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What we will learn?

 Why is CM needed?

 Part 1: Managing expectations

 Part 2: Meeting expectations

 Part 3: CM not CA
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Road map

In this section
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Why?

 Part 1: How to manage expectations?

 Part 2: How to meet those expectations?

 Part 3: CM not CA



Why Is CM Needed?

(Part 1: Managing Expectations)
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Roadmap: Part 1

What are primary objectives for a Construction Manager?
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Primary objective for a construction manager

 The essential objective for a Construction Manager is to

employ his or her management skills and knowledge to

achieve the right balance of scope, quality, cost and schedule

as the Owner’s Advocate.

Why construction industry is different 
in leadership?
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Why construction industry is different in leadership?

 Construction is one of the few industries that the leader of the team

rarely has the ability to select his or her teammates

especially in the public bid arena.

 Not everyone plays harmoniously together in the sandbox.

 More difficult to achieve balance when divergent groups with differing

expectations are tossed together.

1. Owners expect sound and maintainable structures,

2. Architects strive for award winning designs

3. Contractors want to make a profit.

How do you effectively form a collaborative team with differing expectations?
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Effectively form a collaborative team with differing expectations

Many people talk about “partnering”

 However, more importantly, one needs to

1. Understand expectations of each contracted entity and

2. Ensure these expectations are met

1. How do we decide what the correct
expectations are?

2. Who get to define them?

3. At what point in the process should they
be defined?
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Effectively form a collaborative team with differing expectations

We focus here on 

1. Roles and responsibilities of the team, 

2. How defining these roles more clearly in the contracts 

which left unaddressed could ultimately lead to 

claims or the Mother of all Disputes “MOAD”.

Let’s see an example!
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Effectively form a collaborative team with differing expectations

Let’s see an example!

Is it enough if we have a contract that is well-written? 
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Effectively form a collaborative team with differing expectations

Is it enough if we have a contract that is well-written? 

HOW?
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Effectively form a collaborative team with differing expectations

Review and confirm, for example

WHO IS RESPONSIBLE FOR

 Monthly schedule updates vs. monitoring and reporting on schedule status.

 Receiving and reviewing Requests for Information (RFIs) vs. responding to RFIs.

 Chairing meetings versus preparing and distributing meeting minutes.

 Receiving, reviewing, preparing and approving change orders

 What is the design consultant’s role? what is the CM’s role?

 Bid packaging responsibilities by trade, depending on selected project delivery model.

 Not doing this can lead to gaps which cause costly change orders leading to

potential claims.

 Preparing as-built updates and turnover at project closeout?

What to do where each participant has their training and experience?
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Effectively form a collaborative team with differing expectations

 Each party may not follow the contracted approach for the designated project.

 CMs assigned to the field may not receive a copy of their contracted scope of work

responsibilities.

 Architects and engineers may not check their contract often enough

 Contractors will respond only when necessary

if it is not clearly defined in their contract.

So the moral of the story is: 

1. Put it in writing.

2. Then perform due diligence by reviewing and communicating your expectations

What to do where each participant has their training and experience?

Let’s see some of the suggested techniques!
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Effectively form a collaborative team with differing expectations

1. Positive communications

2. Fairness – Non-judgmental

3. Personalities

4. Knowledge and expertise

5. Listening

6. Proactive

Let’s see some of the suggested techniques!
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Positive communications

 Maintain calm and professional communications not just verbally but in writing.

 Be especially cautious with emails.

 Don’t forget that these are written legal documents and

inflammatory statements lead to inflammatory responses

which may result in a paper war with no end.

 Always keep things on a positive constructive and professional note.

 It is best sometimes to just pick up the phone and talk things through.
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Fairness – Non-judgmental

 Keep an open mind and try to see the other point of view.

 The other guy may have a valid point you have not considered.

 Do not personalize.

 Balance out the issues fairly.
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Personalities

 Recognize the personalities on your team. If you have

 A stubborn CM mixed with

 A hot headed superintendent, alongside

 A defensive design consultant with a strong ego…

this is surely a recipe for disaster.

