QUALITY CONTROL PLAN

Feasibility Report 
San Pablo Bay Watershed, California
The San Pablo Bay Watershed Study addresses opportunities for a variety of restoration and other improvements in the San Pablo Bay Watershed, located in the northern reach of the San Francisco Estuary. The Federal objective for a watershed level assessment is to protect the nation's environment, pursuant to national environmental statutes, applicable executive orders, and other Federal planning requirements. The diversity in the San Pablo Bay watershed is unique and has national significance. Wetland restoration in San Pablo Bay Watershed could increase the wetland area in California by as much as 5% while improving habitat and flood protection in the watershed.
1.0 Control and Review Processes
1.1 External Peer Review of Decision Documents

All U.S. Army Corps of Engineers (Corps) feasibility-level decision documents requiring authorization by the U.S. Congress must consider External Peer Review in conjunction with the Corps’ existing review process in order to comply with the Final Information Quality Bulletin for Peer Review issued by the Office of Management and Budget (referred to as the “OMB Bulletin”). External Peer Review will be conducted in special cases where the risk and magnitude of a proposed project are such that an external critical examination is warranted. The decision to conduct an External Peer Review will be a collaborative process involving the District and Division Corps offices and the appropriate Planning Center(s) of Expertise. 

This External Peer Review should be conducted by appropriate subject matter experts who are external to the Corps and not integrally involved in the production of the technical product under review. Draft peer review plans are currently being developed, coordinated with the appropriate Corps Planning Center of Expertise which may be found at http://www.usace.army.mil/cw/cecw-cp/pcx/plan_cx.html, and posted for public comment.

Guidelines for External Peer Review are set forth in the South Pacific Division Memorandum for Peer Review Process of Decision Documents (CESPD-PD-C) , 15 May 2007; Engineering Circular (EC) 1105-2-408: Peer Review of Decision Documents,  31 May 2005; and the Corps of Engineers Directorate of Civil Works Planning and Policy (CECW-P) Memorandum for Peer Review Process (30 March 2007).

For a Watershed Study, External Peer Review is not anticipated. 
1.2 Quality Control and Independent Technical Review of Decision Documents

All Corps feasibility-level decision documents requiring authorization by the U.S. Congress will be subject to Quality Control. Quality Control is accomplished through a Quality Control Plan that incorporates Independent Technical Review, as set forth in the South Pacific Division Quality Management Plan (CESPD) R 1110-1-8, 30 December 2002, and Appendix C of CESPD R 1110-1-8, Quality Management of Planning Products, revised 20 September 2004. The Independent Technical Review shall consist of Single Discipline Seamless Review (Peer Review) and Multi-discipline Product Review. See CESPD R1110-1-18 for a full description of the requirements for these reviews. 

Quality Control objectives include confirming that feasibility phase products and analyses:

· Meet customer (Federal and non-Federal sponsor) requirements;

· Comply with applicable laws, regulations, policies, and sound technical practices of the disciplines involved;

· Are of adequate scope and level of detail;

· Are consistent, logical, accurate, and comprehensive;

· Are based on convincing and consistent assumptions, especially those related to the probable/most likely with and without-project future conditions;

· Adequately describe the problems and opportunities, planning objectives and constraints, existing conditions, future without-project conditions, and future with-project conditions to support recommendations;

· Tell a coherent planning story; and

· Address outstanding action items from milestone conferences, issue resolution conferences, and other reviews.

1.2.1 Single Discipline Seamless Review (Peer Review)

Single Discipline Seamless Review (Peer Review) shall be accomplished prior to the release of study sub-products to other members of the Product Delivery Team or their integration into the overall study. Product Delivery Team members shall consult with their Independent Technical Review team counterparts at appropriate points throughout the project delivery effort to discuss major assumptions and functional decisions, analytical approaches, and major calculations to preclude significant comments from occurring during multi-discipline product review. The Product Delivery Team members should initiate these counterpart discussions. This type of review does not require a formal comment-response-back-check process, as is required during the multi-discipline product review. However, the conclusions/agreements reached will be documented, with copies retained by each participant and distributed to the leaders of the Independent Technical Review team and the project delivery team. This documentation will become part of the project technical review file. Products subject to Seamless Review include (but are not limited to) the following:

