Value Engineering Screening/Study 
Scope for the Superfund Sites

County, State
BACKGROUND:

The Value Engineering (VE) Screening/VE Study is intended to add value to projects, in terms of improved quality, enhanced construction methods, reduction in waste volume generated, or money expended on the remediation process.  These studies are part of a pilot program funded by HQ-EPA, and coordinated by the USACE.  Authority for the performance of these studies is contained in the Office of Solid Waste and Emergency Response (OSWER) Directive OSWER 9335.5-24, Value Engineering for Fund Financed Remedial Design and Remedial Action Projects, signed on 14 April 2006.  This directive provides guidance concerning requirements addressing Value Engineering for Superfund Remedial Design and Remedial Action Projects.  Guidelines for incorporation of VE design comments and recommendations are addressed in OSWER 9335.5-24 and fact sheet OSWER 9335.5-24FS.
In addition to the VE Study, the team performs a concurrent independent design review (IDR) using the Criteria Review Checklist developed by USACE and EPA unless otherwise requested by the RPM.  This IDR is done concurrently since almost all documents reviewed as part of the IDR are also reviewed as part of the VE Study.  Items identified in the IDR are generally included in the VE Study report as comments.  Only applicable portions of the checklist are used. Items identified by the RPM as too sensitive to be addressed in the VE Study are also exempted from the IDR.  
The VE Study for the Sites are done as part of the EPA Pilot program.  The VE Team consists of five people, and a group of alternates that will function as a substitute for the primary member in the event they can not perform the VE Study.  The members were selected based on their interest in participating, their ability to evaluate projects and look for inefficiencies, and their discipline specific experience.  Broad based construction experience was deemed necessary, along with considerable site investigation experience.  To meet the value engineering requirements, and facilitator function, a Certified Value Specialist (CVS) was included on the team. The following personnel were selected to participate on the team:

Ken True, CVS
Facilitator/Contractor, USACE Retiree

John Hartley

Rapid Response Construction Manager USACE

Greg Mellema

Geotechnical Engineer, USACE

Curtis Payton

Senior Hydrogeologist, USACE 

Lindsey Lien 

Manager/Coordinator, Environmental Engineer, USACE

In addition to the USACE Team members, the RPM and one or more representatives from the design team will participate in/attend the VE Study.  Other design team representatives or technical experts may be asked to participate remotely or be on call to assist in the VE Study.  

A site visit will be included as part of the study on July 10th at 8 AM, led by the RPM and/or the Design Team, Those persons participating in the VE Study will typically attend the site visit.  The visit is expected to be approximately four hours in duration.  The VE Study will be held in the Regional HQ.  Lindsey Lien will be responsible for coordinating logistics for those involved in the study.  He will coordinate through the chain of command as appropriate, or as requested by the RPM.

PROCESS/SCHEDULE:
Prior to the VE Study, Lindsey Lien or the designated coordinator will contact the RPM and design team members via conference call to discuss the VE Study and answer any questions they may have about the process.  The idea is to exchange information and emphasize the importance of teamwork, open communication with free exchange of information, and set up a time when the RPM, designer, and other persons requested by the RPM, can discuss the project via telephone with the VE Study Team.  The coordinator will request documents needed to perform the VE Study and IDR.  

Following receipt and an initial review of the documents, a conference call will be held among the VE Team, the designers and RPM to discuss the projects.  The RPM emphasized the important issues during the meeting such as the schedule, and sensitive technical issues.  The most recent cost estimate available will be reviewed, and an analysis will be available for the VE Study.  Remedy changes will not be addressed unless an unusual situation arises or the team is requested to do so during the VE Study.  The meeting schedule for the Superfund Site is provided below.

Schedule for Superfund Site 

Pilot Value Engineering Study

Day 1             
Travel Day, June 4, 2007  

Day 2    0800 AM 
Meet at the Hotel Lobby and proceed to Sites

  1230 PM  
Lunch

    130 PM  
Introductions and Remarks

Briefing by Design Project Manager  




Review VE Study Boundaries

        500 PM 
Adjourn

Day 3      800 AM
Briefly Review Information from previous work




Development of FAST Diagram



Begin Speculation Phase 

 1200 PM  
Lunch

   100 PM  
Complete Speculation Phase


Analysis Phase

Develop Recommendations

Make Work Assignments 

 Day 4    800 AM
Briefly Review Information from previous work

Further Develop Recommendations

Develop Cost Analysis for Recommendations


   200 PM  
Lunch

   100 PM  
Discussions/Clarifications of Recommendations

Start Briefing Preparation


Brief RPM and Other Invited Parties




Make Adjustments as Appropriate

Day 4/5

Depart to Airport

Day 30


Draft Document to RPM July 3 

VALUE ENGINEERING METHODOLOGY:

