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,/- “, PROJECT MANAGEMENTPLAN

BALTIMORE HARBOR ANCHOILkGESAND CHANNEM
Mmyland and Vi@nia

Mamhlm

1. INTRODUCTION

This project managementplan (PMP) provides an overview of the process that will be used to
implementthe authorizedplan for the BakimoreHarbor Anchoragesand Channelsproject. The
prqject management plan rovers activities to be accomplished during the preumstruction
engineeringand design(PED) and the constructionphasesof the project by the BaltimoreDistrict
Corps of Engineers and the Maryland Port Administration (MPA), the project’s non-Federal
sponsor.

‘Ile plan was developed in accordance with ER 5-7-1, Project Management, with input from
Baltimore District technical elements and MPA. The body of the project management plan
summarizes the scope, schedule, budget, and responsibilities fbr actions to be accomplished.
AppendicesA-D to this plan present the organhtional structure; the project schedule showing
primary tasks and responsibilities;the project budget with planned fiscal year allocations;and an
indexof wherethe plan addressesthe 21 elementsrequiredby ER 5-7-1.

&

The project m~ment plan is a managementtool to help the Baltimore District and the non-
federal sponsor manage and accomplishproject activities. It provides summary informationto
Corpsand sponsordeckion-makersfor use in strategicplanningand issue resolution,and generally
defines the working relationshipbetween the organkations. It also outlines the proj=t goals,
schedule,and budget as a frameworkwithinwhich the project team definesand accomplisks their
actions. It seines as a guide for monitoring project progress, planning fbture actions, and
identifyingand resolvingissues in a timely manner. This draft project managementplan has been
reviewedby the BaltimomDistrict, North AtlanticDhision, Ofhce of the Chief of Engineers, and
the non-Fe&ml sponsor. After public review of the draft feasibility report, the plan will be
finalized,approvedby the BaltimoreDistrict’sProject ReviewBoard, endorsedby the non-Federal
sponsor, and fonvarded to Corps’ Headquartersas part of the final feasibility report. When the
fmibility report is approved, the schedulein this project managementplan becomes the baseline
from whichproject implementationis measured.

The projectmanagementplan is a livingdocument,and will be revisedas neededby the Corps and
the non-Federalsponsor to acwmmodate changes in project implementationcrtated by progress,
changes in policy, and other events. All significant plan revisions will be coordinated with
Baltimore District elements and the MPA. Concurrence from the Baltimore District’s Project
Review Board and the MPA will be obtained prior to implementationof significant changes.
Changes to the authorized project cost and approved schedule for major milestones will be
approvedby Cqs’ Headquartersand MPA.

L
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2. PROJIKT AUTHORIZATION

The planningstudiesfor the BaltimoreHarbor Anchoragesand Channelsproject were conductedin
responseto a June 23, 1988SenateCommitteeresolution. The resolutionstatesthe following:

RESOLWZDBY 7HE COA4MZ77Z2?ON ENWRON44RVTAAD PUBLIC WORKS
OF l?%l!?UN17ZZDSTAIZS SENAIZ?,that the Board of B@aeem for RiwKsand
hhbors k hereby requatcd to review the mpo~ of the C3aiefof Engineem on
Baltimore HMor and channels, M~hnd, and Wrgti, CUntmhedm House
Documents Number %181, 94th Gmgress, Ist Shsim, and Number 86, &5th
tingnxs, Ist Session, and prior mpcv%s,with a view to deknnining ~-r
impmwnents for na@at&m, M.uding anchomga and bmnch danneh, are
adl&lbleat th&ti?ne.

Followingmrnpletion of the remnnaissancereport in April 1992, the BaltimoreDistrict Corps of
Engineersand the Maryland Port Administrationundertooka $2.84-millioncost-sharedf&sibility
study. This study has culminated in a March 1997 final feasibilityreport recommendingseveral
improvementsto the BaltimoreHarbor navigationsystem,outlined below. This report, including
the appropriateenvironmentaldocumentation,is expectedto be fonvardedto the U.S. Congressin
1997for fhtureprojectauthorization.

During the kasibility study, various structural and non-structud measures were examined,
including construction of sea islands, various types of single-point and multi-point moorings,
channel modifications,and implementationof a vessel traffic managementsystem. Based on a
preliminaryevaluationof the anchoragesand branch channels, several of these alternativeswere
selectedfor fiuther evaluation. Subsequently,basedon an evaluationof benefitsand costs, someof
these alternativeswere then grouped together into six plans to identi& a plan of improvementthat
contributesthe most net benefits to the Nation.

The recommendedplan (#5 of the six plans investigated)for the BaltimoreHarbor Anchoragesand
Channelsproject includesthe followingcomponents:

_ng ad wideninga portion of Anchorage#3 to 2,200 feet by 2,200 f~t, by 42 f~t
d=?

●

Dee&ningand wideninga portion of Anchorage#4 to 1,800 f~t by 1,800fket, by 42 f~t
* .

Wk&ing the East DundalkChannelto 400 feet, plus the bendsand entrances;
Wkkmingthe Seagirt-DundalkConnectingChannelto 5(K)f~t;
Wkkmingthe West DundalkChannelto 500 feet, plus the bendsand entrances;
Providing cutoff angles at the intersectionof the West Dundalk Channel and the main
shippingchannel;

~



●

●

●

●

●

●

Providingcutoff anglesat the intersectionof the Comecting Channeland the west side of
DundalkMarineTerminal;
Constructinga new channelat SouthLocustPoint in the area of the remt ProduceWharf
Channel;
Constructinga 50-fmt deep turning basin (1,200 fet by 1,200 f=t) near the head of the
Fort McHenryChannel;
Reauthorizingof Anchorage#1;
Placementof the dredgedmaterialat the-Hart-MillerIslandplacementsite; and
Federal assumptionof the maintenanceof the existing State channelsat Dundalk, Seagirt,
and SouthLocustPoint, exclusiveof berthingareas.

It is anticipatedthat the engineeringand design effort for the general navigationfatures will be
accomplishedby BaltimoreDistrict staff, with ship simulationdesign support from the COTSof
EngineersWatmvays ExperimentStation, Vicksburg, Mississippi. It is anticipatedthat the Corps
will issue one constructioncontmct for the dredging of the anchomgesand channels. MPA will
accomplishall design,constructionand any associatedcontxactsfor the drtxigedmaterialplacement
sites.

The recommendedplan currently has an estimated fidly fbnded cost of $27.2 million (including
futureprice escalationfactors), a benefit-t ratio of 5.6, and net annual benefits of $9.8 million
(not includingcosts for placementsite development).The total projectcost estimate, which includes

/ the $2.l-million cost for placementsite development,is $29.3 million. ‘Ile F&lexalshare, roughly
75 percent, for the general navigation fmtures is estimated at $20.2 million. The non-Federal

+ sponsor’sshareof the generalnavigationf=tures is estimatedat $7.0 million. The non-Fedeml10-
percentpostanstruction share is estimatedat $2,720,000; with an LERRDcredit of $2,065,000,
this share is reduced to $655,000. Project implementationis expetted to take roughly far years,
beginningwith the DivisionEngineer’sNotice issuedin April 1997,and endingwith completionof
physicalconstructionin April 2001. Upon completionof the project, the Corps of Engineerswill
operateand maintainthe generalnavigationfiatures at Federalexpense.

4. SCOPE OF WORK

4.1 OVERVIEW OF PROJECT IMPLAMENTATIONPROCESS

Project implementationwill proceed in two phases: preconstructionengineeringand design (PED)
and construction. The flowchart in F@ue 1 illustratesthe interrelationshipof the primary Federal
actionsleadingto the start of physicalconstruction.

The PED phase amsists of concurrentactions on the four elements which must be acmmplished
prior to the start of project construction: (1) detaileddesign for the selectedplan, includingfiwther
design, plans and specifications, updated benefits and costs, and updated environmental
compliance; (2) project authorizationby Congress and the non-Federal sponsor; (3) fimds for,
instruction included in the Federal and non-Federalbudgets; and (4) negotiationof the project
cooperationagreement(PCA).L
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PED can begin when the fimibility report is approvedby the issuanceof the DivisionEngineer’s
Notice, if Federal fimdshavebeen appropriatedfor the PED phase and a PED agreementhas been
executed with the non-Federal sponsor. The PED agreement is the legal mechanism which
provides for the cost-sharingof PED at the time of the work effort. The overall project cost-
sharingpercentage(roughly75 percentFederaland 25 percentnon-Federal)is directlyapplicableto
the PED costs. The PED agreementis scheduledfor executionin April 1997,concurrentwith the
release of the Division Engineer’sNotice. It is expectedthat the PED phase will be initiated in
May 1997,after formalapprovalof the feasibilityreport. PED is expectedto last 24 months, with
completion in April 1999, upon approval of the design memorandum and the plans and
specifications.

The constructionphase mnsists of five mostly sequentialactions: (1) planning, engineeringand
designactionswhich continuebeyondthe first set of plans and specificationsand throughphysical
construction;(2) appropriationof Federaland non-Federalfimdsfor construction;(3) signingof the
project Cooperationagreement (4 physicalconstructionof the pmjec~ and (5) close-outactivities.
The constructionphasebeginswhen the first set of plansand specificationsis approved, the project
has been authorized by Congress, and Federal constructionfunds have been appropriated. The
projtxt moves into the operationand maintenancephase when physical constructionis complete,
and the constructionphaseis endedwhenthe fiscalcloseaut is complete.

Sections4.2 and 4.3 below summarizethe primary productsand actions which will be completed
during PED and constructionfor the BaltimoreHarbor Anchoragesand Channels project. For
accountingand administrativepurposes, tasks are categorizedby cost subamount. The primary

L organkation responsiblefor accomplishingeach task is also identified. The organizationidentified
for each task is the ofhe responsiblefor succesdhllymmpleting that action or product, including
obtaining support actions 170mand coordinatingwith other offices. Further descriptions of the
zdationshipsand responsibilitiesbetweenthe Coxpsof Engineersand the non-Federalsponsor, as
well as betweenthe Districtprojectmanagementofficeand technicalofficesare includedin Chapter
8 of this project managementplan. AppendixA to the plan shows the organkations involved(the
organhtional breakdownstructure),along with an abbreviationkey. The Ganttchart in Appendix
B to this plan lists the primary tasks to be accomplished(the work breakdownstructure), the lead
organizationresponsiblefor completingeach task (the responsibilityassignmentmatrix), and the
current schedulefor completingthesetasks.

4.2 PRECONSTRUCTIONENGINEERING ANDDESIGN PHASE

The main products and actions of the PED phase for the Baltimore Harbor Anchorages and
Channelsproject are describedbelow. It is expectedthat the PED phase will be initiated in May
1997, afbx formal approval of the ftibility report with the Division Engineer’s notice and
executionof the PED agreementby both the BaitimoreDistrictand the non-Federalsponsor, MPA.
PED is scheduledto extendapproximatelytwo years with completionin April 1999, with approval
of the designmemorandumand the plansand specifications.

111111111 1- larl-1 I i i i 1 h ,
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There is a potentialthat pqaration of &sign memorandumand follow-onNEPA documentsmay ‘-
not be required. This determinationwill be ma& based upon review of the feasibilityreport and
the outcomeof the PED ddgn work. However, since it is likely that these two products will be -
needed, theyhavebeen includedin the scheduleand estimatedcosts.

4.2.1 PHI M&Cycle P@ect Managem em (’P!P-c; IT-F)

The projectmanagerin Programsand ProjectManagement Divisionwill be responsiblefor the life-
cycle project managementprocess, consistingof overall managementof project scope, schedule,
budget,and quality,as well as providingthe primarypointof contactwith the non-Federalsponsor.
Actions incluckx(1) monitor all activitiesand specifically,the project performancerdative to the
project’sdetailedscheduleand wWed obligationsand expenditures; (2) prepare Federalbudget
requests in coordinationwith Civil Programs Branch; (3) hcilitate ~tions to resolve potential or
existing issues; (4) prepare monthly reporting materials to Corps’ North Atlantic Dhision; (5)
report projectprogressat District Project ReviewBoard meetings; (6) coordinatewith other Corps
elementsand the non-Federalsponsor;and (’7)developand monitor the project schedule,with input
fkomthe technicalelementsand the Maryland Port Administration. The Civil Progmms Branch
will provideguidanceand assistancefbr theseactions,as appqxiate.

