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1.0
Introduction
1.1 Background Information

This guidance should be read in conjunction with:

· “Delivering Academy Buildings through PfS – Guidance Document – The Design Group” published by PfS

· “Delivering Academy Buildings through PfS – Guidance Document – The ICT Strategic Integration Group” published by PfS

1.2 Purpose of this Guidance Document
To procure a school building through the PfS Contractors’ Framework, the Local Authority (LA) may need to appoint a Project Manager and/or Technical Advisor to undertake the day to day running of the project on the LA’s behalf.  This appointment will be via either the PfS Technical Advisor and Programme and Project Management Framework, through the LA’s own Framework if a suitable one exists or via an OJEU (or other acceptable public sector procurement process such as GCAT) competitive process.

Alternatively the LA can use its own internal resources to undertake the role of Project Manager/Technical Advisor if they are sufficiently qualified and experienced.  If using internal resources, the LA should be aware that collateral warranties are required for some surveys, and will need to ensure that these will be available. 
This document is a template for the Local Authority (LA) to use as a basis for the development of a scope of services for the procurement of a Project Manager and Technical Advisor to support the construction of a school or schools through the PfS Contractors’ Framework.  
Throughout the document all references to the client refer to the LA.
When procuring the position of Technical Advisor/Project Manager the LA should adapt the scope to one which is appropriate for their requirements. For example, if the LA has an internal Project Manager appointed and only wishes to procure the role of Technical Advisor the below scope should be modified to reflect this. 
The scope of works for the role of TA and PM should be discussed and reviewed by your PfS Project Director.  If the LA is using the PfS TA/PM framework, the PfS Project Director will need to agree the scope with the LA prior to the release of the procurement documents to the TA/PM Framework panel members. 

1.3 Design User Group

A Design User Group (DUG) will be established soon after the Academy Project enters the feasibility phase and will be in place until the building is handed over. The purpose of the Design User Group is:

· As guardian of the Sponsor’s Education Vision for the Academy;

· To ensure the vision is reflected in the design development undertaken during the procurement phase;

· As the key group responsible for ensuring the design proposals are within the agreed funding envelope (with the LA accountable for delivery within budget);

· As the main stakeholder body for consultation on all design matters during the pre-procurement, procurement, design and construction phases of the scheme(s);

· To input to the brief for the design of the Academy;

· To set the Design Quality Indicators (DQIs) for the scheme; 

· As the key group responsible for ensuring the build programme is realistic and achieved;
· To sign off the Outline Business Case for approval from PfS;
· To sign off the final designs by the Selected Panel Member / LEP partner.

Further information on the purpose and role of the Design User Group is available from PfS. 

1.4 
ICT Strategic Integration Group
The ICT Strategic Integration Group should act as a sub-group to the Design User Group to oversee the development of the ICT strategy from Vision to Implementation and manage important interfaces between the Academy and local BSF programmes (where applicable), as well as the critical interface between the ICT Provider and Design and Build Contractor. 

The purpose of the ICT Strategic Integration Group is:

· As guardian of the Sponsor’s ICT Vision for the Academy;

· To implement a programme of work that ensures key outputs are available for the procurement, design development, construction and commissioning stages of the scheme(s);

· To develop and review the ICT Risk Register and Risk Management strategy;

· To develop and agree an ICT Responsibility Matrix for the design, construction and commissioning stages of the scheme;

· To monitor the overall programme for the scheme, with a particular focus on the procurement of the ICT provider, production of key information for the design and construction stages, access requirements during the construction phase for the ICT Provider, CPD requirements at central & scheme levels and handover/commissioning requirements;

· To ensure that the ICT proposals, including project scope and cost models, are aligned between the Academy and the BSF Managed Service (where applicable);

· To consider the impact of any existing initiatives such as the procurement of an area wide Learning Platform, Computers for Pupils, etc.; 

· To consider and agree the degree of integration between core building and information systems (e.g. MIS, Building Management System, CCTV, Access Control, etc.);

· To provide an informal forum for resolving any disputes between the specific Academy and the local BSF programme;

· To provide an informal forum for resolving any disputes between the Selected Panel Member (Design & Build Contractor) and the ICT Provider

Note: Any contractual commitments take precedence over the functions of this group
· To contribute to the discussions on development and implementation of interim services at the Academy (where applicable) and monitor any implications for the overall scheme;

· To contribute to the evaluation process for the Design & Build Contractor and the ICT Provider, prior to appointment (where applicable);

· To contribute to the design development process by providing information and comment on ICT design and integration issues;

· To report on progress to the Design User Group;

· To report on progress to any applicable BSF ICT Strategy Groups or Local Authority ICT Strategy Groups

Project Manager/Technical Advisor Scope of Services
Guidance note: The following should be considered for the scope of works tendered for the TA/PM. The LA may want to consider their governance structure when tendering to ensure it is clear how the TA/PM will fit within the LA project team. 
The Project Manager is responsible for the following activities for the duration of their contract.
 
