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1.0 INTRODUCTION

The Project Procedures seek to provide a single source of guidance for staff managing construction based projects at UCL Estates.  They are intended to provide high level information on the management of projects, if clarification is required, speak to any of the Portfolio Services team.  They are the procedures that MUST be complied with to meet statutory regulations or UCL’s own regulations (e.g. Financial Regulations laid down by UCL Council).  
It also contains guidance on issues where the UCL Estates sets requirements to facilitate co-ordination across its many sections to facilitate future maintenance, operability and value for money.  In places it will cross-reference information held elsewhere rather than repeat it verbatim.  
These procedures are not intended to be bureaucratic but to ensure minimum standards and consistency.  

For consistency throughout this document the person undertaking the task is referred to as the Project Officer.  This reference covers the UPO (University Project Officer), PM (Project Manager), USM (University Service Manager), ESM (Estate Strategy Manager) or any person’s undertaking project works at University College London.        

All projects must comply with the UCL Financial Regulations. It is the Project Officers’ responsibility to ensure such compliance.  Compliance will be checked by accountable Officers as appropriate.
Stage Gate Checklist
The Stage Gate checklist is intended for use as a management and assurance tool.  A copy is placed in all project folders and it must be reviewed and approved at each applicable stage gate of the project.

For projects with external consultants, many items on the Stage Gate checklist may be completed by the consultants and Project Officers are to ensure that consultants carry out the tasks and follow the procedures which are relevant to their appointment and role in the project.
Project Categories

Works under £50k incl. VAT are categorised as Minor Works.

Projects under £250k incl. VAT are categorised as Small.

Projects between £250k and £2 million incl. VAT are categorised Medium. 

Projects over £2 million incl. VAT are categorised Large. 

The category of the projects determines the extent to which the project procedures apply.  Refer to the stage gates checklists for the minimum documentation required for the different categories:

· Stage Gate Checklist for Large and Medium projects.
· Stage Gate Checklist for SMP projects.
· Stage Gate Checklist for Small projects.
2.0 PROJECT PROCEDURES

The project procedures form part of the project lifecycle and describe the key project activities for each project lifecycle stage aligned to RIBA stages.
These procedures are applicable to all Estates projects. At the outset, the nature of the works should be discussed with the relevant Head of Service and/or the Facilities and Infrastructure Team Leader (as appropriate) to determine which category the project falls into and which form of contract is appropriate. 

All Project Officers must comply with these procedures during a project.  Any derogation will need to be signed off by the relevant Head of Service and should only be used in exceptional circumstances. Note – derogation is only to be used in circumstance that are exceptional, even if derogation is allowed a refined or bespoke process and procedure will need to followed.
All construction works are subject to the CDM regulations.
Categories of Work

It must be noted that irrespective of project size if the works will change the use of the area then there must be involvement with the UCL Estates Strategy Manager.

Minor Works / Reactive Maintenance
Minor and Reactive works are projects of a simple, non-complex nature, not exceeding a value of £25,000 incl. VAT and not likely to take more than 30 working days. Projects falling into this category will NOT be ‘notifiable’ under the Regulations, but will still be subject to the CDM 2015 Regulations. 
Small, Medium and Large Projects

This will include alterations, conversions, refurbishments, major repair or replacements and small extensions and medium-sized engineering projects.  Projects falling into these categories will be ‘notifiable’ under the CDM regulations.

Project Lifecycle

UCL Estates has adopted the following 7 stage lifecycle process for its projects:

1 – Need (RIBA Stage 0)
2 – Initiation (RIBA Stage 1-2)
3 – Development (RIBA Stage 3)
4 - Procurement, Planning and Budgeting (RIBA Stage 4)
5 – Implementation (RIBA Stage 5)
6 – Operations (RIBA Stage 6)
7 – Post Project (RIBA Stage 7)
A project should not pass onto the next stage until the previous stage gate has been approved.  The activities for each of the stages are set out in the sections below.
Change Control 
Change control is the process UCL Estates have adopted to ensure all requests to change baseline scope of project, programme or portfolio are captured, evaluated then approved, rejected or deferred. 

Further guidance and documents for change control can be located here. 

Procurement – Fabric Framework
Please note the documents relating to the fabric framework can be found here - Z:\12.0 EM&I\12.12 Programmes & Performance\Team\Commercial Manager\NEC3\Building Fabric ECSC\
UCL Governance

At UCL there are 7 recognised Programme Boards and/or Committees in place to approve projects.  These are:-

School Estates Board
 

Approves all projects on Schools Small Works prioritisation and in some instances Business Cases for larger projects.

Each School has an Estates Board comprising of Faculty Deans, Faculty Managers and other school reps as nominated by the Deans, the School Estate Strategy Manager, Capital Projects and Facilities and Infrastructure Team Leaders and Facilities reps as required. The Board identifies and prioritises School needs and spend.  The Estates Boards in place are:-
Central & Professional Services

IoE

BEAMS

SLASH

SLMS

SMP Programme Board



Approves all projects up to £250k inc VAT.

The Strategic Maintenance Programme (‘SMP’) is the mechanism by which the medium and long-term maintenance programmes for the UCL Estate are planned, funded and delivered.  The Programme Boards purpose to maintain key infrastructure to enable business as usual operations, ensure compliance with statutory and legislative requirements in a safe environment and support the delivery of new acquisitions as the UCL Estate continues to grow and develop to meet planned and emerging needs.

Estate Strategy & Capital Projects Programme Board (ES&CP)


Approves all projects up to £250k.

The Board are tasked on behalf of UCL to support project boards and oversee the successful delivery of all projects in line with agreed scope, cost, time and any commitments identified in the Business Case/s.  

Project Review Group (PRG)


Approves all projects over £250k up to £2m incl. VAT.

PRG is chaired by the Director of UCL Estates with membership covering key disciplines from the Estates Leadership Team (ELT) together with representatives from ISD, Finance as appropriate. Customer stakeholder representation is also required as appropriate.

Capital Projects Sub Committee (CPSC)


Approves all projects that require allocation to the Capital Plan.

