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                  9 September 2004

SUBJECT:  Expedited Reconnaissance Phase Studies


IMPLEMENTATION GUIDANCE FOR

EXPEDITED RECONNAISSANCE PHASE STUDIES

1.  Introduction:  

a.  References: 

(1)  ER 5-1-11, 27 February 1998, Program and Project Management.  This regulation establishes the Program and Project Management Business Process (PMBP).

(2)  ER 1105-2-100, Planning Guidance Notebook, dated 22 April 2000.  This is the Corps’ comprehensive guidance for conducting the planning program and integrates all previous Headquarters guidance regarding reconnaissance studies.

(3)  CESPD R 1110-1-8, 30 December 2002, Quality Management Plan.  The South Pacific Division’s Quality Management Plan includes quality management procedures for expedited reconnaissance phase studies, consistent with this guidance.

(4) U.S. Water Resources Council, 1983, Economic and Environmental Principles and Guidelines for Water and Related Land Resources Implementation Studies.

(5) CECW-MVD Memorandum, dated 3 May 2004, Delegation of Approval Authority for Section 905(b) Reports

(6) U.S Army Corps of Engineers, Engineer Inspector General Inspection Report, Inspection of Quality Management for Civil Works Planning, dated March 2004.

b.  Purpose:  The purpose of this memorandum is to provide implementation guidance that covers the procedures and requirements for expedited reconnaissance phase studies.  This memorandum replaces prior South Pacific Division (CESPD) expedited reconnaissance phase guidance, provided in memorandums dated: 5 June 2000*, 19 March 1999, 16 October 1998 and 1 October 1996.  It includes revisions to reflect changes resulting from the delegation of approval authority of the Section 905(b) Appraisal to the Division, the changes in organization resulting from the implementation of USACE 2012, the implementation of P2 and the findings of the EIG Inspection of Quality Management for Civil Works Planning.

c.  Applicability:  This memorandum applies to all reconnaissance studies performed within the South Pacific Division that may lead either to a comprehensive watershed study or a feasibility study that could lead to a potential project for specific Congressional authorization.   

d.  Existing Regulations:  Other existing guidance related to reconnaissance phase studies is not applicable if it conflicts with Reference 1.a.(2) or this memorandum.  The requirements in Planning, Engineering and Real Estate regulations that suggest a need for a greater level of detail than set forth below are not applicable.

2.  Reconnaissance Study Products:  

a.  The expedited reconnaissance study concept eliminates the preparation of a reconnaissance report.  The primary document to be prepared during reconnaissance phase studies will be a negotiated project management plan for the feasibility phase.  Prior to the development of the final project management plan, however, a Section 905(b) Analysis will be completed that summarizes the results of the reconnaissance study.  This will be forwarded to South Pacific Division for approval, accompanied by a Letter of Intent (LOI) from the cost-sharing sponsor and a quality control certification signed by the district’s planning chief.  Upon the approval by the Division, the Feasibility Cost Sharing Agreement (FCSA), with the project management plan, will then be negotiated and executed.

b.  Section 905(b) Analysis:

(1) The first product to be prepared during the reconnaissance phase is the Section 905(b) Analysis.  This document is an integral part of project management plan development, and can be used as the chapter in the project management plan that summarizes the reconnaissance study findings. 

(2) The primary purpose of the Section 905(b) Analysis is to serve as a management document - to document the district’s determination of Corps interest in proceeding with the feasibility phase.  This Analysis is not a report but rather a brief summary of the findings from the activities conducted during the reconnaissance study.

(3) The Section 905(b) Analysis will describe the extent of the problems and opportunities, as well as the criticality of addressing the problems.  It needs to serve as a source document for the information required to prepare fact sheets for the budget process.

