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SECTION A – PROJECT ORGANISATION

1.0
Introduction & Project Initiation

This manual sets out the procedures and content for all minor works construction projects.  All projects will record compliance with the procedures to provide an audit trail as a quality control mechanism.

The following sections contain a description of the documentation and approvals required at each stage of the project.

This manual is based on the concepts and delimitations set out in the Capital Investment Manual (CIM).  The CIM sets out clearly defined stages for a project and what the output is for each stage.  It also defines a typical project structure based on the notion of single points of responsibility.
1.1
Project structure



The project is about the delivery of a service.  In the case of projects which are managed by the estates department, capital investment for construction works will be required.  Although the construction works is a major element of the project the outcome is the creating of a facility for providing a service.  

The project sponsor is the investment decision maker responsible for setting the business objectives of the project. This will include budget, timescales, location and service objectives.  Usually this will be the general manager for the service.
The project liaison is responsible for commissioning the facility.  This will include providing the detailed brief, approving designs, selection of equipment and participating in the operational commissioning.  Usually this will be the service manager for the department.
The project manager is responsible for the overall management of the project from inception to the completion of operational commissioning.  This will involve the design and procurement of the construction works as well as supporting the operational commissioning.

The user group will vary in composition and include anyone who has an interest in the design of the facility.
1.2
Project Stages

The CIM defines six stages to a project.

	stage
	description

	0
	Project initiation / outline business case

	1
	Feasibility study / full business case

	2
	detailed design & tender documentation

	3
	tender & contract

	4
	work on site

	5
	technical commissioning & handover

	6
	post completion - 


These stages form the basis of the procedures and documentation in this manual.
The following chart is a summary of the CIM stages-


[image: image3]
1.3
Project Initiation

The project initiation will come from the executive director or service director seeking to carry out a capital development for accommodation.  This person will act as the project sponsor and take ownership for achieving the objectives of the development.

The sponsor will-

· set the service and accommodation requirements,

· designate a project director from within the department,

· commission feasibility studies for the building works and ICT systems, and

· report to the CPSG for approval.

1.3.1
Project Initiation Document

The service manager prepares and submits a project initiation document  (PID) which sets out the-
· Location

· Scope

· Benefits

· Revenue implications
PID form – appendix 1
1.3.2
If the PID is approved by the director of operations, a feasibility study is prepared to be submitted to the CPSG.  

1.3.3
The feasibility stage is the keystone of the project.  It is important to establish a robust scheme to reduce the risk of changes in subsequent stages which will have a cost and time affect on the project.

The feasibility study will include –

· project brief – schedule of accommodation and an operational policy

· outline building plans agreed with the user group

· proposed capital budget to include:

· Works costs – construction, fees, surveys, etc.

· IT costs – installation and commissioning

· Equipping costs

· Commissioning costs

· Revenue costs – facilities & IT
· Programme

The estates team will be responsible for commissioning building consultants to prepare outline designs for user group approval and budget estimates for all elements of the construction procurement.

In order to achieve the most accurate budget estimate and reduce risk, surveys will be commissioned as necessary to obtain information about the site and building.

The IT department will prepare an estimate of the installation costs to include in the budget cost.

1.4.
Procedure & Financial Control and Reporting
Each project will have a data base which will record compliance with procedures and track expenditure.

The purpose of this data base is to provide a management tool for the project manager and an audit trail to demonstrate compliance with controls assurance procedures.

Financial control report appendix 2
The following forms will be used for the monthly reporting depending on the stage.  The project progress report is used up to the start on site.  The contract progress report is used from the start on site up to the contract completion and operational commissioning.
1.4.1
Project status Reporting

The reporting will follow the Prince 2 process of checkpoint, highlight and exception reports.

The condition will be indicated by using red, amber or green (RAG) colour code.

	RAG Status
	Definition

	
	Condition is on programme or within budget no special action is required

	
	Condition requires corrective action which has been implemented

	
	Corrective action urgently required 


The highlight (project status) report will be completed by the project manager and submitted to the project board.

The project exception report will be used by any member of the construction project team to notify the project manager or by the project manager to notify the project board of  change to the project status since the previous 
The checkpoint (workstream) report will be completed by the 

design team,  

quantity surveyor, and

CDM co-ordinator
In advance of each construction project team meeting, and the commissioning manager in advance of the client project team meeting.