How could we improve this situation?
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Personalities

 Owners have the advantage of being able to select their consultants;

 Owners have the option to insert language in construction contracts

which will allow the replacement of contractor representatives

without cause, when necessary, to

form a more cohesive team that aligns with expectations.

 CMs must work with the consultants the Owner selects

 CMs must lead a team that will satisfy the Owner’s objectives.

How could we improve this situation?
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Knowledge and expertise

 Written roles and responsibilities do not guarantee a successful partnership of the

team.

1. Quickly assess the strengths and weaknesses of your team members and

2. Develop strategies for maximizing their strengths as much as possible.

Let’s see an example!
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Knowledge and expertise

 For example, if you notice that the architect regularly violates the turn-around time on

review of RFIs,

quickly meet and confer on a strategy that will assist him/her

in meeting the contracted calendar days.

If still no improvement,

advise your firm of their potential exposure and

the impact on the job.

It is the same with other team participants.

Always know who you are dealing with 

so that you can help guide the outcome to a successful conclusion and expectation.
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Listening

 If you do not listen,

a minor issue early on in the project

may turn into a large claim at closeout.

 Overhearing grumblings of subcontractors can be essential and not appropriate.

 Instead, be an active listener.
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Proactive

 Be proactive with the information you discover.

 Follow-up and resolve issues as early and as collaboratively as possible.

 Don’t be lazy and don’t keep your head in the sand during construction.

 Lean methods would be helpful
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Why we need CM?



Why Is CM Needed?

(Part 2: Meeting Expectations)
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Roadmap: Part 1 and Part 2
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Defining contract roles and responsibilities

 First, one must confirm the contractual responsibilities of the CM.

 Is the CM acting as Owner’s representative

1. During construction phase only, or

2. During design phase in a pre-construction phase management role or

3. From design through closeout in a program management role

 Next, assess the background and capabilities of all the participants.

How the CM could meet the expectations?
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Defining contract roles and responsibilities

How the CM could meet the expectations?

Let’s see a summary of the Internal Quality Check (IQ) system!
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Defining contract roles and responsibilities
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Defining contract roles and responsibilities
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Defining contract roles and responsibilities
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Homework 1: IQ Exercises to apply to contracts
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IQ Exercises to apply to contracts

1. Choose the party you want (other than AE)

2. Choose the type of delivery system and contract you want

3. Create a matrix like the previous slide

4. Send it to my email (ralavipour@gmail.com)

Your homework is due on next 2 weeks

mailto:ralavipour@gmail.com
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Ensure internal quality control

 To ensure internal quality control

you must reevaluate and assess your contract periodically.

 If you don’t, the Owner will by either

1. Terminating your contract or

2. Never recommending you.

 This will harm your firm and more importantly,

harm our industry,

even if you did what you were hired to do.

It will not matter if your perception differs.

What should we do?
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Ensure internal quality control

Two key points

1. Consider a quarterly meeting with the

Owner to

1. Review the contract and

2. Obtain feedback.

2. You should also consider setting up

benchmark guidelines with key

performance indicators

for assessment once the roles and

responsibilities are defined.
You should know the difference between Construction Manager (CM) and 

Construction Administration (CA)



Why Is CM Needed?

(Part 3: CM Not CA)
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CM not CA

 It is important to understand the task of Construction Administration (CA).

 This is the design consultant team’s responsibility to administer their contract

during the construction phase.

 This is not to be confused with Construction Management (CM).

Let’s look at a checklist to have CA successfully manage their work!



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

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
بررسی دلایل وجود مدیر پروژه در فازهاي مختلف پروژه

38

CA’s checklist
 Does anyone know what percentage of the design consultant’s fee is designated to

CA?

 Are the architects and engineers always successful in managing their fees during the

design phase to leave adequate reserves to manage the construction phase?

 What is the primary interest of the project Owner once their dream is realized on

paper? Hint…this is what a CM protects.