CPSC is a sub-committee of EMC. Its purpose is to agree and periodically review the criteria for evaluation of capital projects and to identify and prioritise the capital programme.
Estates Management Committee (EMC)


Approves all projects over £2m and up to £5m incl. VAT.

The Estates Management Committee is chaired by the Provost and membership consists primarily of the Provost’s Senior Management Team (Vice Provosts and Faculty Deans) together with the Director of Finance, Director and Deputy Director of Estates. EMC Terms of Reference can be located here.

Finance Committee

Approves all projects over £5m and under £25m incl. VAT.

Finance Committee are tasked with providing assurance to the Provost and Council on the suitability and appropriateness of UCL’s financial strategy and policies within the context of UCL’s overall objectives and strategy as set by Council. This includes: i) reviewing UCL’s financial plans and budgets; ii) monitoring financial performance against budget; iii) reviewing funding, banking and other financing arrangements; iv) approval of capital projects and other major commitments.

UCL Council

Approves all projects over £25m.

As UCL’s governing body, the Council oversees the management and administration of UCL and the conduct of its affairs, subject to the advice of the Academic Board on matters of academic policy. Council approves UCL’s mission and strategic vision and its long-term academic and business plans.
All formal committees of UCL can be found here.

Project Templates

All project templates can be located here.

Stage 1 – Need (RIBA Stage 0)

As soon as UCL Estates start working on a project it needs to be registered, this can be done by completing a project PID and sending to portfolioservices@ucl.ac.uk  

Fire Safety should be consulted and considered throughout the project, please use the Fire Safety Requirements Form throughout the project lifecycle to ensure all fire requirements are included.  
Sustainability targets and requirements should also be considered from Stage 1, please use the UCL Sustainable Building Standard (SBS) and accompanying Sustainable Project Planner to ensure all sustainability requirements are included throughout the project lifecycle. 
Project Brief

An initial brief may be provided in written or drawing form by the sponsoring department or noted from a meeting or a series of meetings with the client.  This information should be put on file.  A project file can be created by contacting the PMO team (estates.portfolio@ucl.ac.uk). 

The Project Officer should discuss the outline timescales with the client department and inform the client and design team of any funding or other deadlines.  The brief as a minimum should include existing and proposed numbers of staff and if possible an outline Schedule created.
The Project Officer will develop this information into a Project Brief.

Project Initiation Document

Produce a Project Initiation Document (PID) (including H&S risk assessment) and a Project Account Request Form.   These should be submitted to the Portfolio Services Office (PSO), the documents will be subject to QA and forward to relevant parties for Stage Gate 1 approval.  NB: Up to 5 days should be allowed for Stage Gate 1 approval.

For Capital Projects please refer to the Capital Projects Approval Policy for details on obtaining funding authority.  

If funding has been approved then the PSO will submit the Project Account Request Form to the Estates Finance team to set up a Project Account Code.  This can take a maximum of two weeks.  The UPO will be informed by the Estates Finance team once the code has been set up.  The PSO will set up project files on the S drive.  All project documentation must be filed in this location.
CDM Compliance Schedule (CDM form 2)
When reviewing the feasibility of a project, the team should review any relevant pre-construction information such as existing surveys, adjacent projects, environmental risks. 
The team should also start to consider who would be appropriate to undertake the Principal Designers Role should the project proceed. 
Project Reporting
The project officer should start providing monthly reports to the Portfolio Services team.  The reporting template can be found here.

Stage 2 – Initiation (RIBA Stage 1/2)

Pre-Construction Information 
Obtain copies of record drawings of the building and site, visit the site and note overall dimensions, location of services and other relevant information.  Check if asbestos products are present.  Note condition of engineering and plumbing services.  
Developing the brief 
Establish any design, structural, legislative requirements and assess suitability of site for its proposed use or engineering/fabric damages.  Copies of record drawings can be located on the S drive here.  If you cannot locate the relevant drawings, please contact the CAD team.
Appointing the Consultant Team

The consultant team should be appointed in writing using the current Framework Agreements, these can be located here. You must ensure that those people you are appointing have the right skills, knowledge and experience and capacity to manage health and safety risks:

· Principal Designer – this must be the first appointment. If this appointment is not made UCL will by default be the Principal Designer
· Architect

· Lift Consultant

· Asbestos Consultant

· Fire Engineer

· Listed Building Consultant

· Services Engineers

· Structural Engineers

· Quantity Surveyors

· Project Management Team
· Space Planning  

· Asbestos Consultant – refer to the Asbestos Management Plan
· UCL Specialist Contractor for Security Systems

· Sustainability Consultant (Large Projects) 

The Project Officer must request a copy of the existing asbestos register, from UCL Asbestos Manager for details of any asbestos materials present on site. This can be done in the first instance by contacting the UCL asbestos manager, who will assist with the assessment of asbestos risk to the intended project, and offer the necessary advice on what to do next. The base point for this will be an examination of the existing asbestos data and historic records for the building(s) and from this, an identification of if the existing records are sufficient, and suitable for the proposed undertakings.

Following this assessment, should there be gaps or a requirement for further specialist surveying or testing (known as an R&D survey), this should be obtained via the UCL appointed asbestos consultancy provider Lucion Environmental, who operate to strict UCL guidelines and framework terms.

Should it be necessary that the project will require R&D surveys LUCION will advise on the extent of these and produce a report highlighting any necessary HSE licensed asbestos removals, and if required, produce a performance specification for the asbestos removals, along with providing all the necessary services relating to asbestos removal works management, air testing, analytical functions, and ensuring necessary records are captured for UCL’s central records.

Should HSE Licensable asbestos removal be required, 1-of-4 UCL’s embedded and preferred HSE Licenced removal contractors can be used to supply pricing, and removal services. Again, the 4 removal contractors are preferred and fully approved by UCL and work to strict pre-agreed guidelines and framework terms. These 4 contractors are:

· AA WOODS

· MAYLARCH ENVIRONMENTAL

· SHIELD ENVIRONMENTAL

· TRINITAS CONTRACTS

Details of how contractual engagements occur can be obtained via the asbestos project officer.
Professional team appointments should be via the Mini Tender process, the documents can be located here.  Please note that your tender evaluation will be required when raising a purchase order.
At the time of appointment it is the Project Officers responsibility to ensure the competence of the proposed professional team.  A competence review document can be located here.  