The services consultants and structural engineer will submit their reports to the lead consultant who will submit a checkpoint report for the design team including the architect’s report.


This report will be submitted to the project manager.

1.4.2
.Project Checklist


Each project will have a record of the mandatory procedures and approvals.  This is to be completed as the project progresses to keep a record of the dates each items was completed along with any comments.


Project checklist appendix 3
1.5
Construction Design Management Regulations (CDM)
1.5.1
The Construction (Design and Management) Regulations [2007] (CDM2007) came into force on 1st April 2007. They replace the Construction (Design and Management) Regulations 1994 (CDM94) and the Construction (Health, Safety and Welfare) Regulations 1996 (CHSW). This Approved Code of Practice (ACoP) provides practical guidance on complying with the duties set out in the Regulations. It replaces the ACoP to the Construction (Design and Management) Regulations 1994 from the 1st April 2007. 

1.5.2
The key aim of CDM2007 is to integrate health and safety into the management of the project and to encourage everyone involved to work together to: 

· improve the planning and management of projects from the very start; 

· identify risks early on so that they can be eliminated or reduced at the design or planning stage and the remaining risks can be properly managed; 

· target effort where it can do the most good in terms of health and safety; and 

· discourage bureaucracy. 

1.5.3
These regulations are intended to focus attention on planning and management throughout construction projects, from design concept onwards. The aim is for health and safety considerations to be treated as an essential, but normal part of a projects development – not an afterthought or bolt on extra. 

1.5.4
The effort devoted to planning and managing health and safety should be in proportion to the risks and complexity associated with the project. When deciding what you need to do to comply with these Regulations, your focus should always be on action necessary to reduce and manage risks. Any paperwork produced should help with communication and risk management. Paperwork which adds little to the management of risk is a waste of effort, and can be a dangerous distraction from the real business of risk reduction and management. 
1.5.5
Time and thought invested at the start of the projects will pay dividends not only in improved health and safety, but also in: 

a) reductions in the overall cost of ownership, because the structure is designed for safe and easy maintenance and cleaning work, and because key information is available in the health and safety file; 

b) reduced delays; 

c) more reliable costings and completion dates; 

d) improved communication and co-operation between key parties; and 

e) improved quality. 

1.5.6
A CDM coordinator will be the first consultant appointed for each project.
1.6
Risk log

The project manager will maintain a risk log for each project.  This log will contain all items raised by any participant in the project.


The intention to identify actions, activities, problems which can affect the delivery of the operational service to programme and cost.  


The log will be circulated to all participants less than once per month and reviewed at relevant meetings, e.g project team or design team.


The risk log contains the following information for each item listed:
· risk area

· assessment (low, medium or high) 

· impact
· mitigation

· owner

· contingency

The standard format for the log is in appendix 4
1.7
Change Control


At the end of each stage, a completion procedure is set to facilitate the initiation of the next stage.


If a change is proposed to any component of a “signed-off” stage, then the change control procedure is used.  


The procedure polls the building consultants and if appointed, the building contractor, to determine the time and cost affect of the proposed change.  This is necessary to allow the project director to make an informed decision.


The full procedure note and form is included in appendix 5.

1.8
BREEAM HEALTHCARE

Building Research Establishment’s Environmental Assessment Method for Healthcare

1.8.1
What is BREEAM?

BREEAM is the leading and most widely used environmental assessment method for buildings.  BREEAM (or equivalent) is advocated at Government level as a robust means of setting standards and assessing the sustainability of the Government estate, including the estate of the public sector bodies.

BREEAM sets the standard for best practice in sustainable design and has been widely acknowledged as the measure to describe a building’s environmental performance.  Credits are awarded in nine categories according to performance.  These credits are then added together to produce a single overall score on a scale of Pass; Good; Very Good; Excellent; and now Outstanding.  A Certificate will be awarded on successful conclusion.

The operation of BREEAM is overseen by an independent Sustainability Board, representing a wide cross-section of construction industry representatives.

