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Executive Summary

Team 4 selected the Troup Street Playground Reconstruction for project
management analysis. Under the direction of project manager Robin Schutte, the
$406,000 project began in August 2006 and concluded in May 2007. Some termination
activities are currently still in progress.

Working within the constraints of funding earmarked specifically for maintenance
of existing Parks Department infrastructure, Robin & who is an Assistant Landscape
Architect for the City 0 identified the long overdue need for improvements to the Troup
Street Playground and developed the project scope and budget.

Because the City is bound to the lowest bid, the Parks Department had to
undergo a nearly year long process to disqualify a contractor who submitted an
unrealistically low bid. In addition to a belief that the project could not be adequately
completed at the amount submitted, there were concerns due to dissatisfaction with
past performance of this particular contractor on another project. A fixed contract was
eventually awarded to the second lowest bidder, Steve General Contractors.

The playground project involved complete demolition and reconstruction of an
existing city park located on Troup Street in Rochester. Basketball courts, play
apparatus, and benches were upgraded and replaced. A new water spray feature was
installed, as well. Existing tennis courts were demolished but not rebuilt due to budget
limitations. Instead, a soccer field has been set up in that area of the park until
additional funds can be secured to rebuild the tennis courts there at a future date.

Due to his extensive parks project experience, the project manager was able to see

the project through to a successful completion within budget and on schedule.
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Introduction

The Troup Street Playground is locat ed near Rochesteros

District. The size of the playground is 4 acres. The playground was reconstructed

under t he gui dance of t he City of Rocheste

Department designed the enhanced playground and developed an estimated budget,
and the City Council approved the budgetary spending for the project. A fixed contract
was awarded and the final budget was set at $406,00: a base bid—efbid of $338,000.00
with $68,000.00 for contingency. The project was started in August 2006, and it had a
timeline of one year.

This playground was long overdue for renovation, and the project involved a
complete reconstruction of the park with demolition of existing tennis courts, basketball
courts, and play apparatus. The site now has newly reinstalled basketball courts, brand-
new play apparatus, a unique water spray feature, and updated benches.

The Troup Street Playground Project was completed with Robin Schutte serving
as project manager. Robin made sure that progress was reported on a weekly basis,
that good communication was maintained between the City, subcontractors, and team
members, and that an emphasis was placed on planning. Robin also used WBS and
MS Project software as tools for the successful completion of the project. Robin
considered his wultimate responsibility
Rochester citizens, particularly in the neighborhoods of the Corn Hill area, as well as

other visitors who use the park.
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Scope

The scope of the project was to rehabilitate the Corn Hill neighborhood by
i mproving the Troup Street Park from its pr
conditions were detrimental, often jeopardizing the safety of the many children that
played in that area. The park was long overdue for this improvement. Overall, this
project was a complete reconstruction of an
Department designed the playground. All of the activities to be performed were
identified, along with the cost and time involved for each task. This included the
demolition of old tennis courts, basketball courts, and play apparatus. The new park
was designed to have new improved basketball courts, replacement play apparatus, the
addition of a brand-new water spray feature, and updated benches. To further promote
creative play, the playground reconstruction includes new play equipment with safety

surfacing, swings, and basketball backstops.

Schedule

The completion time for the Troup Street Playground Reconstruction project was
one year. Due to the bidding/contract issues (which we will go over later in this report),
the project start date was delayed over one year. The contract officially started in
August 2006 with a targeted completion date of May 2007. As of July 2007, the project
is still in the termination phase. The contract stated everyday penalty if the project was

not completed on time.
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Budget/Cost Issues

Each year, the City administers a certain amount of funding to the Parks
Department. Some of the money is earmarked specifically for the maintenance of
existing infrastructure, and the Parks Department can make decisions on what they
would like to do with those finances. The Troup Street Playground was long overdue for
repairs and enhancement, so it was immediately considered.

Robin Schutte, Assistant Landscape Architect for the City, first did a cost
estimate to determine what improvements could reasonably be done for this park with
the funds that had been provided to the Parks Department. When developing the
proposal, Robin separated reconstruction of
the bid so that the additional work could possibly be done if the bids came in low
enoughd a sort of Awi sh | ist. o Unf or tabledot el vy,
include the tennis courts and remain within the assigned budget. (More information on
the elimination of this option below.) Once Robin had completed his proposal, the
department received approval from the City Council in order to actually move forward
with spending the funds and opening up the project for bids.