 Is the work effort put in by the design consultant in pre-construction valued the same

by the Owner,

or is the importance factor reversed when project time lines and

budget constraints come into play?
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CA’s checklist

 How has the Architect’s role evolved?

 Assuming a 20% fee remaining for construction administration out of a $300,000 fee

that leaves only $60,000 to manage a 12 month construction project (or $5,000

per month).

 Factoring an average composite billing rate (including principal, project

manager, and clerical time) of $100/hr.

that is only 50 hours per month or, roughly, 12 hours per week,

Is this enough?
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CA’s checklist

 What responsibilities do architects and engineers have during construction?

 Can these services be accomplished within the limited time allotted,

factoring in that 8 of the 12 hours are usually taken up by weekly job site

visits/meetings/travel time?

 How can design consultants protect themselves and their firms against liability, and

ensure profitability during the CA phase of a project?

And how can a competent CM facilitate their success?
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CA and CM relationships

How CM could help CA to successfully perform their work?
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CA and CM relationships

How CM could help CA to successfully perform their work?

 Coordinate all disciplines.

 Make sure building systems are correctly accommodated spatially for installation,

replacement, and maintainability.

 Provide full documentation of “existing” features.

 Consider impact to other areas when making a change.

 Use technologies such as BIM’s Clash Detection to help identify all conflicts.
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CA and CM relationships

How CM could help CA to successfully perform their work?

 Coordinate technical specifications with plans.

 Consider design responsibility for deferred approval items or non-engineered items.

 Coordinate specification sections with Owner Contract Provisions.

 Verify existing site conditions and/or as-builts.

As a result the design team will be able to demonstrate project benefits, like what?
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CA and CM relationships

 Less Contractor Requests for Information (RFIs) due to errors and omissions.

 A reduction in change orders due to errors and omissions.

 Improved ability to keep the project schedule on track.

 A program whose scope meets Owner’s expectations.

As a result the design team will be able to demonstrate project benefits, like what?

What happens when plans are not well coordinated?
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CA and CM relationships

What happens when plans are not well coordinated?
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CA and CM relationships

What are the benefits of an effective CM?
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CA and CM relationships

What are the benefits of an effective CM?

 Ability to review detailed scheduling requirements.

 Assurance of Owner reserve days built-in

o Schedule contingency

 Analysis of detailed breakdown of the Schedule of Values.

 Inclusion of Notice Provisions.

 Adequate response times for submittals and Requests for Information.

 Inclusion of submittal substitution requirements provided

To mitigate exhaustive reviews by the design consultants.



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

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
بررسی دلایل وجود مدیر پروژه در فازهاي مختلف پروژه

48

CA and CM relationships

What are the benefits of an effective CM?

 Definition of change order markups.

 Definition of allowable direct vs. indirect costs.

 Establishment of change methodology

o When applying labor rates/burden and equipment rates

 Planning of an adequate contingency for change orders.

What results could be expected?
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CA and CM relationships

What results could be expected?
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:هارائه دهند
محمدرضا علوي پورسید

(PhD, PMP, CMIT)
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What we will learn?

 When and where the CMs plug in?

 Part 1: Program/project phases

 Part 2: Pre-construction

 Part 3: Construction

 Part 4: Post-Construction
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Road map

In this section



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

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
خود استفاده کند؟IQچه زمانی و در چه مکانی مدیر پروژه باید ورود نماید و از 

4

CMs in phases

 CMs can manage projects and programs from pre-design to closeout right alongside

the Owner, when given the chance.

 Many titles are used for the various phases of the project’s lifecycle such as:

 Pre-construction, planning phase, concept phase, development phase, design

phase, schematic design, design development, etc.

 These refer only to the activities which occur during the pre-construction

process.
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CMs in phases



When and Where Do CMs Plug in?

(Part 1: Program/Project Phases)
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What do you do for a living?