(4) The Section 905(b) Analysis will describe the initial feasibility phase assumptions that provide the basis for the study, alternatives that will be considered, and estimates of the feasibility study costs and schedule.  Of particular importance will be the justification for any requested policy exceptions or streamlining initiatives.  The assumptions will also specify any requested commitments from the South Pacific Division and Washington Headquarters.  The South Pacific Division’s planning member on the district support team, hereinafter referred to as the Planning Program Manager, will coordinate requested exceptions to national policy through the Regional Integration Team at the Washington Headquarters prior to the approval of the Section 905(b) Analysis.

(5) The fact sheet format that is included in Exhibit G-2 of Reference 1.a.(2) shall be used for the preparation of the Section 905(b) Analysis.  To assist in the establishment of future budgets and expenditure schedules, an assessment addressing the estimated duration until the signing of the feasibility cost sharing agreement will be included in Paragraph 12 of the standard format, Potential Issues Effecting Initiation of Feasibility Phase.  

(6) The South Pacific Division approval of the Section 905(b) Analysis certifies that proposed feasibility studies are consistent with current policies and budgetary priorities.  This step achieves an early corporate agreement for all levels in the Corps to proceed with the feasibility study.  Certification is a prerequisite for executing the feasibility cost sharing agreement.

c.  Letter of Intent (LOI):  A letter of intent from the local sponsor will be furnished with the Section 905(b) Analysis.  The letter must indicate that the local sponsor fully understands the feasibility and construction cost-sharing responsibilities and is willing to enter into negotiations for the feasibility phase. 

d.  Project Management Plan (PMP):

(1) The project management plan will describe all activities that will be covered under the feasibility cost sharing agreement (FCSA).  These activities will start with the initial tasks of the feasibility phase, continue through the preparation of the final feasibility report, the project management plan for project implementation and design agreement, and conclude with support during the Washington-level review of the final feasibility report.  



(2) As the project management plan will be based primarily on existing information, it will be subject to scope changes as the technical picture unfolds during the feasibility study.  While the project management plan will include tasks through the completion of the feasibility study, the level of detail in the scopes of work will be greater for those tasks that occur prior to the first milestone conference.  The project management plan will be reviewed at the first milestone conference and additional detail will be added to the scopes of work of the subsequent tasks.  



(3) The scopes in the project management plan will indicate the level of information that has been identified, and describe the uncertainties as justification for follow-on studies.  For example, the scope of public involvement activities that have occurred during the reconnaissance phase will be described in the project management plan, along with how the results support the required efforts that are proposed in the feasibility phase.

(4) Because of the limited evaluations in the reconnaissance phase, the project management plan will include significant uncertainty and must make appropriate allowances.  As an example, except in rare instances, the project management plan will assume the requirement for an Environmental Impact Statement, because of the limited environmental evaluations conducted in the reconnaissance phase.  A separate discussion of risk and uncertainty with the estimates and schedule for the feasibility phase will be included in the project management plan.  The discussion will support the existing line item in the cost estimate for contingencies and would be used to support any contingency in the schedule (additional time in addressing comments on the draft report.)

(5) The project management plan for the feasibility phase will satisfy all of the quality management plan requirements specified in the South Pacific Division Quality Management Plan, Reference 1.a.(3).  Among these requirements are focus areas that were highlighted in the EIG Inspection of Quality Management for Civil Works Planning, Reference 1.a.(6), which include: updating the Project Management Plan, an effective lessons learned process, requirements for contractor quality management, staffing standards for independent technical review and documentation of independent technical review  

(6) The district will coordinate and obtain concurrence through the Planning Program Manager for any significant changes from the approved Section 905(b) Analysis, prior to final negotiation of the project management plan.  These changes may include: changes in types of outputs or potential project purposes, type or number of products, changes in authority, additional commitments required from the South Pacific Division or Washington Headquarters, or significant changes in cost and schedule.  


e.  Feasibility Cost Sharing Agreement (FCSA):  District Commanders are authorized to approve and execute a feasibility cost sharing agreement when the agreement is in accordance with an approved model and after the reconnaissance phase is certified.  Model feasibility cost sharing agreements are on the Headquarters website (www.hq.usace.army.mil/cecc/ccpca.htm).  Proposed deviations and documentation of review by District Counsel should be forwarded directly to the leader of the South Pacific Division Regional Integration Team in the Headquarters, to coordinate the approval of the FCSA.  An electronic copy of the request shall also be provided to the planning program manager for information.  Non-Federal sponsors should be informed about the significant time required to process and approve deviations to the model agreement.