1.8.2
Aims of BREEAM
· To mitigate the impacts of buildings on the environment

· To enable buildings to be recognised according to their environmental benefits

· To provide a credible, environmental label for buildings

· To stimulate demand for sustainable buildings

1.8.3
Objectives of BREEAM
· To provide market recognition to low environmental impact buildings

· To ensure best environmental practice is incorporated in buildings

· To set criteria and standards surpassing those required by regulations and challenge the market to provide innovative solutions that minimise the environmental impact of buildings

· To raise the awareness of owners, occupants, designers and operators of the benefits of buildings with a reduced impact on the environment

· To allow organisations to demonstrate progress towards corporate environmental objectives

1.8.4
Scope of BREEAM Healthcare B(4)H
B4H has a credit filtering mechanism which makes it appropriate across the entire range of healthcare facilities from GP surgeries and clinics to acute teaching/specialist units.

1.8.4.1
B4H New Build/Refurbishment:

A B4H assessment can be carried out for the following types of building project:

· Whole new buildings

· Major refurbishments of existing buildings

· New build extensions of existing buildings

· A combination of new-build and existing building refurbishment

· New build or refurbishment which are part of a larger mixed use building

The Department is committed to assisting and enabling the healthcare sector to lead by example in producing a sustainable healthcare estate.  

This tool will assist trusts in their dealings (contractual and otherwise) to ensure that sustainability is embraced within all capital healthcare schemes.  Because this is an accredited process, it enables the trust to ensure that the requirements of briefs and specifications are delivered, and that the trust is well placed to benefit from the efficiency savings, both carbon and cost, that should result.  

The Department requires all capital development schemes to achieve scores of:
Excellent = 
New build

Very Good = 
Refurbishment

1.8.4.2
B4H Existing Buildings:
Once a healthcare building is commissioned and operational it still has environmental impacts.  Existing Buildings tool is a voluntary commitment and use of this tool will be based on Membership.  Membership has the following benefits:

· Access to a robust accredited tool that is updated annually

· Guidance manuals 

· Training

· Helpdesk and IT support

· User networks

· Opportunity to display a certificate of achievement by applying for accreditation as a method of demonstrating commitment and corporate social responsibility through environmental improvement for the benefit of the community and stakeholders

1.8.5
Current information and guidance on BREEAM

Access to the BREEAM Healthcare tool can be found at:

BRE
Website
www.breeam.org
e-mail

bream@bre.co.uk
Helpdesk
01923 664462

SECTION B – PROCEDURE

2.0
Appointment of consultants

2.1
The following building consultants will be appointed for each project:
· CDM coordinator

· Design team (architect, M&E services consultant and structural engineer)
· Quantity surveyor

· Approved inspector

2.2
Framework agreements are in place for the appointments.  Fee tendering is not required for project below the EC tender limit.

The consultants are appointed on a rotation will a consideration for the value of projects in a year.  The capital developments manager will agree a selection with the project manager for each project.
3.0
Outline Approval

3.1
Briefing

The Project Initiation Document (PID) defines the service objectives and timescale for the project.

A project execution plan (PEP) should be drafted to set out the project specific procedures and project organisation.

A written brief for the facility is required for every project.  In most cases this will be a very simple statement of requirements.  The brief may be contained in meeting notes.

For more elaborate projects, an operational policy should be prepared by the users to ensure a complete understanding of the functional requirements for the facility and how it will operate.

Detailed briefing is provided in the room sheets which list requirements under the following headings-

Functions/activities

Environment
Materials & finishes

Equipment

For most protects, the simplified room sheet will suffice.  For more complicated facilities, the ADB system can be used.  The ADB system has the advantage that it will automatically schedule project elements such as lists of equipment.
Room data sheet example – appendix 6 
3.1.3
Operational Policy
Guidance notes for the preparation of operational policies are contained in the document GUIDELINES FOR COMPLETING OPERATIONAL POLICIES.
Operational policy  guide – appendix 7
3.2
Scheme & Estimate
3.2.1
Option appraisal & feasibility

After receiving the brief, the feasibility must be tested on one or more options.  Feasibility will be determined by both functional suitability and value for money.

Acceptable functional suitability will be determined by the project liaison and the user group.  Value fro money will be determined by the project sponsor and the capital strategy committee.

The project manager will prepare a plan and specification for review and approval by the project liaison.

In addition to the operational suitability, practical issues associated construction, mechanical and electrical services, and impact on other developments will be considered.

Surveys will be commissioned as recommended by the building consultants to inform the cost estimates.  

3.2.2
Approval of design

The selection of the preferred option and design must be approved by the principal stakeholders.  This will include-

Project liaison

Project sponsor

Director of service development

Head of estates

3.2.3
Capital Projects Steering Group approval

The scheme and estimate must be approved by the capital projects steering group before progressing the project to tender stage.