 This section includes matrices organized by the

phase of a project’s lifecycle from pre through

post construction listing

1. Responsibilities,

2. Processes and

3. Deliverables

of a CM.
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What do you do for a living?

 Of course, none of these will fit into a neat little elevator pitch, alternatively simply state:
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All phases at a glance



When and Where Do CMs Plug in?

(Part 2: Pre-Construction)
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Pre-construction phase

 You will note that procurement begins in pre-construction

even before the development phase,

since the first task is to hire the CM/ Owner’s Rep and

continues through construction so it is included in

both phases.
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Development phase
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Development phase

 Development is the first step in the process.

 Once funding has been identified, a program or project can be developed.

 First develop the plan.

 To develop the plan you need an organization, and to ensure the organization

works efficiently you need to

1. Establish the communication tools,

2. Target the right people, and

3. Give them clearly defined roles and responsibilities.

What terms used commonly at the start of a program?
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Development phase

 Terms such as

1. Program Management Organization (PMO)

2. Program Management Plan (PMP)

3. Scope of Work (SOW)

are common terms used at the start of a program.

What do they mean and how useful are they?

What terms used commonly at the start of a program?
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Development phase

What do they mean and how useful are they?

1. Construction Managers who work on programs help their Owners make

1. Early technical decisions

2. Financial decisions

to

1. Define further the capital improvement program and

2. Develop the roles and responsibilities of all of the anticipated team

members

through a Program Management Organization (PMO).
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Development phase

What do they mean and how useful are they?

2. Program Management Plan (PMP) is then drafted and,

once finally approved,

becomes the Owner’s guideline for

1. Executing

2. Monitoring

3. Controlling the work
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Development phase

What do they mean and how useful are they?

3. A Scope of Work (SOW) is then developed and

CM works diligently as an integral part of the PMO implementation team to

ensure the Owner’s goals translate into an achievable program that meets

1. Quality,

2. Scope,

3. Schedule and

4. Cost

expectations of the client.

Let’s see each of them more in depth!
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Development phase: Program Management Organization (PMO)

 The first task is to create a

1. Program management organization chart including all stakeholders

2. Decision-making matrix illustrating the roles and responsibilities of each.

 Selection of consultants to join the PMO should

1. Run concurrently with the development of the PMP and

2. It is the start of the procurement process

How to form the organization?
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Development phase: Program Management Organization (PMO)

 Owners may issue either

1. Request for Qualifications (RFQ) or

2. Request for Proposals (RFP)

to professional firms which describes

1. Overall program and

2. Qualifications

to fulfill the roles needed.

How does owner develop RFQ and/or RFP?
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Development phase: Program Management Organization (PMO)

 Many Owners will rely on their

1. Peers in the industry and/or

2. Legal counsel

to help develop or modify RFQs or RFPs from similar programs.

For these reasons an experienced construction attorney and CM

should be involved in the drafting of an RFQ or RFP.
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Development phase: Program Management Plan (PMP)
 The PMP establishes the program processes and procedures for the intended scope

of work.
 The PMP includes:

 Financial management and control,
 Program schedule (milestones and deliverables) and work plan,
 PMO plus

 Expected resources, budget,
 Scope management,
 Change management plan,
 Issues management,
 Quality management,
 Risk and safety management,
 Procurement management,
 Program/project status reporting,
 Communication plan,
 Move management (including transition plan and interim housing),
 Closeout plan and post-construction facility maintenance plan.

How to develop PMP?
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Development phase: Program Management Plan (PMP)
 Development of the PMP involves:

 Planning and defining of the program

 Strategy definition of the Owner’s program wide capital asset management and

implementation plan with long term goals and objectives of the organization

 Set up of the program’s infrastructure and management information systems

 Identification and incorporation of continuous best practices

 Identification of program administrative processes and procedures

 Update existing design standards and specifications

 Project management and consultant resources

 Project planning, budgeting, and scheduling

 Coordination of the overall team

 Program/project status reporting

 Risk management and quality assurance
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Development phase: Program Management Plan (PMP) – Management
Information System (MIS)

 A Management Information System (MIS) provides information the PMO requires

to manage resources, technology and data.