4.2.2 Ihgineering Management (OP’)

The technicalmanager in OperationsDivisionwill be responsiblefor managementof the technical
work, coordination for detailed design studies, the &sQn memorandum, the plans and
specifications,constructioncontractdocuments,and public involvement. Actionsinclude: (1) task ~
schedulingand control; (2) task budget preparationand control; (3) quality assuranceand quality
contd; (4) procurement and management of work by the Corps of Engineem’ Waterways
Experiment Station and any A/E contmctors; (5’) coordination with the project team, project
manager, and non-Federal sponsoq (6) pertinent correspondence; (7) attendance at project
meetin~, and (8) technicalpresentations.

4.2.3 Public Involvemmt and CoordinathMI(IT-C; PAO; OR P~ MPA)

The project manager in Programs and Project hlana~ment Divisionoverseespublic involvement
and coordinationactivities. Decisionsand actions will be made jointly by the BaltimoreDistrict
and the non-Federalsponsor,and closelycoordinatedby the two organizations. All public inquiries
and news media requests for information will either be directed to, or cleared through, the
BaltimoreDistict’s Public Aff’rs Of&. The mordination and technicalwork will be managed
and acaxnplishedby OperationsDivisionand the MarylandPort Administration,with supporth
Planning Division and involvementand coordinationwith Public Afhirs OfKce. Actions will
incluckx(1) conductof public meetings, if needed, to provkk informationto interestedgroups; (2)
project status newsletters, if needed; (3) Federal, state and local agency coordination of
environmental documents; (4) informational presentations to interest groups; (5) responses to
technical and policy inquiries regarding the project; (6) mordination with technical staff of
non-Federalsponsoqand (’7)preparationof public involvementmaterials regardingthe project. ,-

.
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/,-, 4.2.4 Fmject Authorization (HQ; MPA), .

. . The feasibility report will serve as the project decision document which supports project
authorization. Once the faibility report is approved, the Coxpsof Engineers’ Headquartersin
Washington, D.C. is responsible for obtaining Federal authorization for project construction
through its inclusion by the U.S. Congress in a future Water Resources Development Act
(WRDA). The authorizinglegislationis typicallypreparedby Congressin even years (e.g., 1996).
For optimum implementation,the current scheduleassumesumstruction authorizationin a Water
ResourcesDevelopmentAct of 1998. Actionsinclude (1) preparationof the Chief of Engineers
report; (2) approval by the Office of Managementand Budget; and (3) inclusion in the Corps’
submittalfor a 1998WRDA.

The MarylandPort Administration(MPA)as non-Federalsponsoris responsiblefor obtainingState
of Maryland approval for their role in project constructionand providing the dredged material
placement site. Actions must occur in a timely manner to maintain the project schedule and
include: (1) preparation of any environmentalcompliance documentation; (2) receipt of all
necessay permits; (3) receiptof necessaryfinancing;and (4) constructionof placementsite. As of
March 1997, many of these actions have already taken plaoe, with the expansion of Hart-Miller
Islandunderway. MPA filly expectsaipacity to be availableat Hart-Miller Island at the time of
the instruction dredgingfrom the BaltimoreHarborAnchoragesand Channelsproject.

4.2.5 PED Funding (PP<; PP-E EIQ)

Theprojectmanagerand Civil programk. S Branchin %OgEiIIM and ProjectManagement Divisionare
responsiblefor identi&ing and obtaining Federal and non-Federal fimding for the PED phase.
During PED, the funding of the technicalwork will be in accor- with the PED agreement
executedby the Corps of Engineersand the non-Federalsponsor. The overall project cost-sharing
percentage(roughly 75 pemnt Federal and 25 percent non-Federal) is directly applicable to the
PED costs. The current estimateof the PED cost is $900,0Q of which the non-Fedemlsponsor
wouldbe responsiblefor $225,(X)0.

Fe&al PED tiding of $150,000 has already been provided in the FY 1997 budget. Future
fundingis expectedto be budgetedby the Administration. The non-Federalsponsoris aware of its
requirementsfor PED and is taking appropriatebudget actions to ensure the availability of the
necessary funding. Additionally, during PED, MPA must find their design and construction
actionsfor the dredgedmaterialplacementsite.

4.2.6 Financing Plan (PQ MPA)

Planning Division is responsible for obtaining the
coordinatingHeadquartersapprovalof the document.

non-Federal sponsor’s financing plan and
Actionsinclude: (1) review of final project

cost estimatesto ensm proper cost alloation and cost-sharingapportionment;(2) review of the
sponsor’s fmcing plan for viability and compliance with applicable Corps of Engineers

,- regulationsregardingaxt-sharing; (3) coordinationwith Headquartersfor commentsand approval;
(4) analysisof the non-Federalsponsor’sfinancialplan; (5) assistanceto the non-Federal sponsor

-.
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with any revisions; and (6) obtaining the final financingplan and statementof financialcapability ‘ -
from the non-Federalsponsor. v

The Maryland Port Administrationis responsiblefor providing the financing plan and financial
capabilitystatement. Actions include: (1) preparationof the letter of inten~ (2) preparationof the
statementof financialcapability; and (3) prepamtionof the financingplan which documentsthat
adquate non-Fedemlfbndingis availableto accomplishthe project.

4.2.7 Project Cooperatkm ~ ~-c, RE, m, OP, MPA)

The kasibility report will serve as the project decision document which
cooperation agreement (PCA). The project manager in -S and
Division oversees actions to prepare, negotiate, and execute the PCA.
developedby the BaltimoreDistrictand the non-Federalsponsor.

supports the project
Project Management
The PCA is jointly

The coordinationand technicalwork will be managxl and accomplishedby Real Estate Division
with coordination and input h the Maryland Port AdministratioII(including their Geneml
Cound) and the Baltimore District’s Office of Counsel and Operations Division. Actions will
include: (1) review and updating the draft PCA; (2) obtaining technical input, as necesary; (3)
coordinationof the PCA with non-Federalsponsor’sproject manager and counsel; (4) negotiation
of any modifications with the non-l%deral sponso~ (5) pmpa.mtion and coordination of
modificationsand the final PCA with Officeof Counseland Hadqurtm; (6) review of the final
PCA for policy consistencyand legal sufficiency;and (’7)amangementof PCA executionbetween
AssistantSemtary of the Army for Civil Worksand the non-Federalsponsor.

4.2.8 Tecbical ReviewConfemmces(OP)

The technical manager in Operations Division will be mponsible for accomplishingthe design
coordinationand technicalresolutionmeetingswith the Corps’ North AtlanticDivision(NAD)and
Headquarters (HQ) which ensure eariy coordination in the approval process for the design
memorandum and plans and specifications. Participation by the non-Federal sponsor is
encoumged. Two meetingsare expected (1) the general&sign conference(El) held shortlyafter
initiationof PED to coordinate technical design issuesprior to initiationof detailed des@nwork;
and (2) a technical resolutionconferenceheld midway thonmgh the de@n effort to review ship
simulationresults and design criteria and assumptionsprior to the developmentof final designs.
Actionsinclude: (1) schedulingmeetings; (2) coordinatingBaltimoreDistrictand MPA input; and
(3) documentingreds and agreements.

4.2.9 Value Engineering WE, on

Fe&ml law mandateseffectiveuse of value engineering(V@ by all Federal a~ncies to establish
realistic budgets, to identi& and remove nonessential _, and to improve the quality of
acquisitions. By delegation,Corps policy requiresthat VE studiesbe petiormed for the designsof
all constructionprojects with a current working estimate of $2.0 million or more. Further the
policy states that smaller projects shcnddbe studiedwhen determinedto be cost-effective. Based

--



uponthat criteri%the designof this projectwillbe studiedusingVE methodology. Performanceof
the VE studywill be accomplishedin a closelycoordinatedpartnershipamong the project manager,
the design manager, the designer, and the value engineer, following approval of the fmibility
report. Based on the expected activities during the preconstructionengineering and design, the
optimumtime to perform the VE studyis after completionof the geotechnicaldrillingactivities.

402010 Dredged Materhl Pkement Si (MPA)

The MarylandPort Administration(MPA)as the non-Federalqxmsor will accomplishall actionsto
provideand prepare the dredge materialplacementsites for use for project constructionand fhture
maintenance. MPA will closelycoordinateactions, especiallydesign review, Section404 permits,
and environmental compliana documents,with the project and technicalmanagers to ensure that
use of the chosen site complieswith COIPSrequirements. MPA actionsmust occur during PED in
order for the sitesto be atilable when the constructioncontractis advertised. Actionsinclude,but
are not limited to: (1) acquisition, (2) design, (3) site modifications, (4) relocations, (5)
environmentaland culturalresourcecompliance,(6) permits, and (7) public involvement.

Detailed des@nwork will gather any additional informationrequirtxi and finalize design of the
selectedplan. Ship simulationswill be required for design of the bmnch channels, because new
channelsand corner cut4fs am involvedin the project. Ship simulationsare used to improve the

\ safetyof channel&sign; however, no simulationwill be conductedfor the anchorageand turning
basin. Detailed&sign actionsconsistof all investigationswhich support the &sign memorandum,
follow-onNEPAdocumentation,and plansand specifications.

4.2.11.a Engineering Analysis (OP’). Operations Division will be responsiblefor engineering
work associatedwith the general navigationfmtures, as well as sediment testing and evaluations.
Operations Division will: (1) provide all necesmry surveying and mapping of the anchorages,
channels,and turningbasii at the start of des@n;(2) direct and conduct technicalwork to develop
and prepare designsfor the anchorages,channels,and turningbasin, includingparticipationin ship
simulation work by WES; (3) determine shoaling rates and initial and maintenance dredging
requirements;(4) calculatedredging quantities; (5) conduct Section 404 testing and evaluationof
the sediments, if necewary; (6) review the MPA plan for monitoringwater quality during dredge
pl=ment activities; (7) incorporate non-Federal sponsor input, value engineering study
recommendations,and input fkorn Hea-rs; (8) *h guidance fhm the Corps’ North

Atlantic Division and Headquarterrs for resolution of design issues; and (9) provide input to the
scheduleof constructionactivities.

The Corps’WaterwaysExperimentStationwill conductthe ship simulationswith involvementfrom
BaltimoreDistrict, MPA, and the Associationof MarylandPilots.

Geotechnical and Water Resources Branch in Engineering Division will conduct subsurface
explorationand geotechnica.1testing of sediments for the general navigation f-res (e.g., the

.. -...
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turning basin). They will also review geotechnicalaspects of the design of geneml navigation -
fares. ‘-

Ham&us, Toxic and RadiologicalWaste (HTRW) Branch in EngineeringDivision will miew
any HI’RWaspectsof follow-onNEPAor other environmentalcompliancedocumentation.

Hydrologyand HydraulicsSection in EngineeringDMsion will review the hydrodynamicaspects
of the designof the generalnavigationfkatures,includingparticipationin the WES ship simulation
studies.

Cost EngineeringBranch in EngineeringDivision will: (1) provide cost input to project design
considerations, such as cost compariw, (2) develop initial and final cost ~ with
contingenciesof initial construction, as well as average annual maintenancecost estimates fix
finalized&sign; (3) provi& input to annual Federal budget process; and (4) prepare a namative
reportof cost estimate.

Design ManagementBranch in EngineeringDivisionwill provkk supeMsory and administrative
supportservicesto EngineeringDivisiontasks.

The MarylandPort Administrationwill accomplishall designwodcnecesswyfor the modifications
to the dmlged material placementsites. At this time, no firtkr BaltimoreDistrict nwiew of the
placement site design is anticipated. However, if further review is naessary, the design
coordinationrquired to ensure the site(s) meet Federal engineeringand environmentalcompliance
(includinggroundwaterissues),will be accomplishedusingfink in the contingencysubaccount. .=

4.2.11.b Economic Analysis (PLP). Cop guidance nquires that during pmnstruction
engineeringand design, the approvedproject benefit analysesare to be updated every three yearn
through submissionof a limited reevaluationreport. Since award of the construction contract
(December1999)is expectedto occur in less than three years of the March 1997f~ibility report,
no limited reevaluationreport is planned. However, shoulda designmemomndumbe required, it
will includean updatedbenefit analysis. Regardless,the ftibility study’seconomicanalyseswill
be reviewedby PlanningDivisionduring the preconstructionengineeringand design phase. This
reviewwill includeupdatingthe project’sbenefkost mtio. The updatedcosts will be providedby
Cost EngineeringBranch.