Legally, the City is bound to award project contracts to the lowest bidder.
However, in this situation, the City did not believe the contractor who submitted the
lowest bid for the Troup Street Playground Reconstruction could actually complete the
project requirements for the price the company put forward. This was due, in part,
because the company had vastly underbid all of the other competing contractors.
Additionally, an unfavorable reputation had developed with regard to this particular

contractor, based on negative experiences working the company on a previous project.
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In the past, the contractor had low-balled a bid to win a City contract then added on
expenses as the project was underway. Eventually the project ran over budget and
caused schedule delays. Fortunately, the City has a process in place to disqualify the
lowest bidders in situations such as this; unfortunately, though, the process is time-
consuming. This meant a nearly one-year delay in breaking ground on the project, but
a fixed contract was eventually awarded to Steve General Contractors of Caledonia,
N.Y., who had submitted the second lowest bid.

When it became apparent that it would not be feasible to stay within the allotted
budget if the tennis court bid alternate was included, Robin made the decision to
remove reinstallation of the tennis courts from this bid with the intent of constructing
them at a later date when additional funding can be secured. Instead, a soccer field has
been set up on the location where the tennis courts will one day be built to ensure that
park visitors have a variety of activities available to them. Eliminating the tennis court
reconstruction brought t he. Anradditiona $68,800 Wwas
added for contingency and RPR. This brought the final total bid award amount to
$406,000.

Because the bidder is contractually bound to perform the stated work at the
award amount, Robin said that there was no need for benchmarking with regard to
incremental spending. He explained that, as project manager, the only thing he really
needed to keep an eye on was assessing any additional work that may have needed to
be done as the project progressed. The contractor periodically puts in a payment to the
Parks Department for work performed. The department then pays the contractor a

percentage of the award amount for the percentage of work performed. The
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department structures out payments to leave the City with 10 or 15 percent of the total
cost at the end of the project to ensure punch list items are taken care of. Final
payment is not made until after punch list and warranty items have been satisfactorily

resolved.

Resource Requirements

When discussing resource requirements with the project manager, Robin stated
that in projects over $250,000, the City of Rochester is required to follow certain rules
and regulations defined by the government. For example, the project contract stipulates
that for each person hired, an apprentice must also be brought in. This is a
consideration that must be factored into the project budget, and it inflates the cost
substantially. For example, if a plumber is needed for the project, the cost would be
guoted as one plumber and one apprentice to the plumber. This stipulation tends to
keep smaller contractors out of the bidding process, because they do not have the

resource requirements.

Project Manager

The project manager provides the leadership to the project team to accomplish
the project objective. As stated above, Robin Schutte was the project manager for the
Troup Street Playground Reconstruction project. Robin has been working with the City
of Rochester for over 10 years. He has concentrated his expertise in the development
and reconstruction of parks within Rochester, Robin has extensive project management

experience under his belt, and he has worked on the following projects:
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Adams Street apparatus

Verona Street basketball court construction
Eastmoreland Park play apparatus

Genesee Valley Park baseball field rehabilitation

4th and Peck Street reconstruction

> > > > > >

And many more!

Throughout the duration of the project, Robin has been an instrumental part of
the successful completion of it. He believes that communication is the most important
thing when dealing with a project of large magnitude. Robin stated, il | i ke t o make
that everything is well with the project. Therefore, | like to at least pass by the site once
a d alye.also noted that lines of communication between all parties were open and
everyone reported on a weekly basis. He explained, fi | prefer to have

communication and have people complaining about it than to have no communication

what soever and | et the project be a failure.o
Among team members, the project manager establ i shed- what

mi nuteo meetings. The meetings were brief S

projectbds progress and work out any issues th

the project manager also laid out what the expectations were for the end of that day.
Team members would also make sure to cover anything that was left unfinished from
the previous day.