3.  Evaluations in Support of the Reconnaissance Study: 


a.  Activities during the reconnaissance phase include at least one full iteration of the planning steps that are set forth in the Principles and Guidelines, Reference 1.a.(4), even though the first might be accomplished at an intuitive level based on field observations.  The most important of the planning steps during the reconnaissance phase is the identification of problems and opportunities, which culminates in the establishment of working planning objectives and planning constraints for the feasibility phase.  The planning objectives will initially be based on the problems identified through: the study authorization, existing data, contacts made and field observations.  After a limited evaluation of potential alternatives, the planning objectives may be refined as a basis for the next iteration of the planning steps.  Similarly, planning constraints, including environmental constraints, will be identified and refined.  A major determination will be the alignment of the planning objectives with Corps authorities (primarily the study authority) and high budget priority outputs, which are: commercial navigation, urban flood damage reduction, hurricane and storm damage reduction, ecosystem restoration and comprehensive watershed planning.  This test of consistency with Corps authorities and budget priorities is necessary to determine the types of outputs and potential project purposes that will be used to define the Corps interest and scope the feasibility study.


b.  The limited, and often qualitative, evaluation of the potential costs, benefits and environmental impacts of alternatives will be used to provide a preliminary, sometimes intuitive, screening of potential measures or alternatives to better scope the activities in the feasibility phase.  Alternatives, which would be clearly unjustified, or alternatives that would clearly be beyond the local sponsor’s capability to implement would be eliminated from further consideration.  The environmental evaluation will identify types of impacts, in an effort to scope the feasibility phase.   Judgment of experienced team members, as well as local sponsor knowledge, will be of paramount importance in making qualitative evaluations.


c.  While Headquarters guidance, Reference 1.a.(2), indicates that a benefit-cost analysis is not required (an incremental cost analysis is also not required for ecosystem restoration projects), potential benefits and costs will, at least, be described in a qualitative manner.  Where appropriate information exists, a quantitative assessment of benefits or costs may be possible.  For example, in a flood damage prevention study, it may be possible to estimate potential damages and the assessment of costs may be limited to a subjective judgment, based on previous experience, that a solution can likely be found with less average annual costs.  Another example would be a navigation study where construction costs might be estimated and the description of benefits may be limited to a subjective judgment, based on previous experience, that the benefits are likely to exceed the costs.  Benefits of restoration projects may be based on an estimate of acres for the habitats provided.  If there are existing data and analyses, then these tasks may be relatively easy.  If not, then the conclusions will, because of funding constraints, be less certain.


d.  Any quantitative cost or benefit estimates may be limited to ranges for an array of alternatives.  While less expensive, non-structural solutions may be intuitively justified, thereby supporting a Corps interest in pursuing a study, the local sponsor may be interested in getting a feel for more complex solutions because of a desire for a higher level of outputs.  The greatest risk is that too much of the study funding will be consumed in these evaluations and that the study must be terminated before a feasibility cost sharing agreement can be signed because of a lack of funding.  Therefore, quantitative estimates are not required.  All descriptions of costs, benefits or environmental impacts must be appropriately qualified so as not to infer a level of certainty that does not exist.  


e.  Any technical data collected during the reconnaissance phase will not be submitted for review and will reside in the district files.