4.0
Detailed Design
4.1
Furniture & Equipment Plans
Drawings at 1:50 scale will be produce showing all items of furniture and equipment, groups 1, 2 & 3, and the building services.  

Approval of the equipment layout must be obtained before proceeding with the tender documentation.

4.1.1
Document requirements
A schedule of the requirements for documents, inspections and records is prepared as part of the detailed design process and included in the tender documents.  This schedule sets out the requirements for all of the elements of the project, in particular the services, and lists who is responsible for:

· Preparing drawings and specification

· Contractors design 

· Obtaining test certificates

· As-built drawings

· Acceptance

4.2.
Statutory & other approvals
4.2.1
Fire

The security manager must be consulted to determine if approval of the firs safety advisor is required.  If so, drawings must be submitted to the fire safety advisor for comments.  Incorporation of fire safety advisors requirements is mandatory.

4.2.2
Building regulations
If appropriate, a submission must be made for approval.  Bultler & Young have been appointed on a term contract to provide plan approval and inspection for all projects.  Contact-

Liam McArdle
Butler & Young

Building Control

Fratelli House

Unit 7 Highpoint Business Village

Ashford, 

Kent TN24 8DH
t. 01233 638 244
liam.mcardle@byl.co.uk
4.2.3
Planning

If appropriate, an application for planning approval must be made to the local authority.  A current application form can be obtained from the local authority  web site.  
4.2.4
Infection control

All projects for clinical facilities must be reviewed by the infection control manager.  
4.2.5
CDM Compliance
A CDM coordinator is to be appointed for all projects.  This will be done in advance of all other appointments, building consultants and contractors.

The duration and labour requirements will determine if an F10 will be submitted to the HSE.    
4.3
BREEAM

BREEAM has been adopted by the NHS to set the standard for best practice in sustainable design and as the measure to describe a building’s environmental performance.  

The Trust implement the aims and objectives of BREEAM for Healthcare through the use of the Assessor Manual, BES 5053 and BREEAM Good Corporate Citizenship Model, ENVIRONMENTAL ASSESSMENT TOOL to achieve the scores of “excellent” for new buildings and “very good” for refurbishment.

4.4
tender documentation
This document is prepared within the guidelines of  the NHS MES  Guidance Manual for the Users of Specifications, 1993 and East London NHS Trust procedures and guidance for projects and is intended to provide a road map to the producing and issuing a Tender Document. 


guide_to_preparing tender documents – appendix 8
4.3.1
Form of Tender

The floowing document is the proforma for the tender.This include the preliminaries and the tender form.

Example form of tender – appendix 9


5.0
Tender & Contract

5.1
Three conditions apply to obtaining prices for construction works:

· Competitive tenders – for works with a value in excess of £30,000.
· Competitive quotations – for works between £7,500 and £30,000

· Non-competitive quotations - for works less than £7,500

Section 3.c below explains the procedures.

5.2
Tender List & Selection

5.2.1
Works value >£30,000
The standard from for tender notification shall be completed and submitted to the trust secretary before tender inquiries are issued.  For contracts in excess of £30,000, a minimum of four firms must be invited.  

The trust secretary will issue special tender return envelopes which are numbered consecutively.  

Firms invited to tender must be selected from the approved list of contractors.  If a specialist service is required and no firms are included on the approved list, than Constructionline shall be used for selecting appropriate contractors.

In any list of four firms, two may be firms who have worked for ELCMHT in the past two years and two must be other firms who have not tendered previously or in the past two years.

The list of firms to tender must be approved by the head of estates.

5.2.2
Works value between £7,500 and £30,000

A list of firms to provide quotations must be submitted to the head of estates for approval before the invitations are sent out.

Quotations may be returned to the department office and opened by the project manager.

5.2.3
Works value <£7,500

A single quotation may be obtained.  The firms selected must be approved by the head of estates.  

5.2.4
Notification of invitations to tender


At the time the scheme is to be sent for tender the Project Officer should submit to the Trust Secretary a completed tender specification form which details:

· the project number (if appropriate);

· site of works (if appropriate);

· description of works, goods or medical equipment to be supplied

· the closing date and time for the receipt of tenders;

· the estimated cost of the contract;

· the names of contractors invited to tender.