Robin considered customer satisfaction as his ultimate responsibility. With the

help of the City, the projectmemb er s hel d public meetings to ob
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what they would like to have incorporated into the park. They sent reminders in the mail
and also went around the neighborhood door to door in a specifieds radius. After the
public feedback was collected for the first time, Robin considered it a new lesson

| earned about the neighborhoodbés expectations

Team Organization

The team for this project was not selected by following any formal pattern. The
project actually had a very small team consisting of the low bidder contractor, a resident
engineer hired by the City (who oversees and verifies work done), and the City itself.
Ultimately, the City was the final authority. The people involved in this project were
mostly bound to the lowest bidder.

The project involved many subcontractors. Thus, it was necessary that
communication and coordination be maintained. Robin noted that all of the people
involved were experts in their field. Every member involved knew his or her role and
responsibility for carrying out his or her part of the project. They readily shared
information, ideas, and also provided and received feedback and constructive criticism.
There was a high degree of cooperation and collaboration and a high level of trust
among the team members. Due to this, they were creative in how they handled
problem solving and decision-making was accomplished in a timely manner.

Robin also stated that they were fortunate enough that none of their team
members changed during the full duration of the project. The team composition was
fixed during the one-year project, which is not necessarily a common occurrence.
Robin considers this to be one of several success factors of the project. When the team

composition changes frequently, the flow of individuals may be too dynamic for the team
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to jell. Project teams made up of a small number of individuals with long term

assignments are typically more efficient.

Motivational Techniques

Motivational techniques such as incentives and other recognition do not work in
every sector. The construction sector is entirely different and motivation for construction
labor is also quite unique. Because Robin has worked in this sector for many years, he
has a great deal of experience knowing what will and will not work. When asked to
clarify these differences, he revealed simple but effective motivational techniques for the
construction sector. Robin explained that construction workers get a great deal of their
job satisfaction from seeing their efforts produce permanent structures. Additionally, a
construction worker will often be highly motivated if he gets the appropriate instructions,
equipment, tools, and materials that allow him to do his job properly. It is essential that
construction workers be permitted to accomplish their work without having to deal with
avoidable hindrances.

Robin also pointed out that positive reinforcement should always be used, and it
is probably the least expensive motivational method available 8 many times it costs
nothing. A simple pat on the back of the construction worker can motivate them highly.

Robin also believes in involving the construction workers in the success of the
project and giving them credit for their hard work, and he makes an effort to motivate

them in every phase of the project.
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Planning Skills

The project manager himself performed the planning phase of this project.
During this phase, he weighed many factors. The first factor that needed to be taken
into consideration was the weather. The City of Rochester wanted to start this project
toward the end of the summer, because this is the time of year that park attendance
starts decreasing. This would be advantageous, because they would not have to worry
about the high level of traffic that is usually caused by children playing on the
playground. Another important factor that needed to be taken into consideration was
the upcoming winter weather. Because this was an outside park, most of the digging
and rebuilding needed to occur prior to a heavy snowfall and/or a layer of ice developing
on frozen ground.

In order for the project to be successful, the project manager made sure that
everyone was on the same page. He wanted to set the objectives, cost, and specific
activities, and also assign the resources and develop a timeline of this project.

In order to plan correctly and efficiently, the project manager made sure to use
Mi crosoft Project as the projectds planning
very useful, because it allows the user to quickly see where all aspects of the project
are and allows for quick re-planning if needed.

Activities for t his project wer e schedul
previous experience. Before setting the activities, Robin also consulted a few of the
people that he has worked with on various projects in the past in order to properly

assess the project and provide accurate breakdowns.
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Milestones for this project were also set based on past experience. Robin has
been around long enough that he knows what milestones need to be accomplished. In
order to make sure that everything was communicated, he also reported any updates
regarding these milestones to all team members. Effective project leaders view this as
an important part of the project process and a must in order to maintain order and finish
within the allotted time.

A WBS was developed for the project, and a copy of it can be seen in Exhibit 1 in
Appendix A. Project leaders who have developed many playgrounds in the past
developed this WBS. As can be seen in the figure, there were only a few of activities for
this project. Robin stated that this is a typical park reconstruction and that, for the most
part, these types of projects are all planned in the same way.