4.  South Pacific Division Milestone Requirements:  

a.  Milestone 1 - Initiation of Recon Phase: The study is initiated upon the first expenditure of reconnaissance funds.  The initiation of the reconnaissance study will occur early enough in the year so that the Section 905(b) Analysis will be completed before the end of the fiscal year of initiation. 

b.  Milestone 2 - Interim Milestone Conference: This conference will be held in the district office and chaired by the district planning chief.  Representatives of the local sponsor and the Planning Program Manager will be encouraged to attend.  The conference will include a preview of the reconnaissance study findings and will establish a position agreed to by the district, Division and the sponsor relative to the direction for the feasibility phase.  The study team will present the major tasks that are envisioned during the feasibility phase and the conference will mark the initiation of project management plan negotiations with the local sponsor.  The conference will identify the process for completing outstanding items or resolving outstanding issues on the project management plan, Section 905(b) Analysis and for obtaining the letter of intent.  Upon a recommendation of the district planning chief, with the concurrence of the Program Manager and with the concurrence of the leader of the South Pacific Division Chapter of the HQUSACE Planning and Policy Community of Practice, hereinafter referred to as the South Pacific Division Chief of Planning, the conference may be waived.  This milestone should be held no later than four months from the date of study initiation.

c. Milestone 3 – District Submits Section 905(b) Analysis:  The Section 905(b) Analysis will be completed when the district makes a determination that there is a Corps interest in a feasibility study and at least preliminary information for a draft of the project management plan is developed.  The preliminary draft project management plan will be the basis for the costs, milestone schedule and feasibility study assumptions, that are required for the Section 905(b) Analysis.  Within six months of initiating the reconnaissance phase, the district will e-mail the Section 905(b) Analysis, along with the scanned copy of the signed quality control certificate and the Letter of Intent, directly to the District Support Team.  No formal transmittal letter is necessary.  Any attachments, maps, and other items that cannot be scanned and e-mailed, should be faxed.  While this milestone will normally be scheduled six months from the date of study initiation, it will also be scheduled before the end of the fiscal year of study initiation.  By law, the duration for the completion of the reconnaissance study shall normally be no more than twelve months and in all cases is to be limited to eighteen months.  In the expedited reconnaissance phase process, completion of the study is assumed to be upon the completion of the Section 905(b) Analysis.  Follow-on activities during the reconnaissance phase are assumed to be for the negotiation of the final project management plan and feasibility cost sharing agreement.  As the established goal is to complete the Section 905(b) Analysis within six months of study initiation, meeting the constraints of the law should not be an issue.  

d. Milestone 4 – South Pacific Division Approves Section 905(b) Analysis:  The Planning Program Manager (planning member of the District Support Team) provides the Section 905(b) Analysis and Letter of Intent to a policy compliance review team assembled to conduct the review by the South Pacific Division Chief of Planning.  A Planning Program Manager with specialized expertise in Civil Works policy, other than the one assigned to the district support team coordinating the action, will lead the review team.  The team will also include members from other functional areas as deemed appropriate. The review team develops comments, guidance and coordinates the policy certification by the Chief of Planning.  Once certified, the Planning Program Manager will then forward the approval by the district support team to the district via e-mail within two weeks of receiving the Section 905(b) Analysis.  Once the analysis is approved, it may be released to the public.  In accordance with Reference 1.a.(5), a copy of the approval and the Section 905(b) will be sent by the Planning Program Manager on the district support team to the Leader of the South Pacific Division Regional Integration Team in the Headquarters.

e. Reconnaissance Review Conference:  Only in very rare instances, will a Reconnaissance Review Conference (RRC) be held at the discretion of the Division to resolve any significant policy and procedure issues of concern to the Washington Headquarters, which cannot otherwise be resolved, prior to approval by the Division.   To hold a reconnaissance review conference, the Planning Program Manager will coordinate a date with the district and the leader of the South Pacific Division Regional Integration Team in the Washington Headquarters.  If it appears that unresolved issues are limited in number and can be resolved easily, this conference may be held as a teleconference rather than meeting at the proposed project site or district or Division office.  A draft Reconnaissance Guidance Memorandum (RGM) will be developed at the reconnaissance review conference and Headquarters will issue the final guidance memorandum within two weeks after the conference.  No Reconnaissance Review Conference has been held since the initiation of the expedited reconnaissance review process.