It is the duty of the designated Project Officer to inform the Trust Secretary of these details on a timely basis as any delay in notification may cause a delay in the opening procedures.  This is particularly important for tenders >£250,000, as arrangements have to be made for two Board Members to open tenders of this value. On receipt of the tender specification form the Trust Secretary will enter the above details in the Tender Register and allocate a tender reference number.


Tender_register – appendix 10
5.2.5
Mandatory Requirements


i.
Concode

Concode is the standard guidance on building contracts from the NHS Estates.


ii.
Trust Standing Orders


All contracts entered into by or on behalf of the Board shall comply with these Standing Orders and the Standing Financial Instructions, supplemented by such operating procedures as deemed necessary by the Chief Executive and Director of Finance.  These operating procedures shall be complied with as if incorporated in Standing Orders.



iii.
EU Directives


Directives from the Council of the European Communities prescribing procedures or awarding contracts for building and engineering works and for the supply of goods, materials and manufactured articles and for supply of services shall have effect as if incorporated in these Standing Orders and in the event of any conflict between those Standing Orders and such Directives, the directives shall prevail.


The Trust shall comply as far as possible with the requirements of the NHS Executive “Capital Investment Manual, or in the case of Management consultants, NHSE guidance entitled “ The Procurement and Management of Consultants within the NHS”.

iv.
Competitive Tendering (Contract value over £30,000)


The Board shall ensure that competitive tenders are invited for the supply of goods, materials, equipment and manufactured articles; for the tendering of services (other than specialist services sought from or provided by the Department of Health or Regional Office of the NHSE; for the design, construction and maintenance of building and engineering works (including constructions and maintenance of grounds and gardens); and for disposals, where the value of the contract (one off or annual) is over £30,000.


The Chief Executive shall ensure that invitations to tender are sent to a sufficient number of firms to provide fair and adequate competition.


Only companies on the Estates Department approved list should be invited to tender for building and engineering work except where work of a particularly specialised nature is required. In these instances the Director of Estates should satisfy him/herself of the technical viability of the firms invited to tender and should obtain the guidance of the Finance Department regarding their financial viability.


For all contracts, guidance contained in the Trust's Tendering and Quotations procedure should be followed.



v.
Competitive Quotations (Contract value between £7,500 and £30,000)


Competitive quotations are required where the estimated value of the contract is between £7,500 and £30,000.  If the actual expenditure later exceeds £30,000, the Director of Finance should be requested to approve the allocation of work without the use of competitive tendering. 


If the contract is an integral part of a larger capital or revenue scheme, then the value of the entire scheme should be considered when deciding the degree of competition necessary.


The Chief Executive shall ensure that invitations to quote are sent to a sufficient number of firms to provide fair and adequate competition.


Only companies on the Estates Department approved list should be invited to quote for building and engineering work except where work of a particularly specialised nature is required. In these instances the Director of Estates should satisfy him/herself of the technical viability of the firms invited to quote and should obtain the guidance of the Finance Department regarding their financial viability.


For building and engineering work the guidance in CONCODE together with the Trust’s internal rules, should be followed with regard to the number of companies invited to quote and their rotation.


For ALL contracts, guidance contained in the Trust's “Guide to Tendering and Quotations” procedure should be followed.


The Director of Finance shall ensure that there are satisfactory procedures covering obtaining, receipt, custody, appropriate opening and acceptance of all quotations. The designated (Ordering) Officer must ensure that records are kept to demonstrate compliance with such procedures. 



vi.
Non competitive quotations (Contract value under £7,500)


For contracts under £7,500 (exclusive of VAT) in value, competitive quotations are not required, however a written quotation must be obtained from the nominated supplier. If on receipt of the non-competitive written quotation it is found to exceed £7,500, competitive written quotations should be obtained. Where the contract is for miscellaneous services, supplies, disposals etc. procedures approved by the Director of Finance shall be complied with. 


If the written quotation does not exceed £7,500 but subsequently, the actual expenditure exceeds £7,500 the Director of Finance should be requested to approve in retrospect, the allocation of work without competitive quotations.


vii.
Waiver
If a variation in from the standing orders is required, the Request for Waiver of Standing Orders form should be completed by the project manager on behalf of the project sponsor and submitted to the director of finance for approval.