· Oversight and direction of the key activities which will be managed as a result of the requirements of the programme 

· Strategic liaison with all key internal partners and stakeholders including the feed of activity into and out of the  Design User Group, Project Steering Group and with the Academy Sponsor from soon after the Academy Project enters the feasibility phase until the building is handed over

· Liaison where required with the corporate and education management team for milestone monitoring purposes 

· Direction of the key milestone activities

The Technical Adviser should support the Project Manager to deliver the above and should also take responsibility for the delivery of the following:
· Oversee and control the initial preparation of all the necessary documentation and control mechanisms to facilitate programme delivery of the School(s) e.g. the Outline Business Case and Final Business Case. 

· Finalise the Project Initiation Document (PID); programme development; risk management systems; issue management systems; strategic communications planning; milestone management, compliance checking and sign-off.

1.0
Project Management
The services noted shall be carried out as may from time to time be necessary for the proper and timely completion of the project.

1.1
Liaise with the Client, its consultants, and other advisors (including the ICT Adviser) in all matters relating to the role of the Project Manager and Technical Advisor as required. 
1.2
Agree with the Client overall reporting / instruction procedures.  Arrange all formal progress meetings required for the Client, including chairmanship, attendees, preparation of minutes, format, content, frequency and preparation of reports, distribution lists, etc required for the project.  This will include:

· Interfacing with the Academy Project by attendance at Project Steering Group (PSG) Meetings and liaison with the DFE Project Manager as required by the Client.   

· Organising all Design User Group meetings, attendance, interfaces with the Contractor’s Design Team (both at bidder, Selected Panel Member and after contract award), taking minutes, ensuring agreement of decisions, chasing of actions etc.

1.3
Prepare and provide written monthly reports outlining the progress of the activities for which the Project Manager/Technical Adviser is responsible with reference to the project programmes during the course of the project in a format to be agreed with Client.
1.4
Obtain information on and become familiar with any Client procedures and standards applicable to this commission and adhere to these in carrying out any services, and attend meetings called by the Client to progress any aspect of the commission.
1.5
Advise the Client of any decisions, approvals etc. required and of the timescale available and obtain the Client’s authorisation at relevant stages as necessary relating to any instructions and or approvals.

1.6
Advise, submit proposals, recommend and take such actions as may be appropriate to achieve the Client’s objectives in respect of cost, time and quality of the project.

1.7
Develop and regularly update a Master Programme, Project Execution Plan and Risk and Issues Registers for the [insert name of project/academy], that is being procured through the PfS Contractors’ Framework.

1.8
Act as the Project Manager/Technical Adviser for the purposes of the administration of the Construction Contract up to the Completion Date (end of defects liability period).

2.0
Initial Design Options (for the purpose of the OBC)
Optional

2.1
If required, prepare and make an Outline Planning Submission for the site (Planning Application Fees excluded).

Mandatory
2.2
Visit the site and carry out an initial appraisal including the condition of any existing installations and obtain information (including statutory apparatus searches) and advise on the existence, extent of and means of connection to public services such as water, gas, electricity, sewerage, and telecommunications. 
2.3
Obtain from the Client and key Stakeholders information on ownership, other legal interests in the site, existing features and any other matters which may influence the development or management requirements.
2.4
Advise on the rights and responsibilities of owners or lessees including right of ways, rights of support, boundary, drainage and wayleave responsibilities etc.; such advice shall always be subject to confirmation by the Client’s legal adviser.
2.5
Advise on the effect of any physical site restrictions that may affect design options.
2.6
Undertake such studies as are necessary to determine the feasibility of the Client’s requirements, discuss with the Client alternative solutions and their technical and financial implications, and advise on the need to obtain planning permissions and other statutory requirements.
2.7
Undertake investigations into, prepare reports and schedules, and give advice on the nature and condition of ground conditions of the site. Including an initial desk study on geo-technical and contamination conditions on the site incorporating the following:

· A historical research of the site.

· A Study of Geological Maps, Solid and Drift incorporating artificial deposit, mass movement deposit, superficial deposit and solid geology.  The study will also include identification of Landfill issues and mineral issues. 