4.2.11.c Emimnnwnhl Compliance (PLP). Planning Division is responsible for keeping
environmental compliance cument as &ailed design progresses, including preparation and
coordinationof any follow+n National EnvironmentalPolicy Act (NEPA) and Section 404M01
documentsrequired to address new informationor design changesduring PED. The compliance
review will cover Federal agency responsibilitiesassociatedwith the constructionof the general
navigationf~res and the project’s use of the sponsor-provideddredged material disposal sites.
The non-Fedemlsponsor is responsiblefor providingany informationand obtaining permits and
complianceappmva.1for the placementsites.

\
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/“ Based upon the fdbility study findings that there are no HTRW sites and no adverse fish and
wildlifeeffectsrelatedto the project, no fiwtheractionsare planmxifor these subjectareas, except
for nxiew of newinformationfor consistencywithcurrent compliancedocumentation. If a follow-
on environmentalassessmentis needed, it will be prepared as a stand-alonedocument, separate
fkomthe designmemorandum.

Baltimom District actions include: (1) evaluate refinements or changes to the proposed project
during PED for adequacy of existing NEPA and Section 404M01 documentation; (2) prepare
follow-onNEPAdocumentand updatedSection404 evaluationand 401 certification, if necmary;
(3) accomplishand coordinatepublic review, if necessary; inordinate with pertinent Federal,
State, and local agencies, as well as the non-Fedemlsponsor; (5) coordinatewith the non-Federal
sponsorand OperationsDivision’sRegulatoryBranch to faditate any Section 404 permit actions
requiredfbr the placementsites.

Currently, the projectteam anticipatesthat there is a low likelihoodof designchangesor changesto
envinmmental conditions which would require additional analyses or investigations. This
conclusionis based on the use of ~-Miller Island as the placement site. Should the placement
site be changed in the fbture, then additional environmentalanalyses may be required for this
project.

The Maryland Port Administmtion actions include: (1) coordinate information and actions
regardingdredgedmaterialplacementsite with PlanningDivisionand OperationsDivision(Section

. 404); and (2) accomplishall environmentalcompliancefor placementsites so that sitesare available
for projectuse prior to advertisementof the projectconstructioncontract.L

4.2.11.d Cultuml Resources Compliance (PIX) Planning Division is responsiblefor keeping
Federal cultural mources mmpliance current as “detailed design progresses, to address new
information or design changes during preconstruction engineering and design (PED). The
compliancereviewwill cover Federalagencyresponsibilitiesassociatedwith the constructionof the
generalnavigationf-s and the project’suse of the sponsor-provideddredgedmaterial disposal
sites. The non-Federal sponsor is responsible for providing any information and obtaining
complianceapprovalfor the placementsites.

Basedupon the faibility studyfindingsthat there are no cultural resouns affectedby the general
navigationf~tures project, no fimtheractionsare planned, except for review of new information
for consistencywith current compliancedocumentation. However, if follows cultural resourm
compliancework is needed for the placementsite, it will be prepared by the non-Federal sponsor
and coordinatedfor Section106complianceby the BaltimoreDistrict.

Baltimore District actions include: (1) evaluate refinementsor changes to the proposed project
during PED for adequacy of existing cultural nxources compliance documentation; (2) prepare
follow-on actions, if nece&ary; (3) coordinate with
placementsites;and (4) coordinatewithpertinentFederal

the non-Federal sponsor regarding the
and stateagencies,as needed.

— .



The Maryland Port Administration actions include: (1) coordinate information and actions -
Rgading dredgedmaterial placement site with PlanningDivision;and (2) accomplishall cultural
resources mnpliance for placement sites so that sites are available for project use prior to

w

advertisementof the projectconstructioncontract.

4.2.11.e Real Estate (RE-C) ● Real Estate Divisionis responsiblefor laqing real estate aspects
of the project current as detaileddesign progresses. Becauseboth the general navigationfeatures
and the dredged material placement sites are under Fe&ml navigationalsefitu&, no ownership
interestsare required fbr the project and no real estate activitiesdated to acquisitionor rights-of-
entryare planned.

4.2J2 Euvimnmmtal kesment (m

Planning Division is responsible for accomplishingfollow-on NEPA compliance, if nded to
addressnew itiormation or &s@nchangesduring PED. If a follow-onenvironmentalassessment
isneeded, itwillbep @ ~~ h the des@ memorandumand be coordinatedfor public
and agency review as a stand-alonedocument. Planning Divisionwill: (1) accomplishall actions
required to prepare the NEPA documenc (2) conduct public and agency coordination; and (3)
complete the NEPA process and compliance actions. MPA is responsible for providing any
informationand complianceapprovalregardingthe dredgedmaterialplacementsites.

4Q.13 DesignMeIIM)radum (OE ~ PL)

The fmibility report will serve as the project decision document which supports project e
authorizationand the project cooperation agreement. However, a &sign memorandummay be
preparedto documenttechnicalinformationfor the detailed&sign of the recommendedplan which
has not been incluckxlin the feasibility report. The decision whether to complete a design
memorandumwill depend on the level of design changes during preconstructionengineeringand
design; this decision will be coordinated with and concurred in by the Corps’ North Atlantic
Division.

If a &sign memorandumis prepared it is expectedto primarily oonsistof the results of the ship
simulations, subsurfaceexploration, ~eotechnicaltesting of the sediments, and an update of the
project’s economics, including the benefit-oost ratio. As a technical document, the design
memorandumwill be reviewedand approvedwithin the BaltimoreDistrict, in accordancewith the
technical review policy. Should a design memorandumbe required, the technical manager in
OperationsDivision is responsiblefor: (1) coordinatingand obtaining input from other District
offices, MPA, and the Corps’ Watenvays ExperimentStation; (2) preparing the mporGand (3)
coordinatingthe review and approval process. If a design memorandumis required, Engineering
and PlanningDivisionswill contribute the pertinent documentationof their technicalanalyses, as
wellas participatein the technicalreview.
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/’ ‘ 42.14 Plans and Spf!cifiications(OR ~ PQ IIEJ

‘.. Plansand specificationssuitableas biddablecontractdocumentswill be pmpred which includesall
the generalnavigationfmnx of the project – Anchorages#3 and #4, South Locust Point branch
channel, Seagirt/Dundalk branch channels, and the turning basin. The draft plans and
specificationswill i.E provided to the non-Federal sponsor for review and comment prior to
proceedingto finalization. To shortenamountof reviewand approvaltime in the project schedule,
the plansand specificationswill be transmittedwith the designmemorandumfor concurrentreview
and approval,if a &sign memorandumis required.

The technicalmanager in OperationsDivisionwill be nxponsible for preparationand coordination
of the approvalof the plans and specificationsof the general navigationf~, with assistance
from EngineeringDivisionand coordinationwith PlanningDivision,Real Estate Division, and the
non-Federalsponsor.

Operations Division will: (1) prepare the plans and specifications for the general navigation
f~reg (2) incorporate resuks of &tailed design investigations; (3) calculate final mged
material quantitiesfor initial construction;(4) coordinate miew and incorporatecomments from
the pruject team, the Corps’ technical review process, and the non-Federal sponsor; (5) conduct
biddability, constructability and operability (BCO) review and obtain certification; and (6)
coordinatefinalapprovaland signingof the plans and specifications.

Planning Division will review the plans and specificationsfor consistency with environmental
/ compliance documentation. Real Estate Division will review the ~lans and specifications toY

confirmthere are no real estate requirementsincluded. Cost E@neering Branch in Engineering
Division will prepare cost estimates for the %-percent and final plans and specifications.
Automation Technical Management Section in Engineering Division will edit and coordinate
Division 1 through 16 specifications, and assemble the plans and specifications package.
EngineeringDivisionwill reviewthe plansand specificationsfor technicaladquacy.

4.2.15 Construction Contract Document (OR q m, W)

One constructioncontract document will be prepared for the project. This document includes
dredgingand dredged material placement for all the general navigationf~tures of the project –
Anchorages#3 and #4, South Locust Point branch channel, Seagirt/Dundalkbranch channels, and
the turningbasin. The acquisitionplan is describedlater in Section4.3.6. of this plan. The contract
actions during the preconstructionengineering and design phase will consist of all actions to
prepare, nwiew, and approvethe contractdocumentup to the start of the advertisementprocess.

The technical manager in Opemtions Division will be responsible for seeing that actions to
accomplish preparation and approval of the contract kuments are completed prior to the
scheduledadvertisementdate. OperationsDivision will provide the plans and specificationsand
respondto any technial issues. Cost EngineeringBranch in EngineeringDivisionwill provide the
governmentcost estimate. Contacting Divisionwill: (1) provide the contmctclauses; (2) prepm

.———-
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the contract document;(3) coordinatereview and approvalof the mntract
and (4) prepare the text of the CommerceBusinessDailyannouncement.

4.2.16 Permits (OR P~ MPA)

by O&e of Counsel; ~--~

v

The technical manager in Operations Division oversees permitting and compliance activities
requiredfor dredgingof the general navigationfeaturesand use of the dredgeddisposalplacement
sites fbr the Fe&al project. All permits must be obtained befbre the constructioncontract is
advertised.

PlanningDivisionwill completeNEPA, Section404, and Section401 ~irements for the Federal
project -g and placementactions. RegulatoryBramh in OperationsDivision is responsible
for issuingany pertinentDepmtmmt of Army permits, includingSection404, requiredfix MPA’s
developmentand use of the dredged material placement sites. Planning Division will obtain all
other permits and approvals ibr the Federalaction. MPA is responsiblefor obtainingall permits
and compliance approvals regarding the dredged material placement sites. If nemsary, any
required reviewof the placementsite permits by the BaltimoreDistrict technicaldivisionswill be
accomplishedwith contingencyfimds.

4.2.17 Contingencies- I%xxm@mctionEugine&ng aud Design (IT-C)

Project contingenciesduring the preconstructionengineeringand designphase will be managedby _
the projectmanagerin Programsand Project ManagementDivision.

.
-w

4.3 CONSTRUCTION PHASE

The main productsand actionsof the constructionphase for the BaltimoreHarbor Anchoragesand
Channelsprojectare describedbelow. It is expectedthat the constructionphase will be initiatedin
October 1999, after receipt of Federal fimds for construction and execution of the project
-mti~ a~ment. -truction-phase actionsare expectedto last 24 monthsand will end in
September2001 with the fiscalclose-outand final reportingin the life<ycle reportingsystem.

The Baltimore District will construct the general navigation f~res through a single dredging
contxact. The work is expectedto occur over two dredgingseasons,due to the amountof material
and volume limitationsof the placementsite. The MarylandPort Administrationwill provide and
operate the dredged material placement site, includingmonitoring of discharge and groundwater
water quality.

4.3.1 Construction L&Cycle Project Management (PP-C)

The projectmanagerin Programsand Project ManagementDivisionwill be rmponsiblefor the life-
cycle project managementprocess, consistingof overall managementof project scope, schedule,
budget, and quality,as well as providingthe primarypointof contactwith the non-Fedemlsponsor. , -
Actions include: (1) monitor all activitiesand specifically,the project performancedative to the

‘~

A-14

/lrll I *@-nc-rAl rr[M-.r-[l[llc%



7’ project’sdetailedscheduleand scheduledobligationsand expenditures; (2) prepare Fedexalbudget
requestsin coordinationwith Civil Programs Branch; (3) facilitate actions to resolve potential or
existing issues; (4) prepare monthly xeportingmaterials to CoTs’ North Atlantic Division; (5)
reportprojectprogressat District Project ReviewBoard meetings; (6) coordinatewith other Coxps
elementsand the non-Fedemlsponsor; (7) develop and monitor the project schedule, with input
from the technicalelements;and (8) coordinateproject close-outactions.

4.3.2 Construction ~ ent (OP)

The technical manager in Operations Division will be responsible for (1) management of the
technical work and document approval coordination related to construction activities, including
constructioncontract documents; (2) facilitationof the contract award; (3) physical construction;
and (4) environmental wmpliance and permits. Actions include: (1) providing OP input to the
project scheduleand budget (2) monitoringOP tasla and costs; (3) quality assuranceand quality
control; (4) procurementand managementof work by constructioncontracto~ (5) coordination
with project team, project manager, and non-Federal sponso~ (6) prepamtion of pertinent
correspondence;(7) attendanceat meetings;and (8) presentations.