f. Milestone 5 – District and Sponsor Execute FCSA:  Upon South Pacific Division approval of the Section 905(b) Analysis, Headquarters approval of any deviations to the model feasibility cost sharing agreement, and district Project Review Board (PRB) approval of the project management plan (that is consistent with the Section 905(b) Analysis), the reconnaissance phase becomes certified and the project management plan and feasibility cost sharing agreement will be submitted by the district to the local sponsor for signature.  The milestone is accomplished on the date that the feasibility cost sharing agreement is signed by both parties, which is also the date for the initiation of the feasibility phase.  The national goal is to sign the feasibility cost sharing agreement within one year from study initiation.  Headquarters will release feasibility funds within five working days of receipt of the Division Commander’s request.  The request will be directed to leader of the South Pacific Division Regional Integration Team in the Washington Headquarters by the Civil Works Integration Division, with a copy of the signed feasibility cost sharing agreement.  

g. The reconnaissance phase milestones listed above are to be included in the corporate automation information system for project and financial management (PM AIS), which has now migrated to P2.  The following table, Table 1., provides a link between these milestones, the names that were included in the PROMIS work breakdown structure and titles, Activity codes and Milestone Codes of the milestones that are presently included in the Civil Works – Standard Methodology that supports P2 for reconnaissance phase studies.  

Two of the standard South Pacific Division milestones, the Interim Milestone Conference and the District’s submittal of the final Section 905(b) Analysis, are not included in the Civil Works - Standard Methodology and must be added.  Also, not all of the milestones in the Civil Works – Standard Methodology are necessarily important for tracking.  In a reconnaissance study, the development of the PMP is the basic product and starts at the initiation of the study.  The same is true for the FCSA.  The Reconnaissance Review Conference and Reconnaissance Guidance Memorandum Complete are milestones that would only be tracked in the very rare occasion that such a conference is held and none have been held since the initiation of the expedited reconnaissance phase process.  And, the Submittal of the FCSA and FCSA Approved milestones are only applicable if there are deviations to the model FCSA that require Headquarters approval.

Table 1, Milestone System

	No
	Descriptive Title from SPD Guidance
	PROMIS Title
	P2 Title
	WBS/

Activity
	Milestone 

Code

	1
	Initiation of Reconnaissance Phase
	Initiation of Recon Phase
	Start Recon
	REC1050
	CW140

	
	
	
	Start PMP
	PMP0020
	CW030

	
	
	
	Start FCSA Development
	REC1640
	CW070

	2
	Interim Milestone Conference
	IPR Conference (R3)
	Interim Milestone Conference
	******
	CW050

	
	
	
	Submit Draft Recon Rpt
	REC1510
	CW150

	3
	District Submits Section 905(b) Analysis
	District Submits Recon Report
	District Submits

905(b) Analysis
	******
	CW160

	
	
	
	Recon Review Conference
	REC1570
	CW050

	
	
	
	Recon Guidance Memo Complete
	REC1610
	CW060

	4
	SPD Approves Section 905(b) Analysis
	HQ Approves Recon Report
	Recon Report Approval
	REC1620
	CW170

	
	
	
	Approve PMP
	PMP0200
	CW040

	
	
	
	Submit FSCA
	REC1680
	CW080

	
	
	
	FCSA Approved
	REC1710
	CW090

	5
	District and Sponsor Execute FCSA
	District and Sponsor Execute FCSA
	Signed/Executed FCSA
	REC1720
	CW130


5.  Quality Control/Study Plan:  

a.  General:  Each district will prepare a quality control/study plan to cover the preparation of all reconnaissance study products, in accordance with the requirements established in CESPD R 1110-1-8, Quality Management Plan, Reference 1.a.(3).  This plan will be updated annually, approved by the district planning chief, and checked during command inspections by the South Pacific Division.  The plan will include a sample schedule and sample distribution of costs that would be adapted by the assigned project manager for each specific reconnaissance study. 

b.  Quality Control:

(1)  The expedited reconnaissance phase process places great reliance on informed judgment, which emphasizes the need for very experienced study team members.  The quality control/study plan will include a roster of potential study team members from which a specific study team would be selected.  Individuals participating in peer consultation would be selected from this same list.  These individuals must be the most experienced in the planning process, with the ability to draw conclusions from limited data.  The importance of team communication cannot be overemphasized.