Throughout the lifecycle of the project, the Professional Team will be accountable to the Project Officer.  The communication between the Professional team and UCL Sponsor / Stakeholders / End Users should only be through the Project Officer. 
Project Governance and Controls

For all capital projects and some Strategic Maintenance projects, the Project Officer should set up a project board to oversee the project.  The project board will have the ultimate accountability and authority for the successful delivery of the project.  At the time of setting the project board, ensure that a pre meeting is booked with the chair ahead of every meeting to brief them on the agenda, papers and meeting flow.  This should be 1 week before but no later than 3 days before the meeting.
An outline Project Execution Plan should be prepared stating how the project is to be managed and delivered.  This will be a live document that is developed throughout the life of the project.

Project governance should be defined identifying named persons for key project roles within a decision making framework.  All Capital projects over £25,000 must have a project board.  The project board can be scaled to suit the project needs.  Please speak to portfolio Services if you require clarification.  Where appropriate some Strategic Maintenance projects will have project boards.
Concept Scheme

Prepare preliminary sketch proposal drawings, schedules of accommodation and floor areas (in line with the RIBA Stage 2 guidelines for Capital Projects) in accordance with UCL Design Standards or engineering solution for Facilities and Infrastructure projects.  

The drawings should be outline drawings to convey the intention of the proposals to the client.  Detailed drawings should be avoided.

The Stage 2 Design Report and associated drawings (if Capital Projects) or Specification of Works (if EM&I projects) should be consulted with stakeholders as appropriate for comments as detailed below.  Discuss alternatives if appropriate and ensure sign off of the scheme is achieved from all parties (including stakeholders).  

Identify the need for Planning Approval, Conservation Area or Listed Building Consent.

The concept scheme should also consider the following (as appropriate):

· Interfaces and interdependencies with other projects or events

· Logistical requirements during construction such as welfare and waste 

· Impact on pedestrians and traffic flow

· Property considerations such as rights to light issues and landlords consent (license to alter and party wall situations)
· Soft Landings / Handover process
· Procurement strategy and opportunities

· Decant solutions
· Affects and demands upon infrastructure power, heat
· Optimising performance in accordance with the UCL Sustainable Building Standard, as well as statutory requirements

· Impacts on UCL Security requirements including access controls (CCTV locations and privacy)
The Concept Scheme should be approved by the Project Board or Head of Department before being submitted as part of the Stage Gate 2 approval process.

Consultations

Discuss concept scheme with:
· University Project Officer (UPO)

· Local Planning Authority (if necessary)

· Security Manager (Security and Parking) and Access Systems 

· Logistics Manager

· Safety Services team (laboratory design, radiation and biological hazards, health and safety at work, etc.)

· Engineering, Maintenance & Infrastructure (EM&I) team regarding existing building and services and standards for new works

· Fire Officer and LFB (If appropriate)
· Soft Services Manager (finishes, toilets, common areas, waste disposal requirements, catering)

· Room Bookings Manager and Information Services Department (ISD) Audio Visual regarding centrally-bookable rooms.

· Telecommunications Manager
· UCL Sustainability Team 

· Information Services Department (ISD) regarding existing IT infrastructure 

· Asbestos Team

· Strategy Manager – space utilisation

· Property Team (leaseholds / freeholds) 

· End users

· Student groups (as appropriate)

· Neighbouring or local activity groups

· Signage Manager 
Impact Assessments-Does the project have a potential impact on student residences 

The Project Officer should consult the property registers, in good time, prior to tendering works commences. Where the project is found to be within close proximity to UCL residential accommodation a full impact assessment must be carried out with explicit reference to noise, dust, vibration, hours of work and any other potential adverse environmental impact. This assessment to be carried out whilst consulting fully with a Senior Management Member of the Student Residential Accommodation Team.

Project Schedule / Programme 
Produce a provisional schedule for the preparation of a detailed scheme, tender documents, tender period, mobilisation period and estimated work on site.  This should be agreed by the Project Board.  Any interfaces with other concurrent works and/or events and other dependencies must be identified and built into the programme.

As client we must allow enough time for the design, planning, approval periods and construction work to be undertaken safely.  
Budget Estimate

Consult with EM&I department to obtain costs of backlog maintenance and infrastructure capacity that may need to be considered as part of the project.

Consult with Information Systems Division (ISD) to obtain cost of data installations including telephones and data trunking requirements.  Consult with the Student Accommodation team to understand if this project could cause impact to the student experience.
All construction projects must balance Capital expenditure with ongoing operational and maintenance costs. Operational cost estimates can be provided by the Estates Finance team.  
Large Projects are required to carry out a formal Life Cycle Costing exercise. 
It may be necessary at this stage to review the extent of the proposed scheme and possibly prepare revised or alternative schemes including revised estimates if the proposals and costs are over the outline budget provided or justify through a business case.
Risk
The Project Officer will at this stage, if appropriate develop a project risk register to include Estates and Academic risk for the project.  

Business Case

The Business Case should set out the net benefit of doing the project, setting out the options which have been investigated and the recommendations.  It should set out the agreed constraints and associated assumptions and risks and the funding required to deliver the agreed benefits.
Suitable / tested budgets should be allocated for all aspects of project.
The Business Case is owned by the Sponsoring Department but is generally created collaboratively between the Project Officer, the Faculty Managers and the Schools Finance Directors.  

The level of detail provided within the Business Case should be appropriate to the stage the project is at and the size and the complexity of the project.  The business case is required for any estates transaction or project over £250,000 – irrespective of where the budget for the project is held.  It is also required for any Estates service contracts or outsourcing of a value of over £50k per annum. 

The Business Case should be approved by the Sponsor and the Project Board before being submitted as part of the approval process to any relevant UCL Committee.

Approvals
The Concept schemes and Business Case must be approved by the Project Board and/or Head of Service before being submitted for Stage Gate 2 approval.  