Competitive tendering and quotation procedures may be waived with the prior written permission of the Director of Finance:

a)
for building, engineering and grounds maintenance where so provided in Estatecode;

b)
where emergency action has to be taken to ensure the safety of the continuity of use of buildings or engineering services;

c)
for the maintenance or upgrade of equipment by the original supplier where the use of other suppliers would be impractical;

d)
where the task is essential to complete the project AND arises as a consequence of a recently completed assignment and engaging different consultants for the new task would be inappropriate; or 

e)
where there is no practical alternative to the product or equipment

f)
where provided for in the Capital Investment Manual


Waiver form – appendix 11
5.3
Tender Return Procedure


Tenders shall be returned and opened in accordance with the procedure set out in the Trust standing orders.


i.
Responsibility


The Trust Secretary is the responsible officer for the receipt, safe custody and administration of the opening of all tenders for capital and revenue schemes and goods and services, where the value of the contract is for £30,000 or more. This officer is also responsible for maintaining records which provide assurance that satisfactory controls are operating in this area.  In the absence of the Trust Secretary this responsibility is delegated to the Assistant Business Administrator.



ii.
Tender register


The Trust Secretary is responsible for maintaining the register of tenders which should record the details noted on the tender specification form for all projects that have been competitively tendered. 



iii.
Receipt of tenders


Upon receipt of tender envelopes in the Trust, the receiving officer should endorse the unopened envelope with the date and time of receipt (Standing Order 35). If exceptionally the receiving officer is not Trust Secretary, or his alternate, the envelope should be passed to him by hand immediately.


If for any reason a tender envelope is inadvertently opened before the time appointed for opening, then it must be resealed immediately and endorsed by the person who opened it, together with a witness.


If a tender has been received late then the tender envelope should be clearly marked as such and the procedures on admissibility of tenders is applied (see section 9 below)


iv.
Safe custody of tenders


All tender envelopes should be kept in a locked cupboard until they are due to be opening.  Access to this cupboard should be restricted to the Trust Secretary.



v.
Opening of tenders


Tender envelopes should be opened at the same time, as soon as practicable after the latest time for the receipt of tenders.  The tenders should be opened by at least two designated officers i.e.:-

a) Two board members, where the total contract value, including sub-contractors, at the last reported estimate stage is over £250,000.

b) At least two Senior Managers one of whom should not be from the originating department, where the estimated contract value is under £250,000.


The designated officers who open the tenders should date and sign the tender documents alongside the total value of the tender and where the contractor has amended prices. They should also sign the Tender Register (see section 7)


For building contracts, the Bill of Quantities for the three lowest tenders received should be opened and endorsed, beside the total amount, by the opening officers. For other tenders all offers should be recorded and endorsed by the opening officers. 



vi.
Recording of tenders received


Following the opening of the tenders, the Trust Secretary should enter the following details in the Tender Register:

For each tender opened (all tenders received should be opened)

· The date and time of receipt of the tender highlighting any late tenders;

· the date of opening;

· the amount of the tender;

· details of all price alterations (if appropriate);


The designated officers should then sign each entry in the Tender Register to confirm that it is correct. 


Where a Company has declined to tender, “Not Received” should be annotated against the entry in the Tender Register.


If a Tender is received late, the reasons for considering or not considering it should be entered in the Register (see section 10 below).


A record shall be maintained in the Tender Register of all price alterations on tenders, i.e. where a price apparently has been altered, the final price shown shall be recorded.  The record shall be initialled by two of those present at the opening.


A report shall  be made in the record if, on any tender, price alterations are as numerous as to render the procedure unreasonable.

vii.
Completion of the Tender Specification Form


In addition to entering the details of each tender in the Tender Register, the Tender specification form should be completed with details of :

· the price of the tender;

· the designated officers signatures against each entry;

· the names of the designated officers who opened and witnessed the opening of   the tender;

· the date the tenders were opened; and

· the number of tenders received.


The form should then be photocopied, the original being kept by the Trust Secretary, the 
duplicate being returned to the project officer with the opened tenders



viii.
Retention of tender envelopes


After opening, the tender envelopes should be retained within the Trust Offices for a period of 12 months after the end of the financial year to which they relate.  This is to ensure that there is satisfactory evidence that tenders considered for evaluation were received within the deadline and envelopes were properly endorsed upon receipt.  This also provides evidence for rejection where a tender was received late.



ix.
Admissibility of tenders


Tenders that have been dispatched in good time but have arrived late through no fault of the contractor may be regarded as having been received on time (Standing Order 36.3).  It is for the Trust Secretary to determine whether this applies, and in order to do so, the contractor will need to provide satisfactory evidence that the tender was dispatched in good time e.g. recorded delivery details or records of courier dispatch or date of posting.