Each project studied will follow the standard Value Engineering (VE) methodology, consisting of six phases.  The EPA VE process is broken into two components, the screening phase which addresses the first four phases and the study phase which encompasses the final two phases (Development and Presentation):
Information Phase:  The Team studies the current design drawings/specifications/design basis, the ROD, Proposed Plan, portions of the Remedial Investigation, Feasibility Study, EPA criteria documents, descriptions of project work, and cost estimate to fully understand the project scope and required functions.  A recent, detailed cost estimate should be available at the time of the VE Study to allow the team to focus on high cost areas of the project which offer the most potential for cost savings.  This phase is largely done by the team prior to the conference call with the design team, and on site portion of the VE Study in an effort to save time, costs, and be more effective.

Function Analysis Phase:  The purpose of this phase is to clearly identify the function(s) of the Project, and to formulate a concept from which new directions can be taken.  A Function Analysis Study Technique (FAST) Diagram is an end product of the Information Phase.  
Speculation Phase:  The CVS will lead the Team in a brainstorming session(s) to generate ideas that could potentially be beneficial to the remedial action.  All team members are expected to contribute ideas; critical analysis of the ideas is discouraged during this phase.  A thorough evaluation of each idea occurs during the analysis phase.  These ideas are summarized in an appendix to the report.
Analysis Phase:  Evaluation, testing, and critical analysis of all ideas generated during speculation is performed to determine potential for savings or improvement to the site remedial action.  Ideas with common themes such as sampling, or excavation may be combined and analyzed together, if appropriate.  Ideas that do not survive critical analysis are deleted.  Those feasible ideas that survive the analysis phase are then developed into recommendations.  Those surviving ideas are assigned to members of the team for further development.
Development Phase:  Following the analysis phase, the recommendations will be refined with more research and in-depth resolution pursued while the entire group is present to reinforce an idea or recommendation.  The VE Study Team Members will reassess the recommendations adequately to brief the RPM and others on the preliminary findings.  The recommendations will be developed into finished written recommendations upon return to their offices.  Recommendation descriptions, along with technical support documentation, and cost estimates are prepared to support implementation of ideas.  Sometimes this attempt to substantiate the recommendation results in the modification or even elimination of the original idea.  Development generally takes the form of a written document that clearly expresses the proposed idea, usually a "Before" and "After" depiction.  In addition, the VE Study Team identified items of interest from the VE Study and IDR as Comments that are not developed as recommendations.  These comments follow the study recommendations in the report.

Presentation Phase:  Following the initial stages of development, the team will produce a debriefing for the RPM and others as requested. The debriefing will occur on the final afternoon of the VE Study.  A published draft report is distributed for review by the RPM and other designated project supporters and decision makers within 30 days.  The EPA will determine responsibilities for implementation of accepted recommendations.  

DOCUMENTS TYPICALLY REQUESTED:

Electronic copies of the following items are requested for the reviewers prior to the VE Study Team - RPM conference call, plus a single hard copy of the drawings/Design Analysis/Specs for use during the VE Study.
These documents are:

Most Recent Detailed Cost Estimate - to look for highest cost categories

Design Analysis/Design Basis - How the proposed plan/ROD was implemented

Latest Drawing Set-How the proposed plan/ROD was implemented

Specifications-Information on materials and components used in the RA Construction 

RI report (generally referenced for earlier site data collected)

FS report (reference for potential assumptions made, ARARs, Risk Drivers) 

Record of Decision - Scope for the RA

ROD Amendments/ESDs/letters (with all tables and figures)

Proposed Plan

Contracting Strategy Document

Tentative List of proposed attendees for the Bountiful Woods VE Study

David Goliath


RPM EPA Region 

Texas DEQ


TBD

Lindsey Lien

 
VE Manager/Coordinator, Environmental Engr, USACE

Ken True, CVS
 
Facilitator/Contractor, USACE Retiree

Curtis Payton

 
Senior Hydrogeologist, USACE 

John Hartley


Rapid Response Construction Manager, USACE

Greg Mellema


Senior Geotechnical Engineer, USACE HTRW CX

Joe Fight


Project Manager, AE

John Karst


Hydrogeologist, AE

Design Firm TBD

Cost Estimator, AE

Other Resources on call for technical input:

Project Design Team Members 

Other Subject Matter Experts, HTRW CX

IMPLEMENTATION OF RECOMMENDATIONS:
The results of any VE study are expressed as  ideas to improve the “value “ of the project by implementing changes to the remedial design/remedial action resulting in a reduced life cycle cost or time needed to complete the project. The results generally fall into two categories, recommendations and design comments. Following a conference call between the VE team, the RPM and other stakeholders to discuss the Draft Report, their comments are incorporated into the receipt of the final VE Report, and the report forwarded to the RPM.  Following receipt of the final report, the RPM is required to document whether a  recommendation was incorporated, or why the recommendation was not accepted.  