· Topographic Mapping Products

· Preliminary Mapping

· Preliminary Designs

· Geotechnical Boring Analyses

· Economic Analyses

· Habitat Evaluation Procedures (HEP) Analysis results

· Environmental Setting Reports

· Hazardous, Toxic and Radiological Waste (HTRW) Assessment

· Historic Properties Survey Report

· Preliminary Cost Estimates

1.2.2. Multi-discipline product review

Multi-discipline product review shall be accomplished prior to the mandatory South Pacific Division milestone conferences, the Feasibility Scoping Meeting (F3) and Alternatives Review Conference (F4); U.S. Army Corps of Engineers Headquarters (HQ) issue resolution conferences, the Alternative Formulation Briefing (F4A) and the Feasibility Review Conference (F7); any other Issue Resolution Conferences (IRCs) held during the feasibility phase; and release of the draft and final documents. These products shall be essentially completed before review is undertaken and the branch and section chiefs shall be responsible for accuracy of the computations through design checks, supervisory review and other internal procedures, prior to Independent Technical Review. Products subject to multi-discipline review include (but are not limited to) the following:

· F3 Milestone Documentation

· Main F3 Report

· Without Project Condition Hydrology and Hydraulics Report

· Without Project Condition Geotechnical Report

· Without Project Condition Economics Report

· F4 Milestone Documentation

· Main F4 Report

· Preliminary Draft Environmental Impact Statement/    Environmental Impact Report (EIS/EIR)

· Preliminary Draft Engineering Appendix

· Preliminary Draft Economics Appendix

· Preliminary Draft Real Estate Plan

· AFB (Alternative Formulation Briefing) Milestone Documentation

· Main AFB Report

· Preliminary Draft EIS/EIR

· Preliminary Draft Engineering Appendix

· Preliminary Draft Economics Appendix

· Preliminary Draft Real Estate Plan

· Draft Feasibility Report and EIS/EIR

· Draft Feasibility Report

· Draft EIS/EIR

· Draft Engineering Appendix

· Draft Economics Appendix

· Draft Real Estate Plan

· Draft Micro-Computer Aided Estimating System (MCACES)
· Feasibility Review Conference (FRC or F7) Milestone Documentation

· Required documentation depends on the policy review comments to be resolved.

· Final Feasibility Report and EIS/EIR

· Final Feasibility Report

· Final EIS/EIR

· Final Engineering Appendix

· Final Economics Appendix

· Final Real Estate Plan

· Final MCACES


1.2.3 Products Developed Under Contract

A portion of this work product will be developed by Architectural/Engineering firms, who will be responsible for quality control through Independent Technical Review for products developed under contract. Independent Technical Review of consultant deliverables does not need to be performed by the Corps Independent Technical Review team. Each contract scope of work shall include specific provisions requiring independent review of contractor work products, including submittal of a quality control plan and full documentation of issue identification and resolution, along with certifications as set forth in Appendix C of CESPD R 1110-1-8. Quality assurance of the contractor’s quality control process shall be the responsibility of the Independent Technical Review team.
In conjunction with the Independent Technical Review, the Product Delivery Team, and Independent Technical Review team will review all Architectural/Engineering work for overall consistency with the Corps technical and policy requirements.
2.0 DOCUMENTATION AND CERTIFICATION
The San Francisco District has completed the Project Management Plan for the Feasibility Phase of the San Pablo Bay Watershed Study and all the necessary quality control activities have been completed. Compliance with clearly established policy principles and procedures, utilizing justified and valid assumptions, has been verified, including whether the Project Management Plan meets the needs of the non-Federal sponsors and is consistent with law and existing Corps policy. All issues and concerns resulting from the review of the Project Management Plan have been resolved. 