4.3.3 Public Involvement (I?P-C;PAO; MPA)

The project manager in Programs and Project ManagementDivisionoverseespubIic involvement
and coordinationactivities. Decisionsand actions will be made jointly by the BaltimoreDistrict/,
and the non-Fe&ral sponsor,and closelycoordinatedby the two organizations. All public inquiries
and news media requests for information will either be directed to, or cleared through, the
BaltimoreDistrict’sPublic Afhirs Ofke. The coordinationand technicalwork will be managed
and accomplishedby OperationsDivisionand the MarylandPort Administration,with supportfrom
Planning Division and involvementand coordinationwith Public Affairs Office. Actions will
include: (1) attendanceat public meetings; (2) Federal, state and local agency coordination, as
needed; (3) informationalpresentationsto interest groups; (4) responses to technical and policy
inquiries regarding the pmjec~ (5) coordinationwith technical staff of non-Federal sponso~ (6)
preparation of public involvementmaterials xegardingthe project; and (7) prepamtion for any
ceremoniesfor PCA signing,groundbreaking,and dedication.

4.3.4 Constmction Fimding (PP-C; PP-~ H@ MPA)

Theprojectmanagerand Civil ProgxamsBmnchin Programsand ProjectManagementDivisionare
respmsible fbr ickmtifjringand obtaining Federal and non-Federal finding for the construction
phase. In order to have a cxmtruction start in Fiscal Year 2(KKI,the request for Federal
constructionfinding will be initiated in 1998, at the start of the FY 2000 budget process. The
projectmanagerwill closelycoordinatewith Civil ProgramsBranchto requestconstructionfunds in
a timelyfashion.

Duringthe preconstructionengineeringdesignphase, the MarylandPort Administrationwill set up
its financingfor its share of the project constructioncosts.
dy for usage by the executionof the project cooperation

L
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find their acquisition,designand constructionactions for the dredgedmaterialplacementsites such
that the site is in pke by the time of the constnwtioncontractaward.

w

4.3.5 Real Estate (RE; MPA)

Real Estate Division is responsible for keeping real estate aspects of the project current as the
constructionphase progresses. Becauseof Fe&al navigationalsewitu&, no ml estate activities
related to acquisitionor rights-of-entryare planned. However, Real Estate Divisionwill evaluate
other aspectsof the sponsor’sresponsibilitiesfor lands, easements, rights+f-way, relocatkms,and
dredgedmaterialplacement(LERRD),and coordinatewith MPA and the projectteam as needed.

The MarylandPort Administrationis responsiblefor pruvidinga usabledmdgtximaterialplacement
site. Prior to the advertisementof the constructioncontract, MPA will certi~ that the placement
sitesare availablefor use by the Cows for the project.

4.3.6 Construction Contract Advertising and Award (OR CT EN)

One contractdocumentwill be prepared for the constructionof all of the generalnavigationfares
of the project The work will be advertisedas a fixmfixed price contract with unit prices for the
dredgematerialquantities.

instruction-phase contractactions will consistof all actions to advertiseand award the contract.
The contract can be advertisedwhen the Mowing actionsare complete: (1) PICAexecution; (2)
Fe&ml and non-F6deralconstructionfimdsreceived; (3) dredgedmaterialplacementsite available -
for project use; and (4) all permits and complianceactions complete. During the advertisement
period, Operations Division will initiate any necasary con- amendments, and Engineering
Divisionwill prepare the governmentestimate. Followingthe advertisementperiod, bids will be
openedand, if appropriatein comparisonwith the governmentestimate,a contractwill be awarded
to the qualifiedlow bid&r. Prior to ccmtmctaward, a pre-awardSuweyof the apparentlow bidder
will be petionned to assess qualifications. The succewfidbidder will not begin actual site work
until a notice-to-proceedis issued by the Contacting Off&x. The ContractingOfficer shall be a
duly appointedand authorized individualfrom the BaltimoreDistrict’s ContractingDivision who
has the required training, experience,and warmnt of authority.The ContractingOfficer shall have
the finalauthorityon all contractualmatters.

Upon issuance of the notice-tqmceed, the contract will be administered by the Qerations
Division. Modificationsto the contract will be promsed according to the Federal Acquisition
Regulations(FAR), Defase Fk&ral AcquisitionRegulations(DFAR), Army Fe&ml Acquisition
Regulations (AFAR), Engineering Federal Acquisition Regulations (EFAR), other pertinent
regulations,and BaltimoreDistrict policiesand procedures. Changeswill be cxmrdinatedwith the
non-Federalsponsor,but the final decisionwill rest with the Contacting Officer.

The technical manager in Operations Division will be responsible for seeing that actions to
accomplishcontractadvertisementand awardare completedas scheduled. OperationsDivisionwill
respondto any technicalissuesand conductthe pre-awardsumey.

~

A-16



“Y,’

ContractingDivisionis responsiblefor accomplishingthe advertisementand awardprocess. Actions
include: (1) reproductionof the plans and specification~(2) advertise contract; (3) respond to
questions;(4) fdize the contractand other documents;(5) amlinate reviewand appuval of the
contractby Officeof Counsel;(6) awardcontract;and (7) issuethe notice-oproceed.

In EngineeringDivision, Cost EngineeringBranchwill provide support regardingthe government
estimate. Automation Technical Management Section in Design Branch will assist in the
advertisingand awardprocess.

4.3.7 Construction Activitks (OR MPA)

Operations Division will be responsible for the accomplishmentof all physical construction
activities, as well as coordinating with the non-Federal sponsor and other District elements to
molve issuesrelatedto physicalconstruction. Actionsinclude:(1) administrationand management
of the dmdgm“ g con-, (2) before- and after-dredgingbathymetricsumeys to measure contractor
p-, p- ar Mging dmwings; (3) inspedon of the constructioncontmctor and their
activities;(4) coordinationto resolve constructionproblemswith appropriateDistrictelements, the
non-Federal sponsor, and the contractor; (5) preparation of periodic field reports; and (6)
preparationof contractclose-t documents.

No hazardous,toxic, and radiologicalwaste (HTRW) has been identifiedas being associatedwith/
the projecq however, OperationsDivisionand the contractorwill be responsiblefor followingthe
~pI’Opti@ state and Federd kiws, as well as corps of Engineersguidance, shouldmy HTRWbeL
encounteredduring construction. The project manager will immediatelynotifj the non-Federal
sponsorupon obtainingknowledgeof the presence of HTRW on the project site. Likewise, the
sponsorshall immediatelynotifi the BaltimomDistrictupon receivinginformationthat indicatesor
revals the presenceof HTRWon the project site.

The MarylandPort Administrationis responsiblefor monitoringwater qualityof the dischargeand
groundwaterat the dredged material placement site during construction, and maintainingpermit
compliancxx

4.3.8 I@ineering and DesignDdng Construction (OE EN; VE)

OperationsDivision, with assistanceas needed from EngineeringDivision, will be responsiblefor
any fhrther engimxring work associated with the general navigation f-res which is required
during the construction phase. Actions include: (1) responding to engineering issues during
construction;(2)performing site visits with constructionmanagementpersonneland contractor to
firther clari~ design intent and assist in implementationof designed fmtures; (3) providing
technicalguidanceto resolveissues@ated to changedfield conditions;(4) calculatingfinal annual
maintenance dredging requirements; and (5) providing plan for incorporating operation and
maintenanceof the projectwith other BaItimoreHarboroperationand maintenanceactivities.

..

..
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The DistrictValueEngineer(VE), in coordinationwith OperationsDivision, EngineeringDivision, -
and the non-Fe&al sponsor,will evaluatEand respondto contractor-raisedvalueengineeringstudy
recommendations. VE work during constructionis fimded from the realizedoost savings, and is w

not part of projectcosts.

EngineeringDivision elements will assist as needed. Cost EngineeringBranch will provide the
government cost estimate for contract modifications, as well as provide ~ operation and
maintenancedredging dmates input to budget Upd21tCS, and pm final M-CACEScode of
accountsestiute for projectclo&ut actions.

4.3.9 Planning During Comtn@bn (I%)

Planning Division is responsible fbr prwvidingcontinued technical assistance as needed during
constructionto&p projecteconomicsand environmentaland cultumlcompliancecurrent. To that
end, Planning Divisionwill: (1) maintain infommtionon economic feasibilityof the pmj~ (2)
monitor and update commodity,vessel, and tra& route trends; (3) update benefits and costs, as
neede@(4) reviewfinalcoststo ensurepropercost allocationand apportionment;(5) updateproject
benefit+mstratio for Federalbudget submissions;(6) update the NationalEconomicDevelopment
(NED)benefitanalysis,as needed;and (7) participatein public involvementas needed.

Planning Division is responsible for keeping environmental and cultural resource compliance
current as construction progresses. Actions include: (1) participate in field hspections fix
environmentaland cultural aspects; (2) evaluate instruction actions for adequacy of existing -
NEPA, Section404, and culturaldocumentation;(3) update NEPAand Section4W401 documents ~
required to address new infonmtion or &sign changes during construction; (4) coordinate with
pertinentFederal, State, and local agencies, as well as the non-Federalsponsorand other District
elements;and (5) participatein public involvement,as needed.

4.3.10 Project Completion (’IT-C; OP’)

The project manager in Programs and Project ManagementDivision, is responsiblefor managing
and coordinating actions to formally complete the project. Support will be provided from
OperationsDivision, tintracting Division,Civil Programs Branch, ResourceManagementOf&,
other Districtelements,and the non-Federalsponsor.

The OperationsDivisionwill be mponsible fir certi&ing to the project manager the project is
physicallycomplete. The project manager shall in turn noti~ the Ma@md Port Administration
that the project is physicallycomplete and that Fe&ml operationand maintenanceresponsibilities
havebegun.

The project manager, in coordinationwith other District elements, will be responsiblefor: (1)
confirming final project costs and rest-sharing allocations; (2) completing fiscal closeet
documents;and (3) havingthe finalauditperformedand the projectcertifiedas fiscallycomplete.

\

‘ --
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.’”-“-’. 4.3.11 Ceremonies (IT-C; PAO; MPA)

Ceremoniesexecuting the project cooperationagreement as well as initiating or concluding the
constructioncontractswill be held at the discretionof the non-Federalsponsor. If ceremoniesare
held, the project managerand the Co~s’ Public Afhirs Office will coordinatewith and assist the
non-Federalsponsor in preparing for and conductingsuch ceremonies. Members of the project
teamwillbe invitedto and providepertinentassistancewithprojectceremonies,as appropriate.

4.3.12 Collthlgmcies - Construction (PP-c)

Project contingenciesduring the construction
Programsand ProjectManagementDivision.

phase will be managed by the project manager in

5. SCHEDULE

This project managementplan reflects the BaltimoreDistrict’scapabilityto perform the identified
tasks. The milestonescheduleassumesthat sufficientFderal and non-Federalfhnds are provided
in ~ 1997and subsequentyearsas requiredto effectivelyaccomplishthe work.

The Gantt chart included in Appendix B to this project management plan presents the tasks,
responsible organizations, and schedules for the primary actions required for project
implementationduring the preconstructionengimxxingand design and constructionphases. The

‘~ organizationshownfor each task is the technicaloffice responsiblefor succedhlly completingthat
action or product, includingobtaining support actions from and coordinatingwith other offkes.
Whenthe W f=ibility report is approved,this schedulebecomesthe baselinefrom whichproject
implementationis measuredin the Corps’managementsystem.

The Maryland Port Adrninistmtion(MPA) and the Port of Baltimommaritime community have
requested that the project improvements be constructed as soon as possible. The MPA has
indicatedthat it will be ready to sign the project cooperationagreement,provide the non-Federal
payments,and make the dredgedmaterialplacementsite availableto accept material in accordance
withan initialdredgingin late 1999.

The BaltimoreDistricthas developeda schedulewhich provides sufficientdurationsand float time
to accomplishthe requiredactionswithin a reasonabletimeframe. The resultingschedulepruvides
for initiationof physical constructionin Federal Fiscal Year 2000. At thk time, the schedule is
limited by the expected project authorization in 1998, and the follow-on receipt of construction
finds in F&ieralFiscalYear2000.