Recommendations:  The VE study typically generates 50 or more ideas. The ideas list is included in the report “for information only”, and no action is required regarding this list. Some of the ideas are developed into “recommendations”. Most of these ideas are eliminated from further analysis based on a variety of reasons but, a number of the ideas are developed into recommendations. These recommendations accomplish some function of the project in a different manner than was originally proposed in the ROD based remedial design.  Recommendations are not considered complete “redesign” but are developed adequately to estimate a cost difference and present the conceptual idea. The recommendation write-up summarizes the advantages and disadvantages for the idea. The RPM and/or other parties responsible for the project need to review the recommendation and accept or reject each recommendation based on the information available. This documentation could be as simple as stating that the advantages far exceed the listed disadvantages and a cost savings can be realized.  In some cases, the designer could be tasked to further develop the recommendation prior to a decision as to whether to include it in the design, or part of the recommendation could be accepted and part rejected.

When acceptance or rejection of a recommendation is determined, the RPM is required to provide a written response for the record.  Those recommendations that are accepted should then be forwarded to the designer with instructions to incorporate the recommendations into the design.  HQ EPA will track recommendations and cost savings, POC is Ken Skahn, or Ed Hanlon.

Some recommendations that are developed and included in the report are identified as “withdrawn”. They are included to document that a particular idea was evaluated and based on further analysis, was not considered viable. Those reasons will be stated in the recommendation write-up. No action is necessary for withdrawn recommendations.

Design Comments:   Design comments are included in a separate section of the VE report.  Design comments were generated as a result of the IDR and ideas list.  These comments are items noted by the VE team that need revision, correction, review, additional information and etc. by the design team. They should not be considered as a criticism or critique of the design, but simply an observation based on an independent review of the documents. The only action required by the RPM for design comments is to forward the design comments to the designer with instructions to dispute or incorporate them into the design.  The final comment disposition should be summarized by the designer in writing to the RPM.

VE Study Site Information for the Site 

Study Dates

4 –8 June 2007

Site Visit
RPM will lead site visit.  Leave for site at 0800.  Site tour until 1230, lunch, return to hotel to begin the study

VE Study Time
8:00 AM 6 July 2007 – 5 PM 7 July 2007
Location

Conference Room, Vacation Inn Express 

501 West Gibson Street, Casper, State   95117

800-345-8082/409-384-8400 
Hotel  Map  

RPM


David Goliath




Phone: 216-566-7189
Cell: 216 789-0123
goliath.david@epa.gov 

USACE POC

Lindsey K. Lien 




Phone: 402-697-2580

Fax: 402-697-2595

Lindsey.k.lien@usace.army.mil
Facilitator

Ken True CVS, Facilitator, Contractor to USACE 

Phone: 402-516-2635

KenTrue@Maladon.com
USACE

Lindsey K. Lien, Environmental Process/Team Leader

Participants:

Phone: 402-697-2578



lindsey.k.lien@usace.army.mil


Greg Mellema, Geotechnical Engineer, USACE



Phone: 402-697-2660



gregory.j.mellema@usace.army.mil


Curtis Payton, Hydrogeologist, USACE



Phone 916-557-7431



curtis.payton@usace.army.mil


John Hartley, Construction Manager USACE 



Phone: 717-756-3024



john.r.hartley@usace.army.mil
Other Participants
(to be provided by RPM)

Documents
Documents for the Value Engineering Study were transferred to the ftp site by the RPM and forwarded to the VE Team.
VE Study
The group will be led by certified value specialist (CVS), Ken True.  Ken was the Omaha District Value Engineer (VE), and later the Missouri River Division VE while with the USACE.   The ROD and proposed plan for the Site was finalized in 2006.  The 30 percent design was electronically transmitted to the VE Team on June 28, 2007.  The corresponding cost documents will be provided on July2. . An independent design review (IDR) will also be done concurrently with the VE Study using a checklist developed by the EPA and USACE. Items identified by the IDR checklist will be summarized in the comments section of the VE Report.  A technically edited draft VE Study Report will be provided to the RPM by July 31, 2007.

VE Study Report
All participating in the VE Study participate in the preparation of the report.  The recommendations will be developed by Thursday afternoon and an internal briefing for the RPM, the team and others requested will be held Thursday afternoon.  Following the briefing, any clarifications to the report recommendations will be made.  The team should  remain together briefly following the briefing to ensure the recommendations reflect the discussion held during the briefing and the scope of each is clearly presented in the standard documentation forms.  Completed recommendations should be forwarded to Ken True, CVS (KenTrue@Maladon.com) within 5 working days from the meeting adjournment to meet the VE deliverable schedule. 