The project manager emphasized to the many subcontractors that he expected
them to strictly follow the WBS he developed. The subcontractors used it to make sure
their activities were being foll owed ac

reason for any delay.

Leadership

Robin is an explorer or entrepreneur type project leader who has a vision of the
future and views projects as a series of stepping-stones. He is a strategic thinker: bold
and imaginative, comfortable in the lead, and exuding confidence. Robin stated
fsuccessful project management is about delivering projects on time, within budget, and
to specification. What many people forget is that it is also important to deliver the
business benef it KRobin makeshwre thatak df thenfexilitiesmf the park

can be utilized fully. To maintain a level of success for the project, he followed the
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business case. The following diagram depicts the steps involved for the comprehensive

business case of the park:

Identify the Identify the
Business Alternative
!

Describe the
Implementation/|
Problem Solutions

Recommend a
Preferred
Solution Approach |

As stated before, this park was way overdue for renovation. In fact, there are

more projects being targeted in that area for additional enhancement once more funding

is secured. This project was basically undertaken to solve the problem of an old park

that was falling apart, and it was also an opportunity for the beautification of this area of

the city. Therefore, it was imperative for Robin to spend time upfront to investigate the

problem before he attempt to find a solution to it. First, he determined the root cause of

the problem by analyzing the environment within which the problem had arisen. The

root causes of the problem included:

> > > >

Changes in the citybés vision about the
Newly identified competing parks and playgrounds
Peopl ebs habits that were driving park

Changes due to legislative and environmental factors

To ensure that his team selected the best solution available, Robin ensured the

completion of steps such as:
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A Identification of the alternative solutions available

A Quantification of the benefits of implementing each solution

A Forecasting the costs of implementing each solution assessing the feasibility of
implementing each solution

A Identification of the risks and issues associated

Robin motivated his employees by delivering progress reports of the project, made
sure that employees going above and beyond were recognized for their efforts, and
provided positive reinforcement by issuing awards and using a corporate newsletter to
highlight specific achievements. Additionally, Robin set challenging goals for the team.
These included the early termination of certain milestones of the project such as
completion of topsoil and seeding. Ultimately, Robin had enough authority over the
team that he was able to make necessary decisions and implement suitable strategies

in order to ensure the project went smoothly and was completed on time.

Control

Robin placed considerable emphasis on interpersonal management. He
supported discussions with reference to the park, clarifying and confirming his
understanding of team members prior to seeking to be understood himself. He explored
new ideas, managed differences by establishing common ground, and recognized the
merits of each personos position and
discussions by reviewing agreements and next steps to maintain proper control over the

project. He accomplished this by:
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A Facilitating detailed planning

A Measuring performance in relation to the project plan and quickly reporting any

deviations from the plan

A Communicating planning and performance information to all parties involved

A Identifying objectives and highlighting important operations leading to these

objectives
Gt Regudlory  Clent mm::m
Congtraint Constraint Constraint abersey b
(Requirernenis)  (Codes & By-Laws]  {Acceptabilty Wterels Rvelaiiy)
Management Design Procurement | _ | Construction
Input = Procass nd Pracass . Protess md Protass (=) Outpt
Manitor, Repar, Forecast

Control system for a Troup Street Park project

The process of project control required the establishment of a firm baseline for

the project. The baseline was defined in terms of scope, cost, time, and quality 8 on a

compatible basis. To be successful, the project manager made use of this and all other

available information.
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The project was broken down into a suitably coded structure that identifies

manageable segments with clearly assigned responsibilities.

Conception Phase

Marketing Owners Estimating
Process Bankers Scheduling
Selection Investors Project
Plant Sizing Bonds Accounting
Performance & Quality Public Relations
Cost Estimates

- Capital

- Operating
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Definition Phase

Block Flow Diagram Location & Size Owner
Material and Energy Survey &Solil Report Government
Preliminary Layouts Utilities Environmental
Building Concepts - Underground

Outline Specs - Overhead

Cost Estimate Update

Execution Phase
|

Final Drawings Vendor Contact Site Work
Specifications Contractor Selection Buildings
Operating Information Quotations Equip. Installation
As-built Drawings Proposal and Tenders - Mechanical
Bid Comparisons - Electrical
Contract Awards - Process
Inspections
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Transfer Phase

Manpower &
Training

Position Descriptions
Personal Recruiting
Assignment & Training

Commission
and Start-up

Checkout:

- Electrical

- Mechanical

- Piping
Equipment Testing
Startup Operations

Robin also did contingency planning and allocated $68,000 for this purpose. He

stated that changes and related delays might cost ten or more times as much to

implement during construction compared to the same changes made during the

planning stage. Therefore, at the beginning of the project, executive control points were

established at the conclusion of each phase on a "go" or "no-go" basis for further work

as shown by the flags.