The major PED and construction mikxmmesare shown in Table A-1. A detailed schedule is
providedin AppendixB to this project managementplan.
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TABLE A-1

MAJOR MILESTONES

PRECONS’IRUCTION ENGINEERIN G AND DESIGN
and

CONSTRUCTION PHASES

BALTIMORE HARBOR ANCHORAGES AND QMNNELS PROJECT, MD ANDVA

FY97

FY 98

FY99

In!(x)

Apr 97
May 97
May 97

sep98
sep98

&t98
Jan 99
Feb 99
Apr 99
May 99
Sep 99

Ott 99
tit 99
Nov 99
Dec99
Jan 00

FY 01 Apr 01
Sep 01

ExecuteAgreementFor PED Phase
InitiatePED Phase
BeginSimulationAnd DesignWork

NEPAand Permit compliance Complete
Draft DesignMemorandumCompleted

ProjectAuthorizationin WRDA ’98
Approvalof DesignMemorandum
Draft Plansand SpecificationsCompleted
Fti Plansand SpecificationsCompleted
Submittalof ProjectCooperationAgreement(pCA) package
Approvalof PCA and Ficing Pkm

ReceiveConstructionFunds
Sign PCA
AdvertiseConstructionContract
AwardConstructionContract
Notice-~ProaM to Con-r

AcceptPhysicalConstruction
ProjectCloseout

NOTES:
SchedulereflectstheassurnptimthattheAssktantSecretaxyof thetinny (CivilWorks)will- @ mkct’s
initialccmstrwtiontiding riiqwsttotheOfficeof ManagementandBudgetin latesummer1998.
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/ 6. BUDGET ANDCOST ESI’IMATE

6.1 OVERVIEW OF BUDGETANDCOST-SHARING

A summay bud~t is presented in Appendix C. The budget allocates planned expendituresby
Federalfiscalyear for the preconstructionengineeringand design(PED) and constructionphasesof
the project. This budget uses the M-CACESproject cost estimate from the ftibility report.
Project constructioncosts were estimated by Cost Estimting Branch; costs for the Corps’ PED-
and construction-phaseactivities were provided by each Petionning organkation; and costs
associatedwith the ddge material placementsites were providedby MPA. These costs will be
updated and revised during the PED and constructionphases, based on plans and specifications
information,reviewand inputhom the non-Federalsponsor,and actualconstructioncosts.

The cost-sharingpmisions for PED and constructioncosts will be detailedin the PED and project
cooperationagreements, respectively. In general, the tiding of PED and construction of the
general navigation fatures for the Baltimore Hmbor Anchora~ and Channels project is cost-
shared at roughly 75 percent Federal, 25 percent non-Fedeml. Additionally, the sponsor will
provideanother 10percentof project costsafter construction,to be paid over a period not to exceed
30 years, with this share reduced by their cnxiit for lands, easements, rights-of-way, relocations,
and disposalareas.

The 25-percentnon-Fe&ral share is paid in cash during the preconstructionengineeringand design
~ and constructionphases, as dkd for in the agreementsgoverningthosephases. Upon completion

of the project, the non-Federalsponsor can receive a credit fbr the value of the allowed lands,
easements, rights+f-way, relocations, and dredged material placement sites (LERRD) to apply
towardsthe post-construction10percent non-Fedemlshare.

Sincethe MarylandPort Administrationhas designated Hart-MillerIslandas the placementsite for
the Anchomges dredged material and this fwility was constructed prior to the 19% Water
ResourcesDevelopmentAct, all actions related to the LERR.D’srequired for project construction
are a non-Federalresponsibilityand are not cost-shared. The costs for LERRDare includedin the
totalcost of the project, exceptthat no cost (or associatedcredits)is includedfor real estate interests
or rights in landswhichare under Fe&ml navigationalseMtude. The anchoragesand channelsare
under navigationalservitude;therefore, no costs (or credits) for acquisitionof lands, easementsor
rights-of-wayfbr the dredgedarea is includedin the projectcost estimate.

However, the cost of providinga placementarea for the dredged material is included in the total
project cost estimate. Since Hart-Miller Island was acquired in the 1970’s and has been since
creditedon other Corps projects, the cost for acquisitionof the proposedplacement site at Hart-
Miller Island is not includedin the cost estimate. However, a proportionateshare of the costs to
modi~ the placementsite for the additionalvolume of material is included in the estimate, The
share associated with the placement of material fkom the Baltimore Harbor Anchorages and
Channels project is estimatedat $2,065,000.
cost, and is expected to be the non-Federal

Thus, this amount is includedin the ovemll project
sponsor’s credit towards their post-construction10-
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percent payback. Given a 10-percent construction cost share of $2,720,(X10
$2,065,000, the MarylandPort Administration’spaybackamountsto $655,000,
over a periodof time not to exceed30 years.

and the credit of ‘-
whichwill be paid

v“

6.2 PRECONSTRUCTION ENGINEERIN G AND DESIGN PHASE

Theco6t of thepremnstm ction engineering and design (PED) effort is currently estimated at
$W,000. The PED agreementis the legal mechanismwhichoutlinesthe cost-sharingof PED at
the time of the work effort. The overall project cost-sharingpercentage (roughly 75 percent
Fe&ml and 25 percentnon-Federal)is directlyapplicableto the PED costs. Accordingly$the PED
cost will be split $675,(X10from Federal fhnds and $225,000 from non+etkxal fimds. The
Maryland Port Administration’scosts to coordinate the PED effort are included in the overall
project costs, via the PED CoordinationTeam provision of the PED agreement. The sponsor’s
a)sts m currentlyestimatedat $55,000.

A summaryof the PED cost estimate is noted in TableA-2.

6.3 CONSTRUCTION PHASE

During the construction phase, both Federal and non-Federal funds must be available to the
BaltimoreDistrict prior to initiation of the actions for which they are required. The total filly
tided cost of project construction is estimatedat $29,265,(XXI(includingthe cost to modi~ the -
dredgedmaterialplacementsite; costs are at October 1996price levels). This will be cost-sharedat
roughly 75-percent Federal and 25-percent non-Federal shares. Upon execution of the project
cooperationagreement,a portion of the non-Federalshare ($6,987,~) will be providedeach year
in proportionwith the Federal fhnds, and the expectedconstruction-phasespending.Of the $29.3-
millionprojecttotal cost, $555,()(K)is estimatedfor the constructioncontractand managementto be
performedby the CoqM.

The Maryland Port Administration’swst for dredged material plmment site modificationsand
relocationscomprises $2,065,000 of the $29.3-million constructioncost. This will not be cost-
shared with the Federal government. The necewiry sponsor expenditureswill occur prior to the
signingof the project cooperationagreement, in order to have the placementsite availableprior to
advertisementof the constructioncontract. Theseexpenditureswill be creditedto the sponsor’s10-
percentpostumstruction shareafter completionof projectconstruction.
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TABLE A-2

BALTIMORE HARBOR ANCHOMGES AND CHANNHS, MD AND VA
PRECONSTRUCTION ENGINEERING AND DESIGN COST ESTIMATE

TOTAL PERCENT
ESTIMATED OF FISCAL YEAR DISTRIBUTION

OFFIC~ASK COST * TOTAL FY 1997 FY 1998 FY 1999
bxrsaing Division

Contrax Prepmations $2#00 $0 so $2,000
Printing of Pkns and Specifications $10,OOO g g $10,OOO
Tti - C~ing $12,000 1.3% $0 $0 $12N00

*- ~tim

Tcchnicsl Managanaat $13,400 S2,000 $7,3(X) $4,100
Hydrology snd Hydrauks $12200 S9,800 $2,a)o
Oeo@hniad Analyses- Driiklg S78,(M)0 $78$XD $0 $0
Damsandhwtigstions $8,800 $4,700 $3,7(KI
HTRW - Testing/CompliMCCReview $2@00 $1,000 $1,000 so
Tccimicsl Support (Spax) S4,300 $0 so $4,300
cost Estimating $14,alo g $9,100 $4,900
Tad - Engimxrii $132,700 14.7% $81,800 $31,900 $19,000

)pcrstions Division
Tcclmiad Msnagancnt $57,600 S8,200 $35,000 $14,400
DCS@Rmimconf&CnCCS S4,500 $2,200 $2,300 $0
VslucE@nOcring $4,800 so S4,800 $0
Design Munorsndum

Detailedsump $lo,oa) $Io,m so $0
Drawings snd Qu8fttiies S4,1OO $4,100 so $0
Ship Simuhtion Studies $125,a10 $50,000 S75,000 $0
tiragcs Design $7,200 $0 $7,200 $0
Shoaling/O&M Rcquiruwnts S4,800 $0 $4,800 $0

DM Repsdon $21,600 $0 S21,600 $0
Plsns snd Spocifkations

Plsns SndSpxs S6,700 so $5,000 $l,7m
Survqw $20*000 so $10,OOO $lo,m
Drawings SndQusntitks $&m so $4,100 $4,100

contingencies $19,800 $0 $10,OOO $9,800
ContrtnxAdvertisement S4,000 g g $4*OOO
Totsl-opcrat ions Division $298,3(N 33.1% $74,500 $179,800 $44,000

hnning Division
Technical Management $14,000 $000 $8,W $2,000
EconomicAnalysis $69,000 $10,OOO $45,000 $14,000
EnvironmentalComplisncc $21,200 $10,OOO $3,200 S8,000
Total - Planning DMsion $104,200 11.6% S24,000 $56,200 $24,000

bgHUUSand Proj- Msnaganent Division
Progrsm Mlmagcrneat $5Slal $12,000 S6,000
Proj- Manq Unalt z&. $9,700 $40,000 $22,300
Total - PPMD $95,000 10.6% $14,700 $52,000 $28,300

&d Estate Division
Wad Estate Actions $0 $0
PcA AtAorJs $1,800 g g $1,800
Total -Real E#ste $2,400 0.3% $0 $1,800

‘due Engineering
Distri~ Vsluc Engineer $2,900 $0 $2,700 $2(M)
Contrsa Admhistrstion $2@00 $0 $2,000 $0
Contrtior/OVEST Team $30,000 $0 $30,000 $0
Dktria Team Input $9,500 g $9,500 g
Total - Vslue Engineering $44,40 4.9% $0 $44,200 $200

ponsor PED Coordbt ion $55,000 6.1% $5,000 $35,000 $15,000
:Ontingcncics $156,a10 17.3% $0 $50,300 $lo5,7al

— ---- --- .---— ---- --- - --- --- a- . . . . .
‘OtdRwuircd I S!mo.ow 1 lm.o% 1 Siz4100woI S4SUNUU 1 $uwJw

NOIES:
● October1996vakS.
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7. IDCAL COOPERATION

7.1 PmJIKT PARTNERSMP

This projectwill be structuredand pursuedwith the MarylandPort Administration(MPA)as a true
partmr with the Corps of Engineers in the endeavor. The roles and levelsof participationof the
COWSof Engineersand the MarylandPort Administrationas the non-Fe&al sponsor, are outlined
in this project managementplan and the projectcooperationagreement. The rights and obligations
of both parties are the sameas in a partnership. Each party is obligatedto ensure that the other is
filly infbrmedof all decision-makingproceses and that both parties have agreed to the decision,
within the guidelinesof their respectiverules and regulations. Each party has the right to receive
the &cision-makingdocumentsprior to the decisionand to voice their opinionbefore the decision
is made. Dealingsbetweenthe parties shallbe fm&d on a good fhitheffbrt, with the succesdhl
completionof the projectbeing the guidingprinciple.

7.2 PROJECT COOPERATION AGREEMENT

The succesdid completionof a project requires timely and effktive communicationsbetweenthe
Corps of Engineers, representingthe Fe&ml government,and the MarylandPort Administration,
the non-Federalsponsor. The project cooperationagreement(PCA) is the vehicle by which both
parties, through a binding contmctualdocument,rati& their mutual agreementconcerningproject _
responsibilitiesand obligations. A draft PCA is thoroughlycoordinatedbefore the final PCA is
executed. I&d Estate Division stafYh the Baltimore District will prepare and negotiatethe
PCA, with assistancefrom the project manager. The project manager is responsiblefor preparing
the necessay transmittaldocumentsfor processingthe PCA to the Corps’ North AtlanticDivision
and Headqwte rs offices. The formal PCA is expectedto be signedby the ExecutiveDirectorof
the MarylandPort Administrationand the AssistantSecretaryof the Amy for Civil Works. The
PCA must be executedprior to advertisementof the projectconstructioncontract.