· A study of the Policy and Practice for the Protection of Groundwater, Groundwater Vulnerability Maps.  This study will also include River Quality analysis along with Flood Plain and River Network analysis.  Water abstraction points and discharge consents relating to controlled waters.

· Checking the industrial and environmental setting of the site, for IPC, APC, Red list discharge, Enforcement on Prohibition, Prosecution relating to Authorised Process, Radioactive Substance, potentially contaminative use, landfill, mineral, water abstraction etc.

· An analysis and recommendation regarding potential contamination.  The study must comply with BSI, DD175, Code of Practice for the Identification of Potentially Contaminated Land and its investigation, 1988 along with CLR No2, Vol2 produced by the DOE, 1994.  All samples will be tested for the full range of determinands currently included with ICRCL and sufficient samples will be taken to reflect the site history whilst complying with the aforementioned documentation.

2.8
Survey and analyse the usage, management and maintenance of the sites for input into the feasibility studies and feasibility options.
2.9 Meet with the Client and Design User Group to prepare an initial design in accordance with PfS guidance. Development to be undertaken in conjunction with the Design User Group (In the case of Academies projects ensure that the Sponsors input in the Education Vision and Design Brief is obtained through the Design User Group).
2.10 Work with PfS to establish a funding envelope for the project.

2.11
Analyse the Client’s requirements, prepare feasibility design proposals and approximate estimate of the cost of executing the proposals for the Client’s approval. Feasibility options should include:

· Site development plan identifying boundaries, access, use zones and expansion capability;
· Block layouts identifying the relationship of principal areas, occupancy and expansion capabilities; 

· Indicative building plans showing access routes and principal visual elements;
· Indication of landscape treatments;
· Demonstration that the design meets the Brief identifying any areas of deviation;
· Key site restrictions and risks;
· Programme of works through to construction completion for discussion alongside the feasibility options; 
· Level of abnormal cost; and
· Advantages and disadvantages of feasibility options.
 2.12
Establish the ICT Strategic Integration Group (SIG) for the project. 
The day to day management of the ICT Strategic Integration Group will be the responsibility of the Project Manager appointed by the LA. The LA Project Manager will be responsible for organising all ICT Strategic Integration Group meetings, attendance, taking minutes, ensuring agreement of decisions, chasing of actions etc. 
3.0
Outline Business Case
3.1
Advise on the need for geo-technical and contamination investigations to be carried out, scope, procure and manage such investigations and advise on satisfactory completion of the work. 

3.2

Analyse the results of any geo-technical and contamination investigations, prepare a report and make recommendations.

3.3

Advise on the need for, extent and timing the of topographical and dimensional surveys of the site, surveys to obtain details of construction in existence on or adjacent to the site, any other special studies, e.g.; acoustics, asbestos, aerial surveys, ecology surveys, site master plan, environmental studies, risk analysis that may be required.
3.4
Scope, procure and manage topographical and dimensional surveys and all other surveys as may be required of the site and adjacent features.
3.5
Develop/revise feasibility design proposals as required following the results of any surveys or investigations.

3.6
Carry out initial consultation with planning authorities and statutory consultees and implement the actions required. Identify any planning restrictions and ensure these are incorporated into the Invitation to Tender (ITT) documentations. 
3.7
Complete the Outline Business Case (OBC), including consulting with the Design User Group as required in line with the PfS OBC guidance. Refer to OBC template. The OBC template can be found on the PfS website and details what is required for OBC approval.

3.8
Liaise with PfS where necessary to secure OBC approval. This will include updating and revising the OBC to ensure approval. 
3.9
Ensure any derogations to the Design & Build (D&B) Contract have been discussed with the Local Authority and agreed with PfS prior to finalising the OBC.

3.10
Ensure any derogations to the Development Agreement have been discussed between the LA and Sponsor and are agreed with PfS. 

3.11 
Manage the Panel Members Information Day for potential bidders for the scheme from the PfS Contractors’ Framework panel members 
3.12
Manage stakeholder engagement of the design development including organisation and, if necessary, facilitation of such events.   

3.13
Produce the Preliminary Invitation to Tender (PITT) and issue to PfS for approval. 
3.14
Begin drafting of the Invitation to Tender (ITT). 

3.15
Finalise Volumes 1 and 7, (including the evaluation matrix) for the Invitation to Tender (ITT) and issue to PfS for approval.
Optional

3.16
Act as Client Design Advisor for the Local Authority for the development of the control option for OBC, through to procurement of the Selected Panel Member from the PfS Contractors’ Framework. 