Stage Gate 2 approval must be sought before the project is submitted to appropriate governance committees for funding approval.  Documentation should be provided as set out in the Stage Gates Checklist.  ‘Large’ projects will require a formal stage gate review meeting whilst small and medium projects are reviewed by e-mail circulation.  A 2 week consultation/approval period is required for medium and large projects.  This is reduced to 1 week for small projects.

Following stage gate 2 approval the business case should be submitted for funding approval to the appropriate Governance Committees such as Projects Review Group (PRG), Estates Management Committee (EMC), Capital Programme Sub-Committee (CPSC), Finance Committee and Council.  For information on the Governance process and financial thresholds refer to the Capital Projects Approval Policy.

Project Account Code

Following committee approval of funding the Project Officer must submit a Project Account Request Form to the PSO. It will then be subject to QA and forwarded to the Estates Finance Team to adjust the project budget accordingly.  

CDM Compliance Schedule (CDM form 2)
Ensure your CDM Form 2 is completed.
Project baseline

Following Stage Gate 2 approval and funding approval the project is baselined.  The project budget (Latest Approved Budget) is baselined and the project performance is measured through Anticipated Final Cost reports.  The project schedule is also baselined.  At this stage the UCL Estates lead for Capital Projects will revert from the Estate Strategy Manager to the University Project Officer.
Stage 3 – Development (RIBA Stage 3)

Authority to Proceed

Only after Stage Gate 2 approval and if applicable minuted approval from PRG/EMC/FC /Council (as appropriate) on funding should the detailed design, production drawing and specifications be progressed.  
Project Schedule/ Programme 
Agree with the Professional team, stakeholders and any consultants a schedule for the completion of drawings and specifications and dates on which tenders are to be invited and returned.  

The programme is to be agreed by the Project Board or Sponsor.
Files

Project filing is currently held on the S drive.  Some projects have electronic document sharing (e.g.  Sharepoint) but the Project Officer must ensure that all relevant information is copied into UCL files for archive storage.
CDM compliance Schedule (CDM form 2)

 Ensure CDM Form 2 – Stage 3 is completed. 
Pre-Construction Information 

UCL must provide relevant health and safety information to the Principal Designer, design team and contractors, by carrying out detailed surveys of site; investigate services and construction of building.  
Where the relevant information is not available, surveys must be commissioned by the Project Officer.
a) information about the site, hazards and secondary area
b) Existing health and safety file information including “as built” drawings. 
c) O&M Manuals, existing services information

d) asbestos register information; refurbishment and demolition survey

e) existing fire plan
f) existing sustainability and / or energy strategy, including BREEAM/ Ska assessment, as applicable 
g) Information from representatives of the Department for whom the work is to be carried out any chemical / biological / radioactive hazards.

h) UCL contractors safety rules
i) UCL current top safety risks on projects

j) Impact on staff / students and any project constraints 

k) UCL health and safety file information requirements – insert link to file format.
l) Significant design risk register
Where work is to be carried out within the occupied premises, the applicable UCL safety rules/procedures must be issued by UCL for incorporation within the Construction Phase Plan.
For guidance on Construction Phase Plans, please see Construction Phase Plans – Moodle Briefing.
The Project Officer must complete the Construction Phase Plan Assessment and Assurance form.  This can be located here. 
The Project Officer must request copy of existing asbestos register, from UCL Asbestos Advisor for details of any asbestos materials present on site.  If necessary they should obtain quotations or tenders for removal of asbestos or commission a refurbishment and demolition survey to obtain any missing information. 
Confirm Brief 

Since preparing the concept scheme the client’s brief may have varied and it will be necessary to prepare alternative solutions. 

Establish detailed requirements such as room occupation, services requirements and locations, finishes, fume cupboard requirements using Room Data Sheet and Fume Cupboard Requirement Sheet. Consider if work on site will have to be phased. 

Assess implication of services installation, e.g. plant room sizes, access and maintenance, security systems. 

Prepare scheme design and obtain comments and/or approval in writing from client and those consulted at initial stages  
If the revised brief is significantly different to the Business Case, the Project Board should decide if the case needs to go back to committee/s.

Value Engineering

Value engineering is used to solve problems, identify and eliminate unwanted costs, while improving function and quality of a project. 

The aim of VE is to review components of a project and identify if there are similar products` that meet performance criteria but may be financially beneficial to the project, not de-scope a project.  When value engineering is undertaken it should still satisfy the agreed performance as stated in the Business Case. In construction this involves considering the availability of materials, construction methods, transportation issues, site limitations or restrictions and planning. 

Value engineering should start at project inception where the benefits can be greatest, however the contractor may also have a significant contribution to make as long as the changes required to the contract do not affect the timescales, completion dates or incur additional costs that outweigh the savings on offer. 

Value engineering involves: 

1. Identifying the main elements of a project

2. Analysing the functions of the project

3. Developing alternative solutions 

4. Assessing the alternative solutions (ensure systems proposed are supported by UCL Engineering) 

5. Consideration of lifecycle cost and value 

6. Allocating costs to the alternative solutions 

7. Developing in more detail the alternatives with the highest likelihood of success

If Value Engineering is undertaken on a project the outcomes and implications must be shared and approved by the project board ahead of implementation.

Under no circumstances should long term cost savings be sacrificed in favour of short term cost saving.

When considering Value Engineering, Project Boards must review not only the capital costs when value engineering is being undertaken without consideration of the long term lifecycle costs.  

Derogation to the above can only be sought from the relevant Head of Service and stakeholder specialist (e.g. Sustainability, Engineering Maintenance, Energy). 

Planning Application

Discuss with the Head of Strategy where necessary. Prepare necessary drawings and application forms.  Request UCL cheque for application fee. 
Update Budget Estimate

Update budget estimate and provide a Stage 3 Cost Report.  Capital Projects should update the PAR for Stage 3.  The Anticipated Final Cost should be updated accordingly in the monthly report and, if this varies from approved budget, should be flagged as a cost risk.  Value engineering options should be considered with the project board and/or Head of Department.

Developed Design (RIBA Stage 3)

Draft outline plans, sections and elevations (these may be the design drawings suitably updated).

Issue copies to mechanical, electrical and structural consultant for their use as early as possible in the production drawing programme.