Consuiting
Enginaar Concent design
engdged & prehminary Project Brief &
ECEOROMIcE asacciated
accaptod Sctwedube, Cash Construction
wic.. accepted coniracts
awarded Project scospted
& oparied by
Scopa, Chwirigr
functional Lo o g
definilion & | o oicnes ;:ar:‘ards
ECOnomics i :
budget estimates. + +
outline drawings & | YWorking qm';g"
latary app Is | sPecifications
s 4 o tender invitations Construction
"
¥ Diparatos raiming.,
Start of systems check out
project management service & start up
- L
/ Completion of sarvice
-
Conceive I Defime Davalop I Execui= Finalize 0p-arat>

Feasbility Phase

Implementation Phase
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These control points provided his mandate to drive the project through to the
conclusion of t he ensui ng ortanityatg ensure thhtttop wa s R

management was behind him, and that he was proceeding in the right direction.

Risk and Quality Management Factors

Prior to being a park, the location had been the site of a hospital. Because of this,
there was some concern that the demolition activity might uncover buried hospital
remains that could potentially be toxic. However, there are stringent state and federal
guidelines that immediately kick in if any hazardous waste happened to be found.
Steps were put into place in the project process to immediately halt activities in the
event of any such findings, in which case the area would be required to undergo further
environmental examination before any additional project work could resume.

Safety considerations were also a factor with regard to installation of the
pl aygroundds new water spray feature. I n tF
out break at Seneca Lake State Parkoés fASpraygr
people. An important lesson was learned from this incident and steps were taken to
ensure the safety of Troup Street Pl ayground
attraction by building it so that the water would not be recyclable.

As with any undertaking that is outdoors, weather can play an unpredictable role in
the projectds schedule and progress. Whil e t
inclement conditions, Robin had factored enough slack into the schedule that the
contractor was able to keep the project on track. When determining the project
schedule, Robin also took into account other additional unforeseen circumstances that

might develop. These included issues with the seal coat process, installation of
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landscaping/lawn, and as mentioned above, in case hazardous materials were
discovered in the existing berms. It was the responsibility of the resident engineer to

deal with these issues in a timely manner to keep the project moving.

Customer Satisfaction

The ultimate responsibility of Robin, as project manager, was customer
satisfaction. The City hel d public meetings to obtain
sent reminders to neighborhood residents in the mail and also did door to door
walkthroughs within a specified radius to get their feedback.

Robin believes that improvements start with listening to customers and
understanding their expectations. He feels a project team should approach user
feedback with an open mind and engage customers to help the team evolve service to
keep satisfaction levels high.

Customer satisfaction can be measured in many ways, including the use of spot
surveys, phone follow-up, focus groups, and general surveys. The Troup Street
Playground is for the citizens of Rochester and visitors to the city, and it is very
important that they have their needs met in order for them to get full enjoyment and
benefits from using it.

So far, the citizens of that neighborhood are happy with the results of the project.

They candét wait for additional upgrade projec

Challenges

Robin shared a few challenges that he faced as a project manager during the

project. One of the problems was due to a lack of coordination and incomplete paper
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wor k. The City had specified benches and

redesign. It happens that the play apparatus manufacturer produces benches, as well,
and the manufacturer tried to include their benches as part of the package along with
the play equipment layout. The City typically does not approve these particular types of

benches. When the play equipment shop drawings were submitted for approval, the

manufacturerds benches were not approved

contractor ordered them anyway (as ©part
wanted the City to pay for them. Since the benches were not approved as part of the

shop drawing package, the City was not bound to use or pay for them. Consequently,

the contractor was stuck with the manufactur e

step taken and item used has a paper trail associated with it. If the paperwork is dealt

with properly, it can Ared fl ago any potenti

did not happen in this particular situation.