The PCAdefinesthe responsibilitiesand obligationsof the Federaland non-Federalpartnersfor the
fill sptrum of the project. The PCA will define the project f~tures to be constructed,expected
costs, the cost-sharingrequirements,and the non-Federalsponsor’spaymentplan. It will identifi
the non-Federal sponsor’s requirements for lands, easements, rights+f-way, relocations, and
dredgedmaterialplacementsites(LERRD);and will explainthe sponsor’sreceiptof tlnancialcredit
for applicableLERRDtowards the sponsor’sshare of project costs. The PCA will define Federal
and non-Federalresponsibilitiesshouldhaardous, toxicand radiologicalwastebe encountered.The
PCA will identify accountingand audit requirements. It will outline: (1) project management
procedures, includingCorps of Engineers’and Maryland Port Administration’spoints of contact;
(2) record-keepingand reporting; (3) approval process for modifications to planned actions,
construction,schedules,costs, etc.; and (4) dispute resolution. The PCA will i&nti~ Federal and
non-Federalresponsibilitiesfor fhtureoperationand maintenancefor the project. --

,,-.
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/. 7.3 PUBLIC AFFAIRS MANAGEMENT

/.- Keeping the public and special interest groups, particularly the Port of Baltimore maritime
communityand environmentalregulatoryagencies, informed of the planning and progress of the
project is important to the successof the project. The MPA shall be responsiblefor information
disseminationand adination with the public, as deemedappropriate. The BaltimoreDistrictwill
filly supportand participatein any public informationprogramsdesired. The informationprogram
willbejointly developedby the BaltimoreDistrictand MPA.

All public inquiries and news media request for informationregarding this project will either be
directed to, or cleared through, the Baltimore District’s Public Affkirs Office. The non-Federal
sponsorhas a role to ensurethataccurate,and timely informationis providedto the media.

8. MANAGEMENTPLANS

8.1 INTRODUCTION

This section describes the organizationalstructure, responsibilities,and methods used to manage
and control custs, schedulesand technicalperformancein implementingthe projec~ It addresses
documentation, levels of management responsibilities, sponsor contacts and responsibilities,
procedures, and systems used to manage the project in accordance with ER 5-7-1, Project

+.. .“ Management.

8.2 MANAGEMENT STRUCTUREANDRESPONSIBILITIES

The BaltimoreDistrict’sproject managementstructureand its attendant roles and responsibilities,
encompasscoqmmte, project and task level monitoring and control with a goal of pro&cing a
qualityproduct in a timelyand cost4fective manner.

82.1 Executive Committee

The overall mxporate managementof the project is the responsibilityof the
which will be comprised of the Baltimore District Engineer, the Deputy

Fkxutive Committee
District Engineer for

Programsand Proj&t Management,the Chiefof OperationsDivision,the ExecutiveDkctor of the
Maryland Port Administration, and the manager, Harbor Development, Maryland Port
Administration. The Executive Committee will meet periodically throughout project
implementationto review project progress and finances, and to resolve significant issues, as the
needarises.

.-. ,
,..

.,:,,..
.- -,
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8.2.2 Rwject ReviewBoard

It is the Project Review Board’s responsibilityto fms the attention of the Baltimore District’s -
corpomte leadership on the project. They are required to resolve major issues, concerns and
problemsbroughtbefore the board by the project manager, fictional area, or local sponsor. The
board’sactionupon the identifiedtrendsof the quality, scope, cost, budget, and scheduleis critical
to the District’sability to produce the project on time and within budget. At each meeting, the
board is charged with reviewingand evaluatingproject executionand management. The Project
ReviewBoardis responsiblefor takingactionon scheduleand cost changequests (SACCR).

8.2.3 Rqject Manager

The proja manager provkks macro-levelmanagementof the ovexallproject and is the primary
BaltimoE District point of contact with the non-Federalsponsor. The project manager sems as
project leader, responsiblefor managingthe projectparametersof fimds, budgets, schedules,scope,
and quality. The project manager ovemees execution of the overall pmjtzt consistent with
corporate commitments, and pruvides management continuity throughout the project
implementation,from prepamtionof the projectdesign throughconstructionand project turnoverto
the operationand maintenancephase.

The project manager is rwqxmsiblefor upward reporting to the Project Review Board and for
Peon of vi~ ~~qcle project managementreports. In addition, the project manager’s
responsibilitiesincludethe monitoringof project schedulesand fhnces, processingof scheduleand
cost changerequests, managementof contingencies,preparationand review of budget documents, -
developmentand processingof the project cooperationagreement, and identificationof problems
and issues. The project manager has the responsibilityand authority to challenge the techniml
issueswhen necmary. The pmjezt manager fmilitates resolutionof project-relatedissues, and is
the non-Federalsponsor’sprimary interke for project issues.

8.2.4 TecMcal Manqyxs

The developmentof a timely, qualityproductwithin the establishedtask budgetis the responsibility
of the technical manager for each task and ultimately, the project manager. In addition, the
individual District elements supporting that task are responsible for scope of work preparation,
contractnegotiation,and performanceof any work to be completedby consultantsor other Federal
agencies. The technical managers are responsiblefor the content and quality of their technical
product. They have responsibilityfor the total development,scheduling,managing,authorization
of workand progressupdatingof their technicalproduct.

Technical managers are responsible for controlling costs with regard to contractors, in-house
technicalstaff, and managementwithin their technicalfields. Technicalmanagersare responsible
for managingwork products with the establishedbudget, as defined in the project management
plan. If additional funds are required, they must be requested and approved by the project
manager,and mustbe fidlyjustified, for reasonssuchas a changeof project scope.
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./ Technicalmanagersare responsiblefor the qualityand timelinessof productswithin their technical
fields. Technicalmanagersmonitor the schedule, identi~ problemswhich cdd lead to schedule
delays, and * corrective actions to minimize schedule impacts. Technical managers keep the
project manageraware of the status of technicalproducts, and inform the project manager when
schedulechangesare unavoidable. The technicalmanagersare responsibleto initiate scheduleand
mst change requests(SACCR’S)that affizt their portion of the project. They are responsiblefor
keepingthe project manageradvisedof the progressof technicalproductsat regular intervalsduring
the project. Technicalrnaniqyrssurfaceissuesand problemsat the earliestopportunityand serveas
the point of contactwithall parties interestedin technicalissues.

8.2.5 Mject Team

The project team is responsiblefor accomplishmentof the project tasks in accordance with the
project managementplan and appropriate Federal and State guidance and regulations, providing
qualityactionsand productswithinbudgetand on schedule. The study team will regularlymeet to
coordinateon study progress, interim findings, scheduleand financialstatus, resolutionof project
issues,and all matters relatedto implementationand mmpletionof the project

The project team is composedof representativesffom the BaltimoreDistrict’sOperationsDivision,
EngineeringDivision, Planning Division, Real Estate Division, Contracting Division, Off@ of
Counsel, Resource Management Office, Civil Programs Branch in the Programs and Project
ManagementDivision, and other elementsas needed. The Co~s’ WaterwaysExperimentStation
and any District contractor are included in the prqject team. In addition, representativesof the
MarylandPort Administration,includingbut not limited to a project manager, and the Association
of Marylandpilots are also pti of the team.

Roles and responsibilitiesare described is Chapter 4 of this project managementplan, and except
where noted otherwise, follow the Baltimore District’s responsibility matrices for the
preconstructionengineeringand design and constructionphases. Specific task responsibilitiesare
notedon the project schedulein AppendixB.

8.2.6 Non-Federal Sponsor

The MarylandPort Administrationserves as the non-Federalsponsorand participatesas a partner
with the Bakimom District in implementationand operation of the project. The non-Federal
sponsoris responsiblefor managingand accomplishingthe portionsof the projectassignedto them,
to produce quality productsand actions within budget and on schedule. They are responsiblefor
employinga consistentset of project managementstandardsacceptableto the Federal government.
Throughtheir appointedproject coordinator, they participate in prepOringthe project management
plan, approve scheduleand cost change requests, and review decisicmdocumentsand construction
contractsbefore award. The non-Federal sponsor is ako responsiblefor surfacing problems and
issuesat the earliestopportunity,and to inkiate scheduleand cost changerequestsfor their portion
of the project. The sponsorwill be responsiblefor having representativesat appropriate working
meetingsand meetingswithagenciesand officials.
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Effectiveand timely mmmunicationsbetween the BaltimoreDistrict and the non-Fe&ml spon~r ~-–-
must berecognized asakqin gredient to the successfd completion of the project within the r
establishedparametersof this project managementplan. The BaltimoreDistric#s project manager ‘ -
shall be responsiblefor keeping the MPA coordinator inhned of project progress and finding
status. The MPA coordinatorshall informthe Corps’projectmanagerof eventsor actionsevolving
withinthe sponsor’sarena whichwould affector im~t the project.

8.2.7 Co@ract@ Offii

The ContractingOfficer is the only individualauthorizedto contractudy obligatethe UnitedStates
of America. All Corps ContractingOfficersare warrantedwith authorityto enter into contractsfor
as muchas unlimitedamounts.

As the business agent for the F&ieral government, the Contracting Officer, with input tim
technical personnel, District (hunsel, auditors, and the Maryland Port Administration, makes
decisions regarding acquisitionstrategy, source selection, and contract award. Certain business
decisionsare the sole responsibilityof the ContractingOflizr, and in this regard, the Contacting
Officerhas the final word on all contmctualmatters. -

8.2.8 De@y for Small Business

All preposed contracts are reviewed by the Deputy for Small Business
exclusiveaward to small, small and disadvantaged,and minoritybusinesses
government-widemandatory programs. Once such a ~view is completed,

—

for consideration for
under any number of
a recommendationis --~

madeto the ContractingOfficerand the final decisionbecomespart of‘theacquisitionplan.

8.3 RESOURCE ALWCATION

The tasks and schedule for implementingthe project, as well as the responsibleand supporting
organhtions are identifiedin Sections4.2 and 4.3 of this project managementplan, as well as in
the responsibilityassignmentmatrix of the project sche&le in AppendixB to this plan. The level
of effort and persomel required is reflected in the cost estimatesprovided by the various District
elementsand reflected in the project budget in the plan’s AppendixC. The Corps of Engineers
and the non-Fe&ral sponsor am both responsible fbr ensuring their organization has sufficient
mources, in both time and personnel, to accomplish the required tasks. Baltimore District
capabilityis providedthrough inclusionof this project in the annual Fe&al budgetand manpower
allocations. Each technid managerand Districtelement will manageand allocatetheir resmuces
as neededto accomplishthis and other projects.

8.4 SCHEDULE CONTROL

The project managerwill monitor and control the overall project schedulethroughuw of the work
breakdownstructure, responsibilityassignmentmatrix, and scheduleincludedin AppendixB to this \--
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/ plan. This overall scheduletmcks the major products, actions, Corps managementmilestones,and
< key deckion points required to implement the project. The sponsor will be included in major

decisionpointsand milestones.

Each task identified in the ovemll project work breakdown structure is the responsibilityof the
organhtion to which it is assigned. The technicalmana~rs of those orgmizations will develop
detailedwork breakdownstructuresand schedulesfor their tasks and use those detailedschedulesto
monitorand control their productsand actions.

The projectmanageris responsiblefor authorizingwork and managingthe overallproject schedule.
Should schedule slippages occur for individual tasks, the project manager will work with the
technicalmanagersand non-Federalsponsorto identifyways to xegainkey milestoneexecutionand
the overallproject schtxhde. If significantchangesto project tasksand schedulesare required, the
project manager will recommend a course of action and process approvals through the Project
ReviewBoardand the non-Federalsponsor. Changesto significantCoTs managementmilestones
must be approved by the Corps of Engineers’Headquartersthrough the processingof a schedule
and cost changerequest.

The projectmger is responsiblefor updatingthe project schedule, in accordancewith the project
~mmt ph and the project cooperationagreement,as necaary to manage the project. The
forecastscheduleshown in the lifeqcle reporting systemwill be used to show scheduleprogress
and updated at least every other month. The technical managers and non-Fedeml sponsor are

_ible for updatingtheir detailedschedules,as well as providingprogress informationon their
. portionsof the project as calledfbr by the projectmanager.

8.5 COST CONTROL

8.5.1 hINl~ Obli@ions and Expenditure

The projectmanagerwill monitorand controlproject finds through the use of the project schedule
in AppendixB, the project budget in Appendix C, and the annual scheduleof obligations and
expenditurespreparedby the project managereach Federalfiscalyear.

Monthly planned obligationsand expendituresare allocated in the obligationsand expenditures
scheduleas needed to track lids fir each mqjor project task using the chart of accounts work
codes. The project manager will review actual obligationsand expendituresfrom the Baltimore
District’s finance and accounting system each month to monitor and veri& the charges. The
sponsorwill be includedin major decisionpointsand milestones.