If a late tender fails to satisfy para. 10.1 above, it is not acceptable.  However, it should be opened, so that the Bills of Quantities (if enclosed) may be returned unopened to the contractors.  In this eventuality the tender and the Tender Register should be clearly marked to show that the tender was received late and is not to be considered for evaluation.  The Trust Secretary should write to the Company concerned to explain that their tender is inadmissible (Standing Order 36.4).


The remaining conditions on the Admissibility of Tenders as referred to in Standing Order 36 should be applied i.e. :

· If all tenders received exceed the approved estimate, the Chief Executive, taking into account the advice of the appropriate Senior Manager and the Director of Finance, shall decide how best to proceed.

· If the number of tenders received is insufficient to provide adequate competition, the Chief Executive, taking into account the advice of the Director of Finance shall determine how best to proceed.  The ultimate decision shall be minuted, together with any reasons.

· Qualified tenders (i.e. where a contractor proposed conditions which differ from those laid down by the Board), incomplete tenders (i.e. those from which information necessary for the adjudication of the tender is missing), amended tenders (i.e. those amended by the Company concerned on their own initiative either orally or in writing after the due time for receipt) and those accidentally opened in error, shall be considered by the Chief Executive.  He, taking into account advice of the Director of Finance, shall decide whether they are admissible and minute decisions taken, together with any reasons.

5.4
Appointment of Contractor

The project manager will prepare a report on the results of the tender or quotation procedure.  The report will list the tender prices, describe any post-tender communications and make a recommendation for an appointment.  Approval of the report will be required by-

· Trust board for contracts >£30,000, or

· Head of Estates for contracts <£30,000
5.4.1
Letter of Intent

A letter of intent may be used to notify and  mobilise the selected contractor.  Any letters or documents which were produced after the tender which adjust or clarify the tender in any way should be listed in this letter.


Example of letter of intent – appendix 12
5.4.2
Official Order


An official order should be raised through the supplies department for all projects.   The order request form is prepared and submitted to the office manager to process.  When the order has been issued, a copy will be returned to the budget holder.
5.5
Budget approval must be authorised in writing in advance of instructing any works to proceed.

5.6
Notification of other tenderers

The firms that have not been selected will receive a notice which will include a list of the tender prices without names.
5.7
Tender Performance Records

The results of each tender is to be recorded in the Building Contracts Tender Schedule. (I:\Capdev\a LIVE Projects/ AA Building Contracts Tender Schedule.xls).


This schedule compiles the performance of the various firms.  It should be consulted when preparing a list of firms to tender.


The policy of the department is to avoid using the same firms to tender each time.  The firms which submitted the lowest two tenders from the last project may be used for the next project.  The other firms who tendered from the last project should not be used on the next.
6.0
Construction & Equipping
6.1
Contract & procedures

6.1.1
JCT Forms


The preferred form of contract is the JCT minor works version.  


There are standard amendments and recommendations for completion contained in the Concode guidance.


The form can be prepared using the software licensed by JCT.

6.1.2
Certificates


The following certificates are available for administering the JCT minor works contract:  These should be issued at the appropriate time in accordance with the terms of the contract.

	CERTIFICATE OF PARTIAL POSSESSION  project forms\Certificate of Partial Possession.doc

	CERTIFICATE OF PRACTICAL COMPLETION  project forms\Certificate of Practical Completion.doc

	NOTIFICATION OF EXTENSION OF TIME  project forms\Notification of  Extension time.doc

	INTERIM /FINAL CERTIFICATE  project forms\Valuation Certificate.xls



Examples of contract certificates – appendix 13

6.1.3
Instructions


The following standard forms are available-

All instructions to the contractor must be issued in writing.  The cost and time implications of any instruction must be known before the instruction is issued.  Only the named contract administrator has authority to issue instructions.