 The Owner’s management information system needs to be evaluated based on

specific criteria formulated by the PMP to control and report on the

progress of the program.

 Existing computer systems (hardware and software) are evaluated and reviewed

early.
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Remember – communicate, communicate, communicate.

 We firmly believe that a good CM never imposes systems on the Owner

unless welcomed,

and should be flexible to tailor systems to suit based on

1. People,

2. Program needs and

3. Tools already in place (if workable)

Development phase: Program Management Plan (PMP) – Management
Information System (MIS)
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Development phase: Scope of Work (SOW)

 A Scope of Work (SOW) sets forth the requirements for a project.

 An approved SOW will detail the program associated costs and schedule of

priorities.

 Collaboration with user groups, staff, (including site facility committees such as IT,

maintenance, safety, etc.) and designers is

an essential component to the development of a SOW.

 The Owner’s existing Facility Master Plan (FMP) is the template for updating and

appending the plan

to ensure alignment with objectives.

If one does not exist then an FMP RFQ/RFP should be issued.
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Development phase: Scope of Work (SOW)

 A final Scope of Work is then drafted for approval based on comprehensive working

sessions with the PMO Implementation Team.

 A realistic budget and schedule can then be established for final approval which will

factor:

1. Cost escalations

2. Market conditions

3. Appropriate design

4. Design and construction contingencies
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Development phase: Execution strategies

 Various execution strategies to improve program cost, quality and/ or schedule are

likely to emerge as the program develops.

e.g., assessment of project delivery methods or bid packaging strategies

 The execution strategy, once approved, is fully documented in the PMP.

 The approved PMP provides both

1. Technical Guidance

2. Administrative guidance

at the executive level for the PMO, and

remember...is subject to change.
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Development phase: Responsibilities, processes and deliverables



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

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
خود استفاده کند؟IQچه زمانی و در چه مکانی مدیر پروژه باید ورود نماید و از 

29

Design phase – Programming
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Design phase – Programming

 Construction management does not start on the project construction site.

 It is our responsibility to help Owners be successful from the beginning with

their objectives.

 This requires our understanding of their

1. Goals,

2. Expectations and

3. Constraints.

To assist in achieving the client’s goals, we provide specific services.

So, what should we do at this stage?



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

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
خود استفاده کند؟IQچه زمانی و در چه مکانی مدیر پروژه باید ورود نماید و از 

31

Design phase – Programming

 Once the strategic planning is in place from the Development or Concept Phase,

projects move into early planning and programming stages

to enable further project definition.

What can we do at this stage as a construction manager?
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Design phase – Programming

 As Construction Managers, we provide guidance and work plans to facilitate the

planning/programming phase.

 This includes

1. Further definition of requirements,

2. Validation of assumptions, and

3. Confirmation of scope, budget, and schedule.

 Also at this stage, additional consultants are added to the PMO

to support the project plan including

program consultants, geotechnical consultants, surveyors,

hazardous material investigations and other environmental

consultant specialists.
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Design phase – Programming: Responsibilities, processes and deliverables
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Design phase – Plans & Specs
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Design phase – Plans & Specs

 As a project moves from a conceptual programmatic scheme to a concrete well

defined project, there is a need to

1. Review milestone deliverables

2. Evaluate the scope and goals of the project,

in order that the Owner’s project goals are met.

What goals?
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Design phase – Plans & Specs

The goals as already stated, typically fall into four main categories or objectives.

The central mission of the Construction Manager is to utilize his or her management 

skills and knowledge 

to achieve the right balance of scope, quality, cost and schedule for the Owner.
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Design phase – Plans & Specs

 At this stage, design professionals are retained and

CM works with the design team throughout the design process.

 Since different delivery methods impact timing of procurement for design phase

services

We have chosen to combine the procurement phase for both design and

construction following this section.