Conclusions and agreements reached during the Independent Technical Review process shall be documented per the requirements set forth in CESPD R 1110-1-8. Documentation shall be prepared for all Independent Technical Review efforts (seamless reviews, multi-discipline product reviews, and contractor reviews). The documentation shall become part of the project technical review file. The use of the comment tracking system, Dr. Checks, is mandatory for decision documents requiring Congressional authorization. 
Independent Technical Review team members are responsible for the development of meaningful discipline-specific comments that are expressed in a clear and concise manner. Independent Technical Review team members shall participate in the Issue Resolution Process in a professional manner, seeking the best possible solution, and conduct a back check to ensure that all resolved issues have been appropriately addressed in the Independent Technical Review and project documents. Independent Technical Review members are expected to regularly participate with their Project Delivery Team counterparts in the seamless review process. 
Review comments will be developed from the perspective of adding value to the decision-making process and will focus on significant concerns. Comments will not be based on the personal opinion of the reviewer or unsupported by Corps policy or guidance. Each Independent Technical Review Comment shall contain the following four elements:

· A clear statement of the concern, including information on the deficiency or incorrect application of policy, procedures, or criteria; 

· The basis of the concern as it relates to law, policy, guidance, criteria, or partner/client requirements.   

· The significance of the concern, and how the concern could affect the technical or decision-making process; and

· The specific actions needed to resolve the concern. The actions that reporting officers must take to resolve the concern will be identified.

Typographical errors and other minor stylistic changes should not be included in the formal Independent Technical Review. These comments should be forwarded to the Project Manager and the Project Delivery Team independently.
Independent Technical Review documentation for pre-conference materials for the IRCs (AFB, FRC, etc.) and the draft and final feasibility reports shall be accompanied by a certification indicating that the Independent Technical Review process has been completed and that all issues have been resolved. Both the District Commander and the Chief of Planning Branch shall sign the certification for the final feasibility report, following the example included in Appendix I of CESPD R 1110-1-8. The planning function chief shall certify other submittals and the certification may be included within the transmittal letter for the product and review documentation. Documentation and certification of legal review will accompany reports submitted to Corps Headquarters for policy compliance review. 

All contractor products shall be accompanied by a certification indicating that an Independent Technical Review process has been completed and that all issues have been resolved. The certification format shall follow the example included in Appendix I of CESPD R 1110-1-8.

The Architectural/Engineering firm will provide a Contractor Statement of Quality Control. The responsible functional chief and District Commander will complete a statement of quality assurance confirming that the Architectural/Engineering firm has completed its Quality Control Plan and that the District has completed Quality Assurance.
The Chief of the Water Resources Section shall certify the without-project hydrology prior to the F3 milestone. This certification shall be included in the review documentation.

The cover memorandum to the MCACES cost estimate that is submitted with a final feasibility report shall include a certification statement by the Chief of Engineering Branch that the estimate has been prepared in accordance with current guidance, that the estimate has undergone an independent technical review and that all issues that may have been identified in the independent technical review have been resolved.

At the end of each product review, the Independent Technical Review and Project Delivery Teams should provide their respective team leader with comments on the review process, identifying those things that worked well and those that need improvement. The two team leaders will prepare a joint Lessons Learned report to become part of the final review documentation.

Significant decisions must be recorded and the entire process documented with a clear audit trail. Documentation should include, at a minimum: memoranda from seamless single discipline review, memorandum of the milestone conference, memorandum from Architectural/Engineering firm documenting their Quality Control efforts, lessons learned, and memorandum from the draft and final product reviews (comments and responses). The technical review documentation and required certifications will accompany the report submittals  as a separate document.
3.0 San Pablo Bay Watershed Products to Undergo Independent Technical Review

All products identified in the detailed scopes of work shall be subject to Independent Technical Review. 
4.0  DEVIATIONS FROM THE APPROVED QUALITY MANAGEMENT PLAN
There are no deviations from the approved Quality Management Plan.