Agree detailed mechanical and electrical requirements and ‘Builder’s Work’.

Consider layout of site and contractors’ probable method of operation on site in relation to phasing work, access, nuisance and ‘build-ability’. Incorporate requirements into production information.  Consult the Room Bookings Manager and/or Heads of adjacent Departments (or the named Estates Liaison Officer) as appropriate.

Develop detailed drawings.

Designers to confirm to UCL Project Officer that design complies with the Workplace 

(Health, Safety and Welfare) Regulations 1992, where applicable
Design Risk Management – designers are required to carry out design risk assessments from an early stage in order to identify ‘significant’ risks that require further mitigation by design decisions before site works. Use of a project Design Risk Register improves communication and coordination of these risks within team. The Principal Designer will ensure all designers on the project eliminate, reduce or control foreseeable risk through design – in construction and in use or maintenance. 
The Stage 3 Design Report should be approved by the Project Board and Sponsoring Department prior to submission for Stage Gate 3 approval.  It should also have been consulted with stakeholders, comments recorded and taken on board and actioned.
Building Regulations Application

Prepare necessary drawings and application form.  Request UCL cheque for application.  Submit application
Security

Agree security and locks with client, Security Manager and Security Systems Manager.
Agree security systems requirements with UCL Specialist Contractor for Security Systems.

Agree perimeter of site, location of site huts, compounds, skips, access etc. with Security Manager and Logistics Management Company.
Constraints meeting

A meeting should be arranged with Security, Sustainability, Fire, Logistics, Facilities and
Management representatives as appropriate, F&I.  The purpose of the meeting is to peer review the proposal that will be issued for tender, to identify potential constraints that could impact the tender process and project budget.

Procurement Overview

Procurement Strategy
Agree with the relevant Head of Service and where necessary Procurement Services the most appropriate method for procurement process for the tender.  Ensure this decision is ratified by the Project Board.
Stakeholder Engagement
Arrange a briefing meeting with “neighbours” to the project (including all academic, administration departments and third parties who may be affected by the work) during the design stage.

Specification of Works
Draft Specification of Works using standard drafts (see Preparation of Tender Documents)
Stage Gate 3 Approval

Documentation should be provided as set out in the Stage Gates Checklist.  ‘Large’ projects will require a formal stage gate review meeting whilst small and medium projects are reviewed by circulation.  A 2 week consultation/approval period is required for medium and large projects.  This is reduced to 1 week for small projects.

Stage 4 – Procurement, Planning and Budgeting

Request to Tender

A “Request to Tender” form must be completed and sent to estatescontracts@ucl.ac.uk.

This will then be sent by the Contracts Team to UCL Procurement Services who will issue a 

unique “In-Tend” Procurement Reference Number. This reference number must be used as 
a reference on all tender documents and in all communications, including email

Correspondence. 
All UCL Estates PQQ’s and ITT’s will only be processed though the “In-tend” Procurement 

Portal which is managed by UCL Procurement Services and this process, with the issue of 

 the PROC Reference Number will ensure that all Suppliers will become registered on the system and introduced to the process.
All over and under threshold PQQ & ITT documentation will be provided by Procurement Services who will advise on completion of the documentation.  Note:-  Please do not use historical copies of documentation as this could well be out of date and not include legislative updates.
Plant Disposal or Acquisition
The Project Officer should consult with the Project Engineer or Head of Engineering, where a
 Consultant is appointed to ensure that the procedures for acquisition and disposal of plant 
are carried out. 

The Project Officer should ensure that the Project Engineer or Consultant completes and 
sends the UCL Data Collection Form to the Team Leader – Engineering Maintenance.  After 
receipt of the Asset Number these should be issued to the Contractor for inclusion in the 
record documentation.  
Tender Evaluation
Tender evaluation should involve a minimum of three stakeholders and at least one of them must be a UCL employee.

All tenders must be evaluated on spreadsheets with clear and concise notes taken for scoring and moderation purposes to ensure a fair and transparent evaluation has taken place.

The evaluation sheets will be provided by Procurement Services who will also arrange moderation sessions.
Tender evaluation should take place in strict accordance with the criteria stated in the tender and appropriate records made and kept in order to achieve compliance with governance procedures.

Please contact Procurement Services for guidance.
Award of Contract

For EU tenders, standstill letters must be produced and sent electronically to all unsuccessful bidders outlining the strengths and weaknesses of their bids broken down in detail by the evaluation criteria set out in the tender documents.

The standstill period is a period of at least ten calendar days following the notification of an award decision in a contract tendered via the Official Journal of the European Union, before the contract is signed with the successful supplier(s).

Its purpose is to allow unsuccessful bidders to challenge the decision before the contract is signed, therefore, it is extremely important that Procurement Services are consulted at this stage to provide guidance and ensure compliance with EU Regulation is followed.

For under threshold tenders feedback should still be provided to unsuccessful bidders to ensure that a transparent process has taken place.

Please note: ALL successful and unsuccessful bidder communication MUST be sent through Intend and not communicated either verbally or electronically through any other means.

Once the suppliers have been notified of the decision then, the Intend process is completed and the project closed off within Intend.

Tender Report 


The Consultant QS in conjunction with the UPO, draft a tender report and recommendations for the consideration of the Section Head/Project Board.


The report should contain the following information:

a) List of tenderers and tenders received.

b) Note of any errors and action taken and any amendments to tender.

c) Negotiations to reduce tender price if necessary.

d) Recommendations.

e) Statement of overall anticipated project cost including building contract, direct orders, furniture, fees and VAT.

f) Source of funding (which must be no less than the gross cost of the project).

Entering into Contract and appointment of the Principal Contractor

Letters of Intent

Letters of intent are issued by exception at UCL Estates and only issued if it is practically impossible to get a contract compiled.  Approval for a Letter of Intend needs to be given from a Head of Service.

No letter of intent will be sent until Stage Gate 4 has been completed and approved, 

The letter of intent/tender acceptance must make reference to the CDM Regulations particularly reminding the principal contractor that work cannot commence until satisfactory development of the construction phase construction phase plan has been achieved and the welfare arrangements for the project comply with the requirements of Schedule 2 of the Regulations and are available for use by site workers

Send Insurance form to Assistant Management Accountant together with two copies of priced contract document and drawings requesting a contract be drawn up and insurances taken out.  For projects with a value in excess of £50,000 the estimated Cashflow should be included on the form.