What major milestone deliverables? 
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Design phase – Plans & Specs

 The four major milestone deliverables to review during the design phase include:

1. Schematic Design,

2. Design Development,

3. Construction Document Progress Submittal, and

4. Construction Document Agency Submittal

How final submission approved?
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Design phase – Plans & Specs

 Remember that the final submission to the approving agency is

generally not 100% but closer to 80% and

sometimes less if the design team has a tight timeline.

 Oftentimes a Post Agency Approval review is also requested prior to bid to

ensure all Owner and Agency comments / corrections have been incorporated

in the bid documents along with a re-verification of the budget.

Consider that different delivery methods may require adjustments to 

milestones and durations.

How CM and A/E ensure that a complete set of documents are prepared?
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Design phase – Plans & Specs

 This should always include a constructability review and back check of the

documents prior to bid

 Watch out for “Scope Creep”.

Oftentimes project scope grows from early concept to final plan approval

if not monitored closely,

because scope changes are why many projects bid over budget.

How approvals obtained?
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Design phase – Plans & Specs: Approvals and permits

 Approvals are obtained from

1. Internal stakeholders from the owner’s side

2. External stakeholders including outside agencies.

 Many view the business of permit and entitlement management as

something of a confusing black hole.

 Construction Managers are not always experienced in handling the politics

of governmental regulations.

 Depending on the complexity of a particular project, specialty entitlement

consultants may be needed to augment the team.
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Design phase – Plans & Specs: Approvals and permits

 Permitting and entitlement both involve governmental agencies;

however they are in fact very different from each other.

1. Entitlements regulate “what” can be built

2. Building permit controls “how” the project is built
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Design phase – Plans & Specs: Responsibilities, processes and deliverables
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Procurement phase
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Procurement phase – Design

 Selection of the design team typically occurs as the first step following

 Completion of the programming phase and

 Receipt of the owner’s authorization to proceed with the project.

 In most instances, the Owner may have already retained a design architect

or CM to assist with development of the program.

The RFQ/RFP selection process used to hire AE firms for both

1. Program and

2. Design/production

is similar to the process used to select CMs and

is also used to select consultants who may be

retained directly by the Owner.
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Procurement phase – Design

It is most important at this stage to understand what delivery method will be used 

since this will dictate the type of consultant contracts to be used for these services.

How to select consultants?
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Procurement phase – Design
 Once identification of consulting needs are identified,

1. Request for Qualifications (RFQ) for potential candidates can be issued.

2. If a two step process is used, then a specific Request for Proposal (RFP) is

issued following the RFQ including criteria so that pricing can be obtained.

3. Interviews are then conducted and scored so that tabulation of results can be

evaluated for a fair selection process.

 The CM should assist with development of a scoring matrix.

 It is critical to ask the right questions both in the RFQ and/ or the RFP

documents issued as well as during the interview.

4. Finally, a Construction Manager

 Prepares recommendations for approval and acceptance by the owner,

 Negotiates agreements with successful candidates and

 Prepares packets for governing body consent.
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Procurement phase – Design

What primary questions should be asked from candidates?
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Procurement phase – Design

What primary questions should be asked from candidates?

What primary pricing items should be watched when evaluating fees?
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Procurement phase – Design

What primary pricing items should be watched when evaluating fees?
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Procurement phase – Design: Responsibilities, processes and deliverables
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Procurement phase – Construction

 Regardless of the selected delivery model chosen for the project

Construction Manager can assist with contractor selection and procurement.

 This will include the following sections:

1. Pre-Bid

2. After Bid Opening



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

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
خود استفاده کند؟IQچه زمانی و در چه مکانی مدیر پروژه باید ورود نماید و از 

53

Procurement phase – Construction: Responsibilities, processes and deliverables
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Procurement phase – Construction
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Procurement phase – Checklists
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Procurement phase – Checklists: Contract document review checklist

Division 00 and Division 01
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Procurement phase – Checklists: Pre-bid checklist



When and Where Do CMs Plug in?

(Part 3: Construction)
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