4.0 
Initial Engagement and Short listing
4.1
Manage the process to shortlist two panel members from the PfS Contractors’ Framework from the twelve contractors that are on the Framework, to include 

· management of clarifications and queries

· liaison as appropriate with the LA’s legal and procurement advisers 
4.2
Issue the Preliminary Invitation to Tender to all twelve panel members on the PfS Contractors’ Framework in the relevant sector (ie North or South). 

4.3
Manage, and if required advise the project team on the short listing of PITT submissions from twelve to a maximum of six PfS Contractors’ Framework panel members who have returned PITT submissions, for interview.

4.4
Manage and if required advise the project team on the short listing of PfS Contractors’ Framework panel members who have returned PITT submissions from six to two, then manage the issue of the Invitation to Tender (ITT) to these two shortlisted panel members
4.5 
Collate the feedback from all PITT submissions, and assist the LA in feeding this information back to all bidders, including the two bidders who were shortlisted to ITT, liaising with PfS as appropriate. 

4.6
Develop the Authority’s Requirements and D&B Contract to meet the specific needs of the school project. 
4.7
Prepare the final Invitation to Tender (ITT) using PfS guidance and standard documentation. The ITT documents will consist of the following:

· Instructions and guidance on how to complete the ITT return;

· Confirmation of which Building Contract option (either Target Cost or Lump Sum) will be used for which schools;
· The Outline Business Case;
· All surveys undertaken to date by the Client, with supporting collateral warranties;

· A scheme brief and the Authorities Requirements for the school(s);

· Pricing schedules;

· Documents to support a planning application; 
· Any reference design work that the Client chooses to share.
4.8
Review with the Client’s relevant legal and procurement advisers and with PfS the completed ITT and give confirmation to the Client that the project can proceed on approval from PfS.
5.0
ITT and Evaluation
5.1
Manage the tender process dealing with clarifications, and management of the interaction with Bidders and the Design User Group and key LA Officers during the tender process. 
5.2
Ensure the design competition is robust and report any concerns to the Client, and the PfS Project Director. 

5.3 
Manage all clarifications between the Design User Group and the Bidders ensuring that responses are prompt and consistent. 

5.4
Ensure a clear communications protocol is followed by all project team members and Bidders. 
5.5 
Work with PfS to manage the Local Review Design Workshop at ITT stage, which is part of the process to ensure that all schemes meet the minimum design standard. Collate feedback from the workshop and issue to bidders. 

5.6
Obtain and analyse tenders. Report to the Client on tenders received. Check tender submissions for compliance, accuracy, level of pricing, pricing policy, etc. and advise on errors and qualifications, and if necessary, negotiate thereon.  Review and report on Tenderers design proposals, method statements and programmes for constructing, commissioning and handing over the works and advise on acceptability. All of the tender submissions need to be reviewed using PfS standard documents.
5.7
Manage and undertake any interview/clarification processes required to identify and appoint a Selected Panel Member.
5.8
Produce a tender report confirming the Selected Panel Member for approval by the Client and PfS.
5.9
Collate feedback on both ITT submissions, review responses with PfS, and assist the LA in feeding this information back to both bidders through a feedback meeting with PfS in attendance. 

5.10
Confirm the appointment of the Selected Panel Member between the LA and Contractor. 

Optional

5.11
Act as CDM Co-ordinator for the LA to ensure that the Contractor’s Proposals developed by Bidders, meet health and safety requirements. It is also the role of the CDMC to ensure the Client and the Sponsor understand the management implications for the design and their subsequent responsibilities once the building is complete to ensure health and safety of the users.
6.0
Final Business Case and Contract Award

6.1
Inspect the Contractor’s Proposals for compliance with the Local Authority’s Requirements/Outline Specification. Review the critical/key areas of design regularly and inform the Client of any non-compliance against the Local Authority’s Requirements, including the following areas/disciplines:-

· Architectural Design (including FF&E);
· Structural & Civil Engineering Design;
· Building Services Design; and
· Landscape Design.
6.2
Review and agree any design changes, changes to the tender price, programme details, contractual obligations, amendments to the contractual terms and conditions and any other material issues that may affect the Construction Contract during pre-contract stages and the agreement of any final contract sums.

6.3
Take reasonable steps to ensure adequate procedures are in place to deal with defects, as-built drawings, Client’s fit-out and handover.  

6.4
Assist the LA in preparing the contract documents and arrange for their execution by the Local Authority and Contractor. 
6.5
Monitor the Selected Panel Member’s finalised designs to obtain any required statutory approvals. 
6.6. 
Work with the Contractor to ensure the programme, up to Contract Award is robust and coincides with Cabinet Meetings, Planning Committee Meetings etc.   