Another challenge faced by the project manager was the changing project
priorities. During the planning phase, construction of new tennis courts was included in
the project scope, but due to the budget issues, the reconstruction of tennis courts was
postponed. A new project scope statement was prepared with new priorities. Robin
informed the team immediately about the changes and concentrated on executing these
changes. In addition to the budget changes, the schedule and the project plan were
also revised.

The project manager was bound to complete the project on time, irrespective of
the circumstances. Likewise, the contractor is liable for the park until project

completion, and any injuries sustained by people using the park prior to termination are
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liable by the contractor. The City withholds final payment until everything is completed
to satisfaction. Due to this condition, everyone on the team was forced to complete the

project by the decided deadline.

Lessons Learned

Robin wanted to focus on progress rather than on completion of activities, which

hebel i eves doesndt necessarily ensure that

project to be successful and to be on time because liquidated damages can be imposed
at a daily rate i f the project canodét be
was completed successfully, progress was reported on a weekly basis.

In addition to the lessons Robin learned, Team 4 members learned several
important points while evaluating the Troup Street Playground Reconstruction project
process, as well.

Wrong decisions made early can be salvaged, but "right" decisions made late
cannot. Never ask management to make a decision that you can make. Instead,
assume you have the authority to make decisions unless you know there is a document
that states unequivocally that you cannot. Having said that, it is important to be sure that
you do not arrive at a conclusion too rapidly. Make sure any deviation from the norm is
explained. Remember the wrong conclusion is a prologue to the next failure. All
problems are solvable in time, so make sure you have enough schedule contingencies.

Cooperative efforts require good communications and early warning systems. A
project manager should try to keep his partners aware of what is going on and should
be the one who tells them first of any rumor or actual changes in plan. The partners

should be consulted before things are put in final form, even if they only have a small
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piece of the action. A project manager who blindsides his partners will be treated in
kind and will be considered a person of no integrity.

Initial planning is the most vital part of a project. The initial planning should
include a baseline plan along with the work breakdown structure, responsibility matrix,
defining activities, and network plan. Project management software can also be used
for the planning phase of the project.

A predetermined structure for the organization or team, problem statement and
objectives should be clearly defined. Budget, priorities and tracking processes must be
communicated. A statement of work should be developed, including a defined
communications plans and project status updates. The methods and correct tools
should be in place to ensure best practices.

Last but not least, make sure you celebrate and that team members are

rewarded for meeting milestones and successes.

Recommendations

Robin di dnodt pl ace mu c h emphasi s on
techniques such as forming, storming, norming, and performing were incorporated for
the team development. PEC Team 4 suggests that he should have selected the team
using these stages. This would have definitely given them more expertise and skilled
members.

None of the old playground equipment was used in this project. The PEC team
suggests that it might have been possible to recycle the existing equipment that was still

in good, safe working condition. This would have definitely reduced the project budget
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and may have given the project team the ability to move forward with constructing the
tennis courts as originally planned.

Robin and his team should also provide their contact information for customers.
This could be accomplished by establishing a toll-free number and an e-mail address to
be used by the public for project information. The team should also post signs on all
projects located in Monroe County for identification.

Regarding public input, the contractor should try to increase public turnout when
projects like these are in the plans. This will increase public acceptance of the project
and will encourage them to use it more often because they will feel they were part of the

decision-making process.

Conclusion

I n conclusion, the team feels that Robinds
is doing. He is extremely attentive to detail and focuses on customer satisfaction.
Throughout the discussions our team had with Robin, it was apparent that he loves his
job and plans to continue doing this for as long as he can. He expressed that this job
requires a lot of patience because many things happen that cannot be anticipated, and
the project manager needs to be in control of himself and of the project at all times no
matter what the situation is.
Our team feels that Robin should be recommended for future projects, as we are

certain the job will be completed correctly, on-time, and within the specified budget.
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Appendix A

Exhibit 1 7 WBS of project

Troup Street

Moblize &

Install water

install chain

Page 26 of 28