VAT Exemption of the Purchase of Goods/Services for Medical Use

UCL is able to claim zero rating on certain goods used in medical research, training, diagnosis or treatment by means of it being a charitable institution and the goods being purchased from charitable funds or voluntary contributions.

The goods included are medical, scientific, computer, video, sterilising, laboratory or refrigeration equipment.  The hire of such goods as well as repairs and maintenance once purchased are also covered.

A VAT Zero Rating certificate must be issued to the supplier before they supply the goods.  

Stage Gate 4 Approval
Documentation should be provided as set out in the Stage Gates Checklist.  Approval is by circulation.  A maximum 5 day consultation/approval period is required for medium and large projects.  This is reduced to 3 days for small projects.  A project cannot progress to the next stage until this stage gate is approved.

Notifiable Projects

A project must be formally notified to the Health and Safety Executive before the construction works start where the work is expected to; 

Lasts more than 30 working days with more than 20 workers working at the same time. OR

Involves more than 500 person days
Handover of building from operational team to project team

A meeting should be organised bringing together all relevant operational team leads to discuss the handover of the building from the BAU teams to the project team. 
Communication Plan

A communication plan should be developed in conjunction with the Communications Manager, ensuring if appropriate that a specific plan has been developed for Student Accommodation.   Any communications plan for projects that are co-located or within Student Accommodation would need to be signed off by the Head of Student Accommodation.  
Stage 5 - Implementation (RIBA Stage 5 & 6)

Mobilisation

Pre-Contract Meeting

Arrange pre-contract meeting.  The following should be invited as appropriate:

a) Project Officer/Project Manager and Section Head.

b) Project Engineer, consultants and Information Systems Division.

c) Safety Manager.

d) Client.

e) Security Manager and Specialist Contractor for Security Systems
f) Main contractor (it will be at the discretion of the main contractor whether specialist sub-contractors are invited).

g) Principal designer
The standard agenda for pre-contract meetings should be drawn up and issued before the meeting. 
The meetings should be chaired by the Project Manager who will take the minutes and issue them no later than 7 days after the meeting.  Copies of the minutes should be placed on the Minutes of Meetings file on the W drive.

Contractor’s Health and Safety Plan & Welfare Provision
Work must not start on site until the Project Officer / Project Manager has received a copy of the Contractors Construction Phase Plan and confirmed that the plan is suitable for the works taking place. Advice is available from Safety Services on reviewing Construction Phase Plans. This plan should detail all the contractors’ health and safety arrangements for the projects including fire and emergency plans. Method statements and risk assessments for the initial works on the programme must be included so that the standard of documentation being produced can be assessed. 
The Project Manager must confirm that there are adequate welfare arrangements in place before work starts on site. 
The UCL moodle training for Safety Rules for Contractors can be located here.
Enabling Works

Give instructions and place orders for any works required to enable site to be handed over to contractors such as removal of asbestos products, removal of equipment and furniture. The Asbestos Team are to be consulted on any specifications for removal works.  Ensure all enabling works projects are listed as sub projects in your monthly reporting to enable transition through stage gates at differing times. 
Permits to Work

Ensure the contractor or supplier is aware of the permit to work systems in operation at UCL. 

Permit B – Permit to Access (Key Issue)

Permit C – Instruction to disconnect

Permit D – Permit to Enter Restricted Areas (e.g. laboratories)

Permit E- Confined Space

Permit F – Hot Works

Permit G – Work on a Specific System (plant or equipment) 

Permit H – Laboratory Clearance Certificate

Out of Hours / Weekend Working Permit

Lone Working Permit

UCL staff must use the UCL web base system.

Notification

Notify the following at least three weeks before work is to start of the dates that works are due to start giving specific details of restriction to access, etc.

a) Occupants of building where works are to take place.

b) Occupants of adjoining building if affected.

c) Head of Facilities.

d) Cleaning and Waste Services Manager

e) Security Manager.

f) Head of Safety

g) Telecommunications Manager

h) Head of  Engineering, Maintenance & Infrastructure
i) EFD Helpdesk (the Operations Centre)

j) For large or complicated projects arrange a follow-up “neighbours” meeting prior to Letter of Intent.

Information

The Project Officer will issue contractors with production drawings, Specification of Works and Bills of Quantities as appropriate.  They must obtain outstanding information from the client and agree colour schemes and issue to contractor.

The Project Officer will issue contractor with a copy of Building Regulations Approval and instruct the contractor to send Building Notice to local authority.

All issues of information and instructions should be confirmed on an Architect’s or Engineer’s Instruction and copies placed on the Architect’s Instruction and Certificates file.

The cost and programme implications of all Architect’s or Engineer’s Instructions must be considered before Architect’s or Engineer’s Instructions are issued to ensure that the budget is not over-committed.

Perimeter of Site, Location of Compounds, Site Huts and Skips

The details of these would have been agreed with the Logistics Manager & Security Manager before inviting tenders and details of the arrangements included in the Specification / ITT.

If it is necessary to agree or confirm the exact location of skips or huts this should be arranged with the Logistics provider and Security Manager using Request for Space for Skip form. 
Furniture
Organise procurement, delivery and installation of loose furniture at an appropriate time.

Construction

Site Meetings

Regular site meetings should be held at no more than monthly intervals.  A timetable for site meetings should be agreed at the pre-contract meeting.  The basic agenda should include:-

a) Apologies for absence.

b) Agree accuracy of previous minutes.

c) Matters arising from previous minutes. 
d) Health and Safety matters, including the contractors site safety inspection report.

e) Programme and progress work.
f) Environmental Considerations (incidents, assessments etc) 
g) Contractors’ report.

h) Project Officer/Project Manager’s report.

i) Project Engineer’s and Consultant reports.

j) Information required.

k) Any other business.

l) Date of next meeting.