5.0 INDEPENDENT TECHNICAL REVIEW TEAM ROSTER
The Independent Technical Review team will be established early in the Feasibility Phase.  The San Francisco District will be responsible for technical review, consistent with the South Pacific Division Quality Management Plan and associated technical review implementation guidance. South Pacific Division will provide quality assurance and can provide technical and planning management support to the District as needed in resolving major technical issues.  The Mississippi Valley Division, as the National Planning Center of Expertise for Ecosystem Restoration, may also be involved.  The anticipated disciplines to be included on the Independent Technical Review team are shown below:

	      Discipline
	         Name
	    Organization
	Relevant Experience (yrs & description)

	Water Resources Planning
	
	
	

	Environmental Planning/Compliance
	
	
	

	Biology/Ecology
	
	
	

	Cultural Resources
	
	
	

	Sediment Quality
	
	
	

	Water Quality
	
	
	

	HTRW
	
	
	

	Economics
	
	
	

	Hydrology
	
	
	

	Hydraulic Engineering
	
	
	

	Coastal Engineering
	
	
	

	Geotechnical Engineering
	
	
	

	Civil Engineering
	
	
	

	Cost Engineering
	
	
	

	GIS
	
	
	


5.1 Roles and Responsibilities:

Project Manager. The Project Manager ensures adequate funding for the Project Delivery Team and Independent Technical Review team, verifies that Quality Contol certification requirements are completed prior to product approval, monitors partner satisfaction, and facilitates issue resolution.

Project Delivery Team.  The Project Delivery Team supports development of technical data, technical documents, and allows sufficient time for an Independent Technical Review. Project Delivery Team members are responsible for: requesting seamless review sessions with their Independent Technical Review counterparts during project development; responding to Independent Technical Review comments according to the Independent Technical Review schedule; and, participating in dispute resolution.

Independent Technical Review Team.  The San Pablo Bay Watershed Study will rely on collaborative partnerships to identify near, mid, and long-term potential restoration opportunities and provide the technical, planning, and design analysis necessary to foster project development.  The nature of the San Pablo Bay watershed study will require that the Corps, the California Coastal Conservancy, the non-Federal sponsor, professional and scientific groups and other interested parties work collaboratively to determine the best restoration alternatives for each potential restoration opportunity. This partnership will lead to extensive peer and technical review. An Independent Technical Review team, not directly affiliated with the development of the study documents, has been formed for the purpose of establishing clear criteria, principles, and professional procedures. The technical review includes the verification of assumptions, methods, procedures, and material used in analyses based on the level of complexity of the analysis.  It verifies the alternatives evaluated, appropriateness of data used, and levels of data obtained. It also verifies the functionality of the product and  the reasonableness of the results, including whether the product meets the customers needs.  

South Pacific Division District Support Team.  The primary role of the District Support Team is to assist the San Francisco District in delivering quality products to their customers. In the context of quality management, this includes providing oversight and quality assurance of the district’s overall quality management program, assisting the district with project specific issues, performing policy reviews for delegated actions, and processing district products through Washington.  

Project Sponsor. The sponsor must communicate their technical and quality management requirements for the project and participate as Project Delivery Team members and potentially as Independent Technical Review team members.

6.0 SCHEDULE
Seamless Review shall occur as needed during the Feasibility Phase of the project.

In general, multi-discipline product review shall be initiated at least eleven weeks prior to a CESPD mandatory milestone conference (at least seven weeks prior to the F4 conference) and at least two weeks prior to the submission of documentation for a HQ issue resolution conference (such documentation is submitted to HQ at least 30 days prior to the conference date). For the Draft and Final Feasibility Reports, Independent Technical Review will be initiated at least seven weeks prior to the mailing date. Independent Technical Review comments shall be due within two weeks of initiating the Independent Technical Review efforts. Responses to comments shall generally be due within two weeks of final comment submittal. Final back check, documentation, and, if applicable, certification of the Independent Technical Review shall be due within one week of the resolution of all comments. The feasibility milestone schedule is included in the San Pablo Bay Watershed Feasibility Report.
The review process schedule will coincide largely with the overall product development schedule; however, several additional milestones are applicable solely for the development and engagement of the ITRT, as follows:

Schedule and Milestones

	DATE
	MILESTONE
	MILESTONE ACTION

	15 Jun 99
	F1  (M5)
	Execute Feasibility Cost Sharing Agreement (FCSA)

	15 Jul 99
	
	Receive Funds/Begin Feasibility Phase

	28 Jul 99
	F2  (M6)
	Public Workshop (establish public/agency involvement and coordination; public workshop to be scheduled and location identified)

	01 Mar 00
	F3  (M7)
	Formulation Analysis Conference (provide a framework plan outlining watershed restoration parameters and criteria) 

	01 Sep 04
	F4  (M8)
	Conference No.2 (identify potential “spin-off” feasibility studies leading to a determination of Federal, State, and/or local interest in implementation of restoration projects). Continue to prove technical planning and design assistance to program partners.

