work

that may occur prior to final acceptance.

 It should rely heavily on

1. Use of checklists

2. Formal sign-off of hold and witness points

to be used jointly by the contractor and CM in progressing certain

elements of work.

 In this manner, an acceptable level of quality should be achieved in the final

product.

Who should perform the audits? 
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Quality

 Finally, the CM should perform internal audits of its field office operations to

ensure that

the approved quality assurance program and procedures are being implemented

properly.

What should be focused in the audit?
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Quality

 These audits will focus on

1. Inspection procedures

2. Inspection documentation

3. Data quality

4. Document control system

5. Critical path method schedule analysis effort

6. Quality assurance documentation

7. Sustainable design documentation

8. Safety program
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Risk/safety

 Risk is an inherent component in every design and construction project.

 Based on the delivery method,

CMs may need to assist the owner in identifying and assessing the sources of

risk

in advance of critical project decision-making and

then help the owner manage risk through the project lifecycle.
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Risk/safety

 CMs should follow best practices for

health and safety of the workforce and the public.

 A safe work environment includes a culture where responsibility for health and safety

of all is shared by all project participants.

 CMs must be aware of their contractual obligations regarding safety on the project

site.

Is it the sole responsibility of 
contractor?
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Risk/safety

 In the past, site safety was the sole responsibility of the contractor.

 However, federal and state governments, as well as the legal system, are

increasingly holding all construction professionals and the owner

responsible for job site safety.

 So, the CM must have a thorough understanding of the current local, state,

and federal safety laws and requirements

to ensure they are incorporated into the contract documents,

as well as into the PMP, CMP, and PPM.
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Risk/safety

 All construction contracts have provisions that distribute risk responsibility

between parties.

 Before entering into an agreement,

each party must understand how risk is allocated in the contract

documents.

 Then, based on the delivery method,

CMs should review common risk allocation provisions such as
 Indemnification and negligence,
 Ambiguity or conflicts,
 Notice requirements,
 Contractor safety plans,
 Submittals and approvals, and
 Errors and omissions insurance.
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Risk/safety

https://clr.modares.ac.ir/article-20-10742-en.pdf

https://clr.modares.ac.ir/article-20-10742-en.pdf


By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)Contract Administration Guidelines(راهنماي مدیریت قرارداد مختص مدیران پروژه 
تعاریف اولیه و مفاهیم: بخش اول

49

Risk/safety
 Ambiguity or conflicts
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Risk/safety
 Ambiguity or conflicts
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Risk/safety
 Ambiguity or conflicts
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Risk/safety
 Comparison of the standard general conditions concerning who has responsibility

for interpreting the contract documents.
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Sustainability

 Contract administration is the function of

implementing the terms and conditions of a contract

based upon established systems, policies, and procedures.

 The key contract administration tools are the PMP/CMP, sustainability plan, and

PPM.
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Sustainability

 When a project includes sustainability goals or features,

The CM should develop (or facilitate developing)

submittal procedures early in the project—

1. In the pre-design phase if possible—

2. To allow time for recording and controlling the flow of

submittals required by the green building facilitator (GBF).
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Time

 Time management encompasses all aspects of scheduling during the project.

 Scheduling integrates the restrictive elements of time and resources

from planning through design, construction, and project occupancy.

Main objectives of scheduling?
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Time

 The main objectives of scheduling are to

1. Mitigate (or eliminate) time and resource crises and

2. Predict a completion date

 Scheduling should be used as

1. A flexible tool;

2. A means to an end, not an end itself; and

3. A process that reflects the management philosophy of the construction

management system

Where to put scheduling terms?



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)Contract Administration Guidelines(راهنماي مدیریت قرارداد مختص مدیران پروژه 
تعاریف اولیه و مفاهیم: بخش اول

57

Time

 Scheduling and other time management contract provisions should be included in the

1. General conditions and

2. Other front-end specifications of the contract documents

for every project and contract that requires schedules.

What does CM do here?

But wait …
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Time

I will discuss 
this later in 
this course!
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Time

 The CM may recommend appropriate additions to any contracts that do not include

these provisions.