Task-specific tracking of finds and expenditures, as well as staying within budget, is the
responsibilityof the organizationto whichthe task or subtaskis assigned. The technicalmanagers
of thoseorganizationswill develop detailedobligationsand expendituresschedulesat the & and
supportorganizationlevels,
funding and expenditws.

L.

and use those detailed schedulesto monitor and control their actions,
The technical managers and the local sponsor are responsible for
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verifjing and updatingtheir cost inf-tion monthly. They will inform the project manager of ‘-/

anticipatedshortfWsor overageswith sufficientlead time to take comectiveactions, and provide
informationto the projectmanageras needed.

‘-

The project manageris responsiblefor authorizingwork and managingthe overall project budget.
Should tiding and expenditureneeds or slippagesoccur fbr individualtasks, the project manager
will work with the @chnicalmanagersand non-Fe&ral sponsorto i&nti@ ways to either regainor
adjust the obligationsand expendituresschedule. If significantchanges to the project tiding or
schedule of obligations and expenditures are required, the project manager will recommend a
course of action and process approvals through the Project Review Board and the non+txkxal
sponsor. Significantchangesmust be approvedby the Corps of Engineers’H&@uarten through
the processingof a scheduleand cost changerequestand reprogrammingrequests, if needed.

Projectcontingenciesare developedand assignedto each task througha risk analysismethod. The
project managerwill allocatecontingenciesin accordancewith proceduresand authoritiesoutlined
in ER 5-7-1, ProjectManagement.

8.5.2 Total Fm@ct Cod

The projectmanager, in coordinationwith the Civil ProgramsBranch, is responsiblefor monitoring
and updatingthe total projectcosts. Comparisonof the baselineand current cost estimateswill be
used to measurethe project’s successand Districtpetiormance. The cost estimateis mrnposed of
all costs to completethe work, regardlessof finding sourceor fimds type. lle cost estimatewill
be in code of accountsformat. The current estimatewill be maintainedand adjustedthroughoutthe _
life of the project.

The forecast project costs shown on the project executive summary in the lifeqcle reporting
systemwill be used to showanticipatedprojectcostsand updatesat leastevery other month.

8.S.3 Audit Pnxxdum

Auditprocedwesfor the projectwill be definedin the project cooperationagreement. The District
and the sponsor will keep books, records, documents, and other records pertaining to cost and
expenses incurred to execute the project in such detail as will properly and accmtely reflect the
totalprojectcost. All partieswill maintainsuchbooks, ~rds, documents,and other evidencefor
inspectionand audit by authorized representativesIkom the other parties to the project. Audit
procedureswill be in accordancewith:

● ER 1165-2-131,“ProjectCooperationA~ments for New Start ConstructionProjects;”
● OMBCircularNo. A-128, Subj~ “Auditsof Stateand LocalGovernments;”
● OMBCircularNo. A-87, Subject: “CostPrinciplesfor Stateand ImcalGovernment;”and
● FederalAcquisitionRegulations(FAR)Part 31, “ContractCost Principlesand Procedures.”

The Corps of Engineers will conduct at least yearly an audit of the sponsor’s records for the -
project, as is appropriate,to ascertainthe allowability,reasonableness,and allocabilityof ~sts for ~
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/-% inclusionas credit againstthe non-Federalshareof the projectcos~ The sponsorshall submit, three
monthsafter the end of their fiscal year, such recordsas they deem necesay for the Districtto do
the audit.

8.6 REPORTING

Project management reports serve to focus management attention on project delive~ and the
activitiesnecessary to complete the project within the specifiedscope, cost and time constmints.
Alongwith the projectne~ork schedule,the reports representa summationof the data neceswryto
assessthe statusof prqject activities, identi~ txendsand issues, fbrecastchangesto project schedule
and cost, and monitorthe accomplishmentof projectactivities.

8.6.1 Project Manager RepIo~

The projectmanagerwill submitmonthlystatusreportson the project throughthe project executive
summary in the life+ycle reporting systemto the BaltimoE District’s Project ReviewBoard, the
North Atlantic Division, and Corps Headquarters. The project manager also is responsiblefor
initiating,gatheringdata for, coordinating,and preparingthe fbllowing,as necessary:

● Contingencymanagementreport;
. project scheduleand cost changerequests(SACCR);
. Sponsor’sescrowaccountbalancereport; and
● Audit reports.

After receivinginput fkomthe technicalmanagersand the non-Federalsponsor, the projectmanager
shall finalizethe reports identifiedabove as necessaryto manage the prqject on a daily basis. The
project managerwill present these reports to the Project Review Board as necessaxy.The escrow
accountbalancexeportwill be supportedby a monthlybank statementwhich will be kept on file in
the District.

The Dktrict, through the project manager, will pmide the non-Federal sponsor with progress
updatesquarterlyduring the preconstructionengineeringand designphase. During the construction
phase, updates will be provided monthly. Updates will be amomplished primarily by telephone
between the project manager and the designatedpoints of contact. At the convenienceof the
Maryland Port Administration, periodic office visits will be made by the project manager to
provideprogressupdates.

The projectmanagermay scheduleor requestproject team meetingsas appropriate, with attendance
by non-Federalsponsor. The non-Federalsponsormay requestadditionalmeetingswith the Corps
of Engineersproject team, as desired,by contactingthe projectmanager.
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8.6.2 Techniad Manager Reporting ...?

The technicalmanagersare responsiblefor participatingin the initiationand updatingof all reports ‘-
related to their technicalproducts. They will report progress on the project scheduleand cost as
called for by the projectmanager. They will inform the project managerof problemsand issuesat
the earliestopportunity.Technkal managerswill initiatescheduleand cost changerequestsfor their
technicalarea, as necesmy.

8.6.3 Non-Federal Sponsor Reporting

The Maryland Port Administrationas non-Federalsponsor is responsiblefor participating in the
initiationand updating of all reports. They will report progress and costs as called for by the
project manager. They will inform the project manager of problems and issues at the earliest
opportunity. They will initiate scheduleand cost change requests as necessary. They will work
with the projectmanagerand Federalauditorsto producethe escrowand audit reports.

8.7 10TAL QUALITY MANAGEMENT

It is the policy of the Corps of Engineersto deliver quality engineering, design, and construction
seMces and products to customers on schedule and within project scope and budget. The
BaltimoreDistrict will employ the quality managementprocess in place in the District, as well as _
the technicaland policyreviewprocess recentlyimplementedCorp%wi&.

-w
8.7.1 Reconstructkm and Construction Docummts

Preconstructionand constructiondocuments,includinginterim study results, designmemorandum,
environmentalassessment,plans and specifications,and contract &cuments, will be prepared by
the project team with the umkrstanding that the products must meet Corps of Engineer standards
and policies. The documentsare reviewedby the project team, includingthe non-Federalsponsor,
for consistency with project goals. During the review and approval process, documents are
reviewedas appropriateby the BaltimoreDistrict, North Atlantic Division, and Headquarterrs and
the non-Federalsponsorfor consistencywith the projectcooperationagreementand Corps, Federal
and state lawsand policies. OperationsDivisionpetiorrns quality control checks of the plans and
specificationsin the biddability, constructability,and operability miew process. The contract
documentsare fbrther reviewedby Office of Counseland ContractingDivisionprior to award of
any constructioncontract.

8.7.2 Constmction

Constructionquality control will be provided by a contractor quality control organization as
required by the standardprovisions of each constructioncontract. Additional quality assurance
reviews and checks will be performed by Operations Division. Additionally, the non-Fe&ral
sponsormay submitquality review comments. The Contacting Officer will consider and include
in the contract,as appropriate,these reviewcomments. .,y
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8.7.3 Reject Issues
.’

When necesary, the project team will be assembled to examine project issues and produce a
BaltimoreDistrictpositionconsistentwith COIPS,Fedeial and state policies. The Distict position
will be filly developed and recordtxi through the use of position papers, as applicable, and
coordinated for concurrence and approval as appropriate with the non-Federal sponsor, the
BaltimoreDistrict’sProjectReviewBoard, the ExecutiveCommittee, the North Atlantic Division,
and COWS Headquarters.

8.8 CHANGE CONTROL

8.8.1 General

The projectmanagementplan is a livingdocument,and will be revisedas neededby the Corps and
the non-Federalsponsor to accommodatechanges in project implementationcreated by progress,
new information,changesin policy, andotherowurrences.

Requestsfor changesin project scope, schedule,costs, or budget can be made by the prqject team,
the non-Federalsponsor, contractm, regulatoryagencies, the Coxpsof Engineers, and Congress.
I@WStSfor significant changes must be submitted in writing. The project manager, through.r consultation with technical staff, will respond to change requests by identifying technical

-. comments, fimding, and schedule impacts that will result tim the change. If the change k

warranted, the project manager, in coordinationwith the non-Federal sponsors, will adjust the
scheduleand will seekadditionalfinding, as necasary.

Revisionsto the project managementplan will be coordinatedwith BaltimoreDistrictelementsand
the MarylandPort Administration. Concurrencefrom the BaltimoreDistrict Project ReviewBoard
and MPA will be obtained prior to implementationof significant changes. Changes to the
authorizedproject cost and approved schedulefor major milestones will be approved by Corps
Hexuiquartersand MPA.

The principal vehicle for formal request and approval of significantproject changes will be a
scheduleand cost change request (SACCR). lhe project manager will proms the request for
action and approval to the appropriate level. The project manager will keep a sequentially
numbered,dated and accuraterecord of all project scheduleand cost change requests. The project
managerwill keep firther writtennotes, memoxanda,and phoneconversationlogson a dailybasis.

8.8.2 Schedule Change Control

The project schedule includeskey Corps managementmilestones, which will be utilized by the
projectmanagerto analyzethe need to changeor update the project schedule. The project manager
will forecast the need for a change against a milestone at the earliest opportunity in the project

-L’
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executivesummary in the life-cyclereporting system. Changes to significantCorps management ,-. ,

milestonesmust be approvedwith a scheduleand cost chan~ request.
v

8.8.3 Cost Change control

The project is subjectto statutoryand regulatorylimitations. me project managerwill monitor the
projectcost againstthese limitsduring the life of the project. The projectcost is summarizedin the
baseline and current approved esthtes The project cost will also be monitored against the
baseline estimate which will seine to i&iicate the amount of cost growth that the project is
experiencing.The project manager will report approved and forecast project costs on the project
executivesummary in the Iifeqde reporting system. Changesto project costs must be approved
witha scheduleand cost changerequest. If projectcosts exmed the authorizedSectionX)2 limi~ a
post-authorizationchange must be approved and the project authorization limit increased by
Congress.

8.8.4 Budget Change control

Usingthe scheduleand cost changeproceduresoutlinedabove, the project managerwill reviewand
modi~ the project budgetas may be required for the welti of the project. The project manager
will work through Civil Programs Branch to prepare budget testimonyand to change the Federal
and non-Federalbudgets. In accordancewith the project coopemtionagreement,budget changes
will be coordinate with the sponsor. All changesto the budget will be documentedand retained
on file.

8.805 Contract Modifications

Contmct changes or modifications will be enacted as directed by the Federal Acquisition
Regulations(FAR), Defmse Federal AcquisitionRegulations(DFAR), Army FederalAcquisition
Regulations (AFAR), Engineering Federal Acquisition Regulations (EFAR), other pertinent
regulations,BaltimoreDistrict policies and procedures, and the terms of the contract between the
Fe&ml governmentand the contractor. Modificationswill be coordhated with the non-Fe&ral
sponsorand approvedby the ContractingOfficerand the projectmanager.

8.9 SAI?ETY PLAN

The Baltimore District Safety and Qxxqntional Health Office is on the project team and will
provide assistancein performingvarhs types of safety reviews, ickmtificationof required safkty
and healthtraining requirements,coordinatingsafetyand health requirementswith the non-Federal
sponsoras needed, and ensuringthat the contractorand sponsorpersonnelon site comply with all
safetyand occupationalhealthrules, regulations,and directiveson this project.

All personnelengagedin work on this project shalloomplywith the Corpsof Engineers’Safktyand
Health Requirements Manual, EM 385-1-1, as revised; @upational Safkty and Health Act --
(OSHA)standards;and all other nationallyrecognizd consensusstandardsof suchorganizationsas

+
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. National Fire Protection Association (NFPA), the National Electric Code (NEC), and the
EnvironmentalProtection Agency (EPA). If a conflict exists between the Corps of Engineers’
safety and health requirementsmanual and any other recognized standard, the most stringent
requirementwill be met.