6.7
Work with the Contractor to arrange a Risk Workshop for the project prior to FBC submission. 
6.8
Collate and assist in producing the Final Business Case (FBC) for submission to PfS in line with the PfS guidance as current at the time of FBC development. The FBC template details what is required for FBC approval and can be found on the PfS website. 
6.9
Work with PfS and the Client on any updates or revisions needed to ensure that the FBC is approved by Partnerships for Schools. 
7.0
Post Contract Award
7.1
Assist the Client with integrating their ICT requirements into the main contract.

7.2
Ensure all contractual obligations are discharged by both the Contractor and Client, as necessary, prior to start on site including all requisite insurances as required under the Construction Contract.

7.3
Monitor the Contractor’s Design and Construction programme and regularly report on progress.
7.4
Assist the Client in making any contractual arrangements as may be required for early access to the site during the contract period for any Client installations.
7.5
Administer the Building Contract including:

· Check that all Bonds, Warranties and Parent Company Guarantees are in place;

· Issuing all formal instructions; including on behalf of the Client.

· Issuing all recommendations;

· Issuing all instructions regarding  non compliance of materials and workmanship;
· Convening and chairing regular progress meetings; 
· Receiving applications for the payment check and ascertain the amounts due and make recommendations for payment to the Client. Comply with invoicing/payment procedures established with the Client.
· Evaluating the time and cost impact of instructions;

· Evaluating and commenting on any amendments proposed by the Contractor to the Employer’s Requirements;

· Monitoring and reporting on the progress of the works; 

· Issuing all Certificates under the Building Contract and managing Contractual handovers.

· Monitor the production of the H&S file.

7.6
Reply to and record correspondence with the main contractor, including keeping and issuing copies of minutes of all meetings with the main contractor, copying relevant correspondence to the Client relevant to the main contract.

7.7
Manage and where possible resolve any contractual claims/compensation events and/ or requests for Extension of Time.  Work on claims/compensation events will be limited to analysis and recommendation over a reasonable period of time and up to any legal proceedings.
7.8
Visit the site at intervals appropriate to the construction phase and carry out inspection of works in progress and advise the Client that construction is in accordance with the Authority’s Requirements.  Departures from the Authority’s Requirements shall be notified to the Contractor and the Client in writing. 
7.9
Check that the contractor discharges any contractual responsibilities with regards to the management of decanting/moves and F&E and ICT installations.

7.10
Determine which of the Tests for Completion to be performed would be appropriate to witness having regard to the nature of the test and the installation being tested. As a minimum witness testing and commissioning of main services systems, report to the client the results and any relevant actions that may be required.
7.11
Review on a regular basis the test results and logs prepared by the Contractor in respect of each service element in relation to tests for Completion. Report to the client any discrepancies or errors which are apparent from a review of the data, in such results and logs and any other relevant matters arising from such review.

7.12
Advise on the programme and financial consequences of any proposed changes to the scope of the project, phasing, programme priorities, delays, postponement, acceleration, modified or increased constraints and restrictions, and other similar matters.  Incorporate changes authorised by means of the agreed Change Order Procedure.  Provide the Client with dates by which decisions must be reached.

7.13
Advise on the satisfactory completion of all works statutory, insurance and other tests and receipt of relevant certificates for incorporation into documentation prior to approving certification of Sectional or Practical Completion in accordance with the terms of the D&B Contract.
8.0
Post Practical Completion and Defects
8.1
Visit site to monitor satisfactory completion of outstanding items and/or investigate defects notified by the Client.

8.2
Advise on the satisfactory completion of remedial works undertaken during and at the end of the defects liability period and following agreement with the Employer, issue the Certificate of Making Good Defects.

Optional (not funded from Capital Budget)
8.3
Provide full move management services (decant/moves undertaken by others) including procurement of a moves contractor.

8.4
Assist the Client in the management of the installation and commissioning of any ICT Equipment.
� The LA should adapt the scope to reflect the duration of the TA/PM appointment suitable for the LA and project. 


� The LA should amend the requirements of planning support at OBC stage to reflect the requirements of the project. 


� The LA should consider the level of support required from the TA/PM for the collation of documents, such as the OBC and FBC, and specify this level within the scope of services. 


� Please note the TA/PM does not include for legal advice to the LA or Sponsor. Derogations should be agreed between the legal teams but managed by the LA TA/PM. 


� A draft of the Invitation to Tender (ITT) is appended to the Preliminary Invitation to Tender (PITT) for issue to the panel members on the PfS Contractor’s Framework. 
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