	01 May 12
	F5  (M11)
	Submit Draft Watershed Restoration Strategy Report

	01 Aug 13
	F7  (M13)
	Final Public Review

	30 Jan 14
	F8  (M14)
	Submit Final Watershed Restoration Strategy Report

	15 Jun 14
	F9  (M15)
	Division Engineering Certification/District Engineers Notice


7.0 COST ESTIMATE
Costs for conducting Independent Technical Review (including the Value Engineering Study) and External Peer Review are included in the detailed scopes of work and in the cost estimate summary table. Quality management activities of Section Chiefs are included in the cost estimate for each task. Quality management activities of Branch and Division Chiefs are included in the Supervision and Administration cost estimate.
ATTACHMENT A

San Pablo Bay Watershed Feasibility Report 
COMPLETION OF INDEPENDENT TECHNICAL REVIEW
The San Francisco District has completed the Feasibility Report and the accompanying Independent Technical Review for the San Pablo Bay Watershed Study. Notice is hereby given that an Independent Technical Review has been conducted that is appropriate to the level of risk and complexity inherent in the project, as defined in the Quality Control Plan. During the Independent Technical Review, compliance with established policy, principles and procedures, utilizing justified and valid assumptions, was verified. This included review of assumptions, methods, procedures and material used in analyses; evaluation of all the alternatives; appropriateness of the data level obtained and used; and the reasonableness of the results, including whether the product meets the customer’s needs consistent with law and existing Corps policy. The Independent Review Team performed the independent review.

Technical Review Team Leader



Date

ATTACHMENT B

CERTIFICATION OF INDEPENDENT TECHNICAL REVIEW
Significant concerns and the explanation of the resolution are provided in the attached documents. As noted in the attached documents, all concerns resulting from independent technical review of the project have been considered. The report and associated documents required by the National Environmental Policy Act have been fully reviewed.

Chief, Planning Branch





Date

Chief, Engineering Branch





Date

ATTACHMENT C

MODEL

DISTRICT COMMANDER’S QUALITY CONTROL CERTIFICATION

(Products Developed by In-House Staff)

COMPLETION OF QUALITY CONTROL ACTIVITIES

The District has completed the (state level of study or product development) of name of project and project location. Certification is hereby given that all quality control activities defined in the Quality Control Plan appropriate to the level of risk and complexity inherent in the product have been completed. Documentation of the quality control process is enclosed.

GENERAL FINDINGS
Compliance with clearly established policy principles and procedures, utilizing clearly justified and valid assumptions, has been verified. This includes assumptions; methods, procedures and materials used in analyses; alternatives evaluated; the appropriateness of data used and level of data used and level of data obtained; and the reasonableness of the results, including whether the product meets the customer’s needs consistent with law and existing Corps policy. The undersigned recommends certification of the quality control progress for this product.

Chief, Planning Branch




Date

QUALITY CONTROL CERTIFICATION
As noted above, all issues and concerns resulting from technical review of the product have been resolved. This project may proceed to the (indicate next phase of product development).
District Commander




Date

ATTACHMENT D

CERTIFICATION OF LEGAL REVIEW

The report for San Pablo Bay Watershed Feasibility Report, including all associated documents required by the National Environmental Policy Act, has been fully reviewed by the Office of Counsel, San Francisco District and is approved as legally sufficient.





___________





District Counsel





Date

QUALITY CONTROL/QUALITY ASSURANCE CERTIFICATION

FOR

San Pablo Bay Watershed Feasibility Report
Approved:





Chief, Planning Branch

Date:




Approved:




Chief, Engineering Branch

Date:




Approved:





Chief, Construction Services Branch

Date:




Approved:




Chief, Engineering and Technical Services Division

Date:





“All required Value Engineering action has been completed as appropriate for the phase of the project.”

Project Manager