The site meetings should be chaired by the Project Manager who will take the minutes and issue them no later than 7 days after the meeting.  Copies of the minutes should be placed on the Minutes of Meetings file. 
Weekend Working

If work is to be carried out outside UCL opening times, arrangements should be made with the UCL Security Manager using Weekend Work Form.
Architect’s Instructions

All issues of information, instructions, variation and instruction to expend provisional sums should be made in writing on Architect’s Instruction Sheet.  Verbal instruction should be avoided as far as possible and where unavoidable, must be immediately confirmed in writing.

Architect’s Instructions should be recorded on the Project Record Sheet and filed in Architect’s Instructions and Certificates file.

All instructions should be signed by the University Project Officer and the relevant budgetary approval person/s within UCL.  Where instructions involve variations in cost the value of the works should be agreed with the contractor, where possible, before the Instruction is issued.  The value of the variation should be based on pro-rata costs of work already included in contract.  Where this is not possible quotations should be obtained.  If the extent of the work is unknown, work should be carried in accordance with the method of valuation as stated within the contract terms.  The method of valuing the works should be stated on the Instruction.  The value of the variation should be inserted in the Instruction.  Project Officers do not have authority to issue Instructions which would cause the approved budget to be exceeded.
Interim Payments

Interim Payments are to be made in accordance with the contract, generally at monthly intervals on dates to be agreed with the contractor and based on valuations prepared by the Project Officer.  To assist in its preparation the contractor should be asked to send his valuation of the work seven days before the issue date for the Interim Certificate.  The Project Officer should check the valuation to ensure that the work has been carried out and is in accordance with the specification or instruction and that the cost is correct.  Each item on the valuation should be ticked where approved, amended or deleted and the valuation endorsed by the Project Officer. 

The Interim Payment Certificate should be completed based on the valuation.  The VAT due should be entered at the bottom of the certificate.  Certificates should be recorded on the Project Record Sheet and filed with the valuation in the Architect’s Instructions and Certificates file.

All certificates must have two signatures in line with financial procedures. 

Monitoring Health and Safety Performance on site 
During the contract the Project Officer should ensure the contractor develops and implements the Construction Phase Health and Safety Plan.  Hazardous materials or substances should not be used before the Project Officer has received risk assessment and method statements.

The project team when visiting site, observed the site working practices and discuss with the contractor any areas for improvement.

During the course of the works UCL’s Safety Services team will support Project Officers with H&S advice.  Monitoring contractor performance is the responsibility of the project teams. To ensure legal compliance UCL Safety Services will audit a percentage of randomly chosen ongoing projects. 

Safety Services will report any serious shortcomings in the principal contractor's performance and appropriate corrective action initiated by the client's representative.
Payment for Direct Orders

After inspection of the works, the Project Officer should ascertain the value of the works completed and issue a UCL Payment Certificate with contractor’s invoice or valuation (amended if necessary) attached or pass the contractor’s invoice for payment.  No payment certificate or invoices deriving from other officers must be passed for payment without the Project Officer’s authorisation.
Financial Control and Progress

The Project Officer is responsible for monitoring and controlling the costs and progress of all projects to which he/she is assigned and for regularly reporting, No costs should be charged to the project finance code without the agreement of the Project Officer.    No expenditure should be committed in excess of the approved project budget and where a predicted overspend appears likely the matter must be reported immediately to the Programme Board via monthly reporting.

Funding

It is the responsibility of the Estates Finance team to claim the agreed funding from external sources and UCL departments (but not central UCL funds).  The amount and dates of claims should be given to the Management Accountant to facilitate the updating of the Project Cost Reports on the shared drive.

Funding from HEFCE is usually subject to a 10% retention which is released after issue and receipt of an audit certificate (HEFCE Audit Practice Note 1/99).  Before requesting an audit, the Audit Checklist should be completed and sent to Internal Audit.

Contractors’ Claims

All claims from the contractor for extensions to the contract completion date and for loss and expense should be made in writing with full details of the claim.  Each claim should be discussed with the Head of Service before any action is taken and where an overspend will, or may, occur, this must be reported immediately via monthly reporting for discussion at the Programme Board.  The agreed action to be taken should be noted in the file.  All claims should be subsequently numbered.

Pre-completion Inspection (Snagging)

When the contractor is satisfied that the works are complete he should inform the Project Officer who should carry out a thorough check noting any incomplete or unsatisfactory work.  A snagging list should be provided to the contractor.  Further inspections will be required to ensure that the works are satisfactorily completed.  Project Engineers should also carry out inspections and inform Project Officer of any incomplete or unsatisfactory engineers’ work.  Where consultants are employed they will be responsible for this procedure. The Specialist Contractor for Security Systems must be instructed to commission all security systems; no other contractors will be given access to head-end security systems to configure the systems for commissioning new elements. Project Managers should attend inspections. 

(See also detailed procedures in Handover Procedures 1 2 and 3.)
Furniture, Equipment and Communications

Inform Procurement Services Officers and client of the projected completion date to enable them to finalise delivery dates for furniture, equipment and removals.

Inform Telecommunications Manager and Information Systems Division of completion date to enable them to programme final connections of equipment.

Final Inspection by Building Inspector and LFCDA

The Project Officer or external consultant should arrange for the Building Inspector and LFCDA if appropriate to carry out final inspections and issue certificates of approval and amendments to fire certificates.
Practical Completion Certificate

When the Project Officer is satisfied that:

a) the works can be occupied for the purpose for which they are intended,

b) all the information required to be provided by the contractor to complete the Health and Safety File has been provided, and

c) the Building Inspector has approved the works, the Certificate of Practical Completion should be issued.  Any outstanding or unsatisfactory work not finished at practical completion should be noted and attached to the Certificate.

If maintenance manuals and record drawings are missing the Project Officer should seek advice from the Project Engineer as to whether a Practical Completion Certificate can be issued.

If the Building Inspector or LFCDA approval certificates have not been received this should be noted on the certificate.

All Certificates should be signed by the Head of Service.