 Generally, the CM should ensure that

Scheduling and other time management provisions of the contract

properly reflect the time management standards and procedures to be

implemented on the project.
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Time

این موارد را به همراه شرح فرآیندي آن ها در 
. استاندارد مدیریت ساخت ایران منتشر خواهیم کرد

البته این موارد آموزش کاملی دارند که در موسسه 
. ارائه شده است

https://dralavipour.com/video-
course/web23

https://dralavipour.com/video-course/web23


:ارائه دهنده
محمدرضا علوي پورسید

(PhD, PMP, CMIT)

Illinoisدانشگاه  Tech آمریکا

استراتژي مدیریت قرارداد

براي مدیران پروژه

)Contract Administration Guidelines(راهنماي مدیریت قرارداد مختص مدیران پروژه 

مدیریت قرارداد در فاز قبل از طراحی:دومبخش 
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What we will learn?

 Introduction to pre-design phase
 Project management plan (PMP)
 Construction management plan (CMP)
 Project procedures manual (PPM)
 Documentation system
 Project delivery
 Project management information system
 Sustainability plan
 Owner’s project requirement (OPR) document
 Conceptual studies
 Pre-design cost investigation
 Master schedule
 Milestone schedule
 Design consultant selection
 DESIGN CONSULTANT contract



INTRODUCTION TO PRE-DESIGN 
PHASE
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CM pre-design tasks

 Depending on the established role, the CM may assist in the

 Completion of planning for the project,

 Initiating overall coordination with the various project team members, and/or

 Selecting the designer
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CM pre-design tasks – Appendix A
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CM pre-design tasks – Appendix F
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CM pre-design tasks – Appendix F
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CM pre-design tasks – Appendix F



PROJECT MANAGEMENT PLAN
(PMP)
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PMP components

 The CM may work with the owner and other project team members to define and

document the project requirements.

 The resulting document, known as the PMP,

typically outlines the plan and strategy

for fulfilling the project requirements after owner approval.

 The PMP establishes the project scope, budget, schedule, environmental conditions,

basic systems to utilize, and the methods and procedures to follow.
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PMP components – Body of the documents

What is BOD?
When is it prepared?
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BOD

Read basis-of-design PDF file 
uploaded to your profile. 
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PMP components – Appendix B

What is Milestone schedule?
What is Master schedule?



CONSTRUCTION MANAGEMENT PLAN
(CMP)
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CMP components

 The PMP may also include the construction management plan.

 The CMP can be

1. A component of the PMP or

2. A stand-alone document/strategy that is incorporated into the PMP by reference.

 The CMP typically

1. Outlines the approach that will be used to manage the construction phase of the

project and

2. Identifies possible impacts on the area around the project.

 The CMP may also detail

schedules, costs, and the tasks to be accomplished.
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CMP components
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CM role here regarding PMP and CMP

 On projects with both a CM representing the owner and a CMAR,

both would have to document project cost and time.

1. The CMAR would typically handle the more detailed documentation

(primary)

2. The CM representing the owner would use the documentation to

1. Verify progress

2. Provide status reports



PROJECT PROCEDURES MANUAL
(PPM)
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CM responsibility for PPM

 The CM should develop a PPM that clearly defines

 The responsibilities of the project team,

 Levels of authority, and

 The systems, methods, and procedures to be followed for project execution

What are the components of PPM?
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PPM components – Appendix B
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PPM components

 The basic elements of the PPM include:

 The budget and the systems required for monitoring and controlling project

costs.

 Procedures for controlling the flow of information between all parties.

 The quality assurance program established by the team and how it is to be

implemented.

 The project schedule and how it will be developed, implemented, and

maintained.

 Specific project systems, methods, and procedures (i.e. bidding, payments,

contractor schedule forensics, change orders, submittals, correspondence,

reports, performance records, claims avoidance/resolution).
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PPM components

 The basic elements of the PPM include:

 Defining requirements for the project (for example sustainability) and

establishing procedures to monitor and confirm the requirements have been

met.

 Functional responsibilities and limits of authority.

 Change management and invoicing procedures.

 Correspondence distribution matrix.

 Checklists.

 Meetings (types and frequency) and minutes (documentation and distribution).

 Sample forms to use.

 Detailed procurement phase procedures.

 Coordination between the team members during all project phases.
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PPM components

 The basic elements of the PPM include:

 Communication plan that includes detailed information about change

management.

 Design review process and procedures.

 Project acceptance and closeout procedures.

 Procedures for verifying compliance with all safety laws and regulations.



DOCUMENTATION SYSTEM



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)Contract Administration Guidelines(راهنماي مدیریت قرارداد مختص مدیران پروژه 
مدیریت قرارداد در فاز قبل از طراحی: بخش دوم

25

Solid documentation system



PROJECT DELIVERY 
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Delivery methods

 The CM must

1. Be aware of the project delivery method chosen by the owner and

2. Provide appropriate contract administration processes to manage the type of

contract and/or contracts selected.
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Delivery method selection

 Even before design,

the CM should provide guidance to the owner concerning various methods

available to deliver the project,

e.g. design-bid-build, design-build, multiple prime contractors, CM at-

Risk, and others.
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Project delivery methods
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Agency construction management

 Agency CM is a professional service that an owner can use regardless of the project

delivery method selected.