	ADMINISTRATORS INSTRUCTIONS: INSTRUCTION – 

project forms\INSTRUCTION to Contractor.doc



	VALUATION CERTIFICATE –
project forms\Valuation Certificate.xls


	ACTION LIST- project forms\ACTION LIST.xls


	TEST CERTIFICATE - project forms\TEST CERTIFICATE General.doc


	NOTICE TO SUSPEND WORKS –
project forms\NOTICE TO SUSPEND WORKS.doc


	DOCUMENT TRANSMITTAL RECORD –
project forms\Document transmittal record.doc


6.1.4
Progress Meetings


For all projects with a contract period of more than one month, a formal progress review meeting will be held periodically as appropriate.  The purpose of the meeting is to review progress by the contractor against the agreed programme schedule.  Other issues relating to the works may be discussed at this meeting.


The meeting should be attended by:

· Project manager 
· Contract administrator (architect/surveyor)
· Representative of the users (usually ward manager or similar)

· Estates staff

· Contract manager

· Site agent.


Anyone who may be affected by the works, i.e. adjoining departments, facilities managers, infection control, should be invited to attend specific meetings.

6.1.5
Engineering works schedule:


The contractor will submit the engineering works schedule form to list sub-contractors working on site.  This will indicate access and shutdown requirements to complete elements of the works.


The completed form is circulated to the hospital works manager and hospital engineer.


Example of engineering works schedule – appendix 14
7.0
Technical Commissioning & Handover
7.1
Snagging


When the building contractor believes that the works have been completed,  the architect or surveyor will carry out an inspection.  A list will be prepared of work that is not up to the specification standard or incomplete.

The project manager should review this list to determine if it is comprehensive.  

The project manager should agree with the client which if any works can be completed after handover.

7.2
Practical Completion Certification 
 

The Architect/Contract Administrator shall certify the date when in his opinion the works have reached practical completion and the contractor has complied sufficiently with clause 5.9

 

The Architect/Contract Administrator shall only certify practical completion when the contractor has remedied all omissions, shrinkages and other faults or patent defects with the exception of very minor  work the later rectification of which will not disrupt full use or occupation, infection control or legislative compliance and will not give rise to health and safety risk or consequential risk failure of other materials and components and a full and complete version of the Health & Safety File has been handed over to the CDM coordinator..

 

Before handover, all services must be tested and witnessed in accordance with the specification requirements and appropriate certificates submitted.

7.3
Handover agenda

The following agenda can be adapted for a specific project.


Handover Agenda – appendix 15
7.4
Health & safety manuals, including maintenance.


It is the responsibility of the CDM coordinator to assemble all of the technical documentation for the client.  This will include:

· As-built drawings

· Specifications for all equipment and materials

· Maintenance specifications from manufacturers


All of this must be available, in draft form at least, at handover.  Without this information, the estates manager cannot maintain the building.

8.0
Post Completion

8.1
operational commissioning

The project manager will provide support to the service manager for the department to complete the operational commissioning required to bring the unit into service.

A meeting should be held a minimum of two weeks before handover to arrange all commissioning activities.  In the case of larger projects,  planning should start months before the completion of the constructions works to insure that all the participants in the commissioning process have had time to plan and prepare their work.

The moves checklist provides a good guide to the people/departments which need to be involved.

Moves list – appendix 16
8.1.1
group 2 & 3 equipment

Group 2 equipment is provided by the hospital and fixed by the building contractor.  So, this equipment is usually  delivered before handover.  However, it may also include equipment that is being transferred from the previous department to be fixed by the contractor.

Items such as soap, paper towel and paper roll dispensers are issued free of charge by the facilities contractor.

Group 3 items are all placed after handover.  This includes all larger items such as desks, chairs and free standing medical equipment.

Selection of the specific items will be done by the service manager in consultation with the supplies department.  Orders will be placed by the project manager.

8.1.2
training

Training for the staff using the unit will be needed for both the new equipment and health & safety procedures.  This will be organised with the service manager.
8.1.3
occupation


The project manager will provide assistance to the service manager in planning and executing moves into the new unit.

8.2
Closing

8.2.1
maintenance & defects

The project manager will monitor and manage the technical performance of the completed works.  Any defects which affect the operation of the unit must be corrected immediately.

At the end of the defects liability period, the project manager will prepare a list of defects to be rectified by the contractor before the remaining retention is released.  The service and maintenance staff is to be consulted in preparing the list of defects.

8.2.2
final account

Where a quantity surveyor is involved in the project, he will prepare the final account in agreement with the contractor.  The project manager will verify that this has been done properly.

8.2.3
post project evaluation
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