An appropriateactivityhazardanalysiswill be made by the appropriatetechnicalmanager for each
phase of the pmjec~ The analysis shall include descriptionsof the potential hazards and the
P- methodsand proceduresfor accomplishingthe activity in a safe manner. The Baltimore
District’sSafetyand OccupationalHealth Office will review tiety and halth plans for accuracy,
completeness,and overallcompliancewith applicablestandards.

8.10 SWURITY PLAN

The BaltimoreHarborAnchoragesand Channelsproject is a dredgingproject and, as such, has no
classifiedproject fkatures. No classifiedinformationwill be generatedor used in the course of this
project. Contractgovernmentestimateswill be controlledas ‘For Official Use Only” until after
award of the contractor modificationfor which the estimate was prepmd. Certain estimatesand
other budgetaryinformationprepared for use with this project will not be subject to release under
the Freedom of InformationAct. The BaltimoreDistrict’s Ofh of Counsel will ti the final
determinationon the releaseof any informationrequestedunder the Freedomof InformationAct.
All other informationrelatingto this project is not to be safeguardedin any particularmannerand is
not intendedto be withheldfrom publicuse or dissemination.

------
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(

ORGANIZATIONAL BREAKDO WN STRUCTURE

RESOURCENAME ABBREVIATION

Washingtonkvel
U.S. Congress CONG

Department of the Army DA
secretaryof the AImy SEC ARMY
Asst. Secretaryof the Army (CivilWorks) ASA(CW)
Corpsof Engineers,Headquarters(CivilWorks) HQ; USACE; CECW
COIPSof Engineers,North AtlanticDivision CENAD;NAD

Corps of Engineers’WatmwaysExperimentStation cm; WEs

BaltimoreDistrict CENAB;NAB
DistrictEngineer DE
DeputyDistrictEngineerfor Programs DD-P

and ProjectManagement

,/
ConstructionDivision co

ConstructionSemite Bmnch co-s
ConstructionManagementSection Co-se

ContractingDivision CT
A/E AcquisitionBranch CT-A
Contxactsand ProcurementBranch m-c

EngineeringDivision
Cost EngineeringBranch
DesignBranch

TechnicalSupportSection
DesignManagementBranch

CivilWorks Section
Geotechnicaland Watm ResourcesBranch

Damsand EmbankmentsSection
Geologyand InvestigationsSection
Hydrologyand HydraulicsSection

HTRWBranch

EN
EN-C
EN-D
EN-DT
EN-M
EN-MC
EN-G
EN-GD
EN-GG
EN-GH
EN-H

InformationManagementOffice IM
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ORGANIZATIONAL BREAKDOWN STRUCTURE

RESOURCENAME ABBREVIATION
Officeof counsel Oc

OperationsDivision OP
@tdOnS TechnicalSupportBranch OP-T
RegulatoryBranch OP-R

PlanningDivision PL
Civil Project DevelopmentBranch PLP

Progmmsand Project ManagementDivision PP
Civil ProgramsBranch PP-P
Civil Project ManagementBranch PP-C

PublicAfhirs Office PA

RealEstateDivision RE
Civil ProjectsSupportBranch RE-c

ResourceManagementOffice

Safktyand OccupationalHealthOf&x SA

ValueEngineering VE

ContractedResources
Architect-EngineerContracts
ConstructionContracts Const

Mandand Port Administration
ExecutiveDirector
Genelalcounsel
PublicInformation
HarborDevelopment
EngineeMg
RealEstate
Construction

MPA
MPA-ED
MPA-GC
MPA-PI
MPA-HD
MPA-EN
MPA-RE
MPA-CO

Associationof MarylandPilots AMP

.

-

PED hktriX
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BALTIMORE HARBOR ANCHORAGES AND CHANNELS,MD AND VA
PRECONSTRUCTIONENGINEERINGAND DESIGNCOSTESTIMATE

TOTAL PERCENT
ESTIMATED OF FISCALYEAR DISTRIBUTION

OFFIC~~K COST * TOTAL FY 1997 FY 1999

hntnwtingDivision
Conh’actPreparations $2,000 $0 $0 $2*O(X)
. .Plmtmgofplanssndspccifkations $10,OOO $0 g $10,OOO

Total-Contracting $12,000 1.3% G $0 S12,000
:“mgxmingDivision

TedmiadManagement $13,400 $2,000 $7,300 $4,100
HydrologyandHydraulics $12,200 $9,800 $2,0m
OcotcchnkxdAx@yscs-milling $78,000 $78,000 $0 $0
DamsandInvestigations $8,800 $4,700 $3,700
HTRW -TestinglComplianceReview $2,(X)O $l,mo $1,000 $0
TedmkalSupport(Specs) S4,300 $0 $0 $4,300
costEstimating $14,000 g $9,100 $4,900
Total-En@eer@ $132,700 14.7% $81,800 $31,900 $19,0m

)perationsDivision
TedmkalManagement $57,600
Dagnmniw Confel’emes

$8,200 $35,000 $14,400
$4,s00 $2,200 $2,300 $0

valueE@mrhlg $4,800 $0 $4,800 $0
DesignMemorandum

DetailedSlxveys $10,OOO $10,OOO $0 $0
DrawingsandQuantities $4,100 $4,100 $0 $0
shipSiuluhwm“ studies $12S,000 $So,ooo $75,m $0
AnchoragesDes@ $7,200
_O&M Rquimmem

$0 $7,200 $0
$4,800 $0 $4,800 $0

DM Preparation $21,600 $0 $21,600 $0
PlansandSpecifications

planssndspecs S6,700 $0 $5,000 $1,700
surveys $20,000 $0 $10,OOO $10,000
hWiII@ and@mtitics $8,200 $0 $4,100 $4,100

Contingencies $19,800 $0 $10,OOO $9,800
ContractAdwrtkmm $4,000 g g $4,000
Total-OpaaO“OnsDivision $298,300 33.1% S74,SO0 $179,800 $44,000

lamingDivision
Tednbd Management $14,0m $4,000 $8,000 $2,000
Ecommic AMlysis $69,0CM) $lo,om $45,(XKI$14,000
EnvirOlmmtalComPliax= $21,200 $lo,om $3,200 $8,000
Total-Plaxmmg“ Division $104,200 11.6% $24,000 $56,200 $24,000

iwgrsmsandProjectManagementDivision
ProgramManagement S23,000 $5,000 $12*OCM) $&m
projectManamment $72,0CMl $9,7a3 S40,000 $22,300
Total-PPMD $95,000 10.6% $14,700 $52,000 $28,300

MI EstateDivision
RealEstateActions $0 so

PICAActions $1,800 g g $1,800
Total-RealEstate $2,400 0.3% $0 $1,800

r~~~
DistrictvalueEngimer S2,900 $0 $2,700 $200
ConIractAdministration $2,000 $0 $2,000 $0
Cmtractor/OVESTTeam $30,000 so $30,000 $0
DisfrictTctunInput $9,500 g $9,s00 $0
Total-ValueEn@axing $44,400 4.9% $0 $44,200 $266

ponsorPED Coordination $55,000 6.1% $5,000 $35,000 sls,mo
bxltillgencies $156,000 17.3% $0 $s0,300 $10s,700
‘Otd Required $900,000 100.0%?$200@oo $4So,ooom,m
NOTES:
● Octder19%values.
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BALTIMORE HARBOR ANCHORAGES AND CHANNELS, MD AND VA
P!RQJECT COST ESTIMATE *

FULLY
FUNDED

FEATURE SUBACCOUNT DESCRIPTION ESTIMATE

12 NavigationPorts and Harbors
02 Harbors

01 Mobilization,Demobilization,and
Preparatory Work $2,492,000

15 Mechanbl Dredging
02-AA East Dundalkchannel $383,000
02-BB Seagirt/connect@ Chanwl

and westDundalkchannel $2,166,000

02-ccsouthbCustPoint $1,653,000
02-DD CutoffAngle $1,047,000

02-EE Anchorage#3 Modification $8,246,000
02-FF Adorage #4 Modification $7,919,000
02-GG Thing Basin $1,709,000

subtotal – Subaccoum15 $23,123,000

20 Dredged MaterialPlacementArea
02 Site Work** $2,065,000

30 pm, Engineering,and Design $1,030,000

31 ConstructionManagement $555,000

TotalProjectCost $29,265,000

NOTES:
* FullytidedVdUt% ascalculatedin&tober19%.
** PortionofHart-MillerIslanddike-raisingassociatedwiththeAnchoragesproject.
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. PMP APPENDIX D

L

INDEXOF PMPELEMENTS

TheCorpsof Engineersproject management regulation,ER5-7-1, identifies 21 elementsthatcanhave
a signifi-&nt im@ct on ‘co~, schedule, and quality of projects and should be addressed in
management plans. The index below shows where these elements are addressed in the PMP.

1.

2.

3.

4.

5.

6.

7.

- 8.

9.

10.

11.

12.

13.

14.

15.

16.

17.

ELEMENT PMP ~ATION
Scope of Work .... .. . . . . .. . . . . . ...0... .. . . ...0.... . . . . . . ...0.. . .. . . . . . . . . . ● .. . . . . . .. . . .0.. Sections 3; 4

WorkBreakdownStructure....0....0........0.0..0......0..... ● 0....000...● 0.0....0..0.. AppendixB

or_Oti Breakdown Structure .. . . . . . .. .. . ● .. O. O..*... . 0 . .00.00.., ● . . . . . . . ...0 ● .* Appendix A

Responsibility Assignment Matrix .. . ...00.... .. . .. . .. . . .. .0..0.. Section 4; Appendices A andB

Schedules.... ........● ....0...... .........00.● .0.....00...0..0..0..0......0..0.0Section5; AppendixB

Budgets and Cost Estimates ● . .. .. . . . .. . .. ....0..... . . . .. .. . . . .. .. .0....0.00. Section 6; Appendix C

Cument Benefits Plan ...0.....00. ● . 0 ...00..0. . . . 00.0...0. ● 0...00..0.0 .. 0..0 Sections 4.2.1lb; 4.3.9

ResourceAlkmtion Plan● ..0..0....,.. ...........*.*..*Sections4; 8.3; AppendicesA,B, andC

Lad CooperationPlan...........● .............0..0...0........... ● ...0...... ........0..● *...Section7

Acquisition Plan .. .. . . . ... . . . . . ..0..0... ... ..0...... .. . .. . .. . .. . . .**...**....*.Sections 4.2.15; 4.3.6

R&dEstate ● . .. . ...0... . . 0 .0..00... . . . . . ...0... . . * *..*...** . . . . ...0.... Sections 3; 4.2.1l.e; 4.3.5; 6

TotalQualityManagement Plan ● . . .. . . ...0. .00. . ...0.0...0..0..0.0...0..,...0.. . . . . . . . . . . Section 8.7

Value Engineering Plan .. . . .. . . . . . ● *...**..*... . ...0..0. . . . . . . . . .. . . . . . ...0... . Sections 4.2.9; 4.3.8

Safety Plan .. ...0...0. . . . . . . . . . . . . . . . . ...0.. ● . . . . . . . . . . . . . . . . . . . . . . . . ...0.... . . . . . . . . . . . . . . . . . Section8.9

SecurityPlan .... .......0● ................00.............0...● .. .................0........0.Section8.10

culturalResourcePlan ..........0..................0..................... .Sections 4.2.11.X 4.3.9

Environmental Plan . . . . .. . . . . .. . ..*..*.*..**......*. . . . %tions 4.2. 11.c; 4.2. 12; 4.2. 16; 4.3.9

project
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18.

19.

20.

21.

ELEMENT PMPLOCATION
Management Control Plan ● . .. . . . . . . . . ● . . . .. . .. . . . . . . .. . .. . . . . ● .. .. . . . .. . . . .. . . . .. .. . .. . . . . . . .Section

ReportingRequirements. . . . . . . . . . . . . . . . . . . . . . . . . . . ...0.0... . . . . . . . . . . . . , . 0 .00...... . . . . . . . Section 8

ControlPlan .00...0..00... . . . .. . . . .. . . ...0...00. .. . . . .. . . . . . . . . . . . ...0.. ● .. . . . .. . . . Section

PMPAppendix....................0... ● ..........0............. ..............0......AppendicesA
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