Non Completion

If the works have not been completed by the date set in the contract or by any date as a result of an extension of contract the Project Officer should advise the Head of Service.  The Project Officer will issue the necessary Non-Completion Certificate and advise the contractor about the intention to deduct Liquidated and Ascertained Damages. The Project Manager should ensure that the F10 notification to the HSE also reflects the extension in programme. 
Health and Safety File

The Health & Safety Files & O&M Manuals should be fully reviewed and commented on by the UPO’s design team and professional advisors ahead of draft presentation to UCL. The draft manuals are then to be reviewed at a Health and Safety File Review Meeting. This meeting is to be coordinated and chaired by the Project Officer and attended by representatives from EM&I, including the Facilities & Infrastructure Maintenance Manager (DLO Manager), the design team and professional advisors

All comments made from this meeting shall be incorporated ahead of the documents being formally issued to EM&I.

Health & Safety Files & O&M Manuals should be provided prior to Practical Completion.

Format & Contents

Health & Safety Files and Operating and Maintenance Manuals (O&M) should be provided to UCL Estates, Engineering Maintenance & Infrastructure (EM&I) team in electronic format.

The required contents and format of the Health & Safety file are available via the following link here ( W:\12.0 EM&I\12.6 O&M & H&S\Manuals\UCL HS File Format.doc )

All new items of plant and equipment shall be labelled with a UCL Asset Label, and the UCL Data Collection form shall be completed and submitted to EM&I. The UCL Data Collection form is available via the following link here ( W:\12.0 EM&I\12.6 O&M & H&S\Manuals\UCL Data Collection Form.xlsm
The electronic version shall be in the format of a single PDF document, with navigation hyperlinks to each section from an indexed contents page. Multiple electronic documents / folder or any other format will not be accepted. This single document format enables to document to be added to the UCL H&S and O&M Digital Manuals Database. The database can be accessed here (W:\12.0 EM&I\12.6 O&M & H&S\Manuals\Main Contents Page.pdf) and clicking University College Campus.  An example of an acceptable indexed document is 
shown below;[image: image1.png]f

T
= optims + x

Dynesioan
B coners
T Proe Dl
2 ope stCamce
ST
Tt Oy P
D5 Routns Prerve anance
e ————
7 Fa Frig
D Racammanaes spass
9 Mt Dnetry
B ST Ot s
0 MicBtecc Lis 1
Givewus
e e it
3ot os
Lo g
S 11 Catficain . Schdee
a5 12 ntsled g
Rt t a Corots P
B Rt o s Culeg Campus oot Pag
et ——

7 T T

o L oA

Bookmarks tab
A. Bookmarks tab B. Expanded bookmark C. Click to display bookmark Options menu.




The Training Manual for use of the Database, and creating suitable PDF documents, can be found here   ( W:\12.0 EM&I\12.6 O&M & H&S\Manuals\Training Manual.pdf )

Should documents not be provided to UCL in a single PDF format, then the UPO should contact Chad Coombes of Topscan ChadC@topscan.co.uk  Telephone - 01202443300   Mobile - 07827018819  http://www.topscan.co.uk/   who is able to scan paper documents and combine individual electronic documents / folders /  into a single indexed document.  The UPO will be required to raise the necessary Purchase Order”

Outstanding and Unsatisfactory Work

The Project Officer should pursue with the contractor the completion of outstanding works to ensure they are completed as soon as possible.  Further inspections as appropriate will be necessary.

Stage Gate 5 Approval
A Stage Gate 5 Handover Planning meeting should take place 4 weeks before Practical Completion on medium and large projects.  Documentation should be provided as set out in the Stage Gates Checklist 5 days in advance of the meeting.  An update on actions from the meeting should be provided to the PSO 1 week in advance of Practical Completion and all actions should be resolved by Practical Completion and the PSO informed so that Stage Gate 5 approval can be achieved.

Small projects will not necessarily require a meeting but should submit stage gate 5 documentation two weeks in advance of the PC meeting.

Stage 6 - Operations (RIBA Stage 7)

Releasing of Retention Monies

Immediately after Practical Completion or the defect liability period, the Project Officer should compete an Interim Certificate releasing the retention monies due to the contractor at Practical Completion.

Final Account

The contractor should be requested to provide all documents necessary for the purpose of preparing the final account within of practical completion.  These should include all information necessary to ascertain the value of he works, such as priced rates, invoices and daywork sheets.  After agreement of the final account the Project Officer should prepare a statement of all adjustments to be made to the contract sum and send copies to the contractor.  The contractor should be asked to return one signed copy to the Project Officer/Project Manager. If any monies other than the retention are due to the contractor a further Interim Certificate should be issued.
Record Drawings / Final Destinations

It is important that all “As Built” record drawings are issued to the CAD office either by email (s.stephanides@ucl.ac.uk) or disc, so that information can be updated.  Alongside this information needs to be detailed information of which faculty/department resides in the locations.

End of Defects Period

Within 14 days of the completion of the Defects Period stated in the contract the Project Officer should write to the contractor informing him and arrange a date with the contractor to carry out an inspection.  The occupier and the Team leader Engineering, Maintenance & Infrastructure and Team Leader – Engineering Maintenance should be asked if they are aware of any defects.  The Project Engineer should be asked to inspect the engineering installation and inform the Project Officer of any defects.

The Project Officer should compile a comprehensive list of all defects and outstanding works, including outstanding local authority inspections and information for maintenance manuals and record drawings.

When the Project Officer is satisfied that all the works and outstanding matters are complete the Certificate of Completion of Making Good Defects should be issued.

Final Certificate

The Project Officer should issue the Final Certificate within two months of the later of the following:

a) the end of the Defects Period

b) the date of the Certificate of Completion of Making Good Defects

c) the date of the Agreement of the Final Account
Stage Gate 6 Approval 

Documentation should be provided as set out in the Stage Gates Checklist.  Approval is by circulation.  A maximum of 5 day consultation/approval period is required for medium and large projects.  This is reduced to 3 days for small projects.  Stage Gate 6 can only be approved once all payments are completed.  

Close Project Finance Code

Following stage gate 6 approval the PSO will inform the Estates Finance Team that the Project Account Code should be closed.

Stage 7 - Post Project – Process to be defined
Post Investment Appraisal

TBC
Lessons Learned

TBC
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