 The owner and agency CM have a defined relationship

that establishes a specific role for the CM

acting as the owner’s principal agent in connection with the project

and/or program
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Comparing of CMAA agency series and AIA contracts

Will talk later in this course!
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Construction management at-risk (CMAR or CM at-risk)
 Using qualifications-based selection vs. low price,

1. The contractor is sometimes first hired as an advisor CM
who works with the owner and design team in the development phases in
part by
1. Analyzing documents for constructability,
2. Developing a logistic plan, and
3. Providing estimates at the design milestones.

2. Once the design phase is almost complete, the owner asks for a GMP.
i. The owner can accept the GMP

(which includes both contractor and owner contingencies) and the
CM becomes the CMAR.

ii. If the owner does not accept the GMP,
one of the alternatives is to complete the design, advertise the
construction opportunity, and perform the project as a traditional D-B-B.
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Construction management at-risk (CMAR or CM at-risk)
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Comparing of CMAA CM at-risk and AIA contracts

Will talk later in this course!
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Design-Build (D-B)

 A project delivery method which combines

architectural and engineering design services with

construction performance

under one contract.

Remember the variations presented in 
Construction Management Course?
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Design-Build (D-B)
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Design-Bid-Build (D-B-B)

 The traditional US project delivery method involves the owner first contracting

with a designer (architect/ engineer or engineer) to prepare construction documents.

 Then the owner advertises the construction opportunity and accepts

lump sum, fixed-price bids from contractors.

 The owner

1. Chooses the lowest priced responsible (qualified) bidder and

2. Establishes a separate contract with the contractor,

who subcontracts trade (discipline) work and

3. Hires a designer to

create 100% milestone and construction documents for the project.
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Design-Bid-Build (D-B-B)
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Multi-prime contracting
 An owner contracts directly with separate trade or discipline contractors for specific

and designated elements of the work,
rather than with a single general or prime contractor.

 This method enables the owner
1. An opportunity to fast track the project;
2. Gains the flexibility of bidding portions of the work as soon as the design for

that aspect is complete.
 The major disadvantage is the additional coordination in the development of

separate bidding and contract packages for each separate prime contractor.
 If not coordinated properly, there is the possibility of work scope being

duplicated or omitted.
 The owner assumes these risks as they have basically become the general

contractor.
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Multi-prime contracting
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Other methods
 Engineering, Procurement, Construction (EPC)

 EPC is a prominent form of contracting agreement used to undertake
construction works by the private sector on large-scale and complex
infrastructure projects, especially in the energy sector.

 The engineering and construction contractor will carry out the detailed
engineering design of the project, procure all the equipment and materials
necessary, and then construct to deliver a functioning facility or asset to their
clients.

 Companies that deliver EPC projects are commonly referred to as EPC
contractors.

 Normally the EPC contractor must execute and deliver the project to the “turn
of the key” within an agreed time and budget,

commonly known as a Lump Sum Turnkey (LSTK) Contract.
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Other methods

 Engineering, Procurement, Construction Management (EPCM)

 In contrast to the EPC model,

EPCM contractor is not directly involved in the building and

construction of the project,

but is rather responsible for the detailed design and overall

management of the project,

on behalf of the owner or principal.

 While an EPC contract takes the form of a design and construction contract,

the EPCM model can be regarded as a professional services contract.
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Other methods

 Integrated Project Delivery (IPD)

 A project delivery method that contractually requires collaboration of the

primary parties - the owner, the designer, and the builder,

so that the risk, responsibility and liability for project delivery are

collectively managed and appropriately shared

whether through

1. Partnership agreements or

2. Multi-party contracts
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Other methods

 Job Order Contracting (JOC)

 This delivery method is effective for managing standard construction

projects quickly using multi-year contracts for minor projects

including renovations and repairs.

 A JOC is a contract with a fixed term or maximum value

where a contractor is chosen through a competitive bid to perform

job orders during the contract period.
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Project team role – Appendix F
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Project team role – Appendix F

 Roles and Responsibilities of the Project Team Members are as follows:
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Project team role – Appendix F

 Roles and Responsibilities of the Project Team Members are as follows:
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