(2) Given the limited funds for the reconnaissance effort, the effort directed to the preparation of a project management plan, and the expertise required, contracting for some or all of the reconnaissance activities is, normally, not appropriate.  Priority will be given to the use of Corps resources and exceptions to this policy will be submitted to the Planning Program Manager on the district support team, for approval by South Pacific Chief of Planning. 

(3)  Periodic peer consultation (rather than review) will be included, specifically after the field investigations to broaden and test the conclusions reached from the limited data available.  The reconnaissance study products will also be subjected to supervisory review during staffing. 

(4) Independent document review of the Section 905(b) Analysis and the project management plan may be limited to a single recognized expert in planning procedures and the planning process.  This individual would be selected from a list that would be included in the quality control/study plan.  The review will check for a coherent logic and assumptions, and conclusions that are convincing and consistent.  

(5) For the Section 905(b) Analysis, the quality control review documentation and the quality control certification, signed by the district planning chief, will be included in the project files.  A scanned copy of the quality control certification will be submitted to the Division along with the Section 905(b) Analysis.  No legal certification is required for the Section 905(b) Analysis.

(6)  In addition to indicating that the independent technical review process has been completed and that all issues have been addressed, the planning chief's certification of the project management plan will indicate that proposed streamlining initiatives will result in a technically adequate product and that quality management requirements have been adequately incorporated into the project management plan.  The planning chief's certification will be an enclosure to the final project management plan and will take the place of the planning chief's approval of a separate quality control plan.  The quality control review documentation will be maintained in the project files.  No legal certification is required for the project management plan.

6.  Reconnaissance Phase Process:  


a.  The activities that follow lead to the signed feasibility cost sharing agreement.  They are broken out in the same manner as the generic distribution of costs referenced in Paragraph 7, below.  A generic schedule is included as Figure 1. 

b.  Study Initiation:  During the first month of the reconnaissance study, the following activities will be performed:

(1)  A study team will be formed from potential candidates listed in the quality control/study plan.

(2)  The quality control/study plan will be adapted for study specific implementation by the assigned project manager and adopted for use by the study team.

3)  The assigned project manager will establish the study in the PM AIS through entry into P2 and resource study work items in CEFMS.  

(4)  Potential non-Federal sponsor(s) would be identified and input regarding objectives and constraints would be solicited.

(5)  The gathering of existing data would be initiated.

(6)  Agency and public contacts would be initiated.

c.  Field Visit:  The most effective way of developing the information required for the preparation of the reconnaissance study products will be through a field visit by the assigned study team.  This is a critical event and maximum use is to be made of the field visit.  

The field visit should occur as soon as possible and not later than the beginning of the second month.

Figure 1.

Reconnaissance Schedule
Milestone





Activities

Month


                   Milestone 1 - Initiate Reconnaissance Study  --------------------------------------------------------------------------------      0


Study Initiation

0.5

--------------------------------------      1.0

                                                                             



Field Visit


--------------------------------------  
1.5

Establish Study Scope


--------------------------------------  
2.0

2.5

PMP Preparation

- Prepare Draft PMP                    3.0

- Prepare 905(b) Analysis

3.5

Milestone 2 - Interim Milestone Conference ------------------------------------------------------------------------------   
4.0











PMP Preparation 

4.5

- Prepare Draft PMP

- Finalize 905(b) Analysis
5.0

Quality Control Review of 

  905(b) Analysis 

5.5

Milestone 3 – District Submits Section 905(b) Analysis and Letter of Intent ------------------------------------------
6.0

Milestone 4 – HQUSACE Approves Section 905(b) Analysis ----------------------------------------------------------  
6.5

7.0

7.5

PMP Preparation – Finalize PMP 8.0

Quality Control Review of PMP

Negotiate FCSA                           8.5


--------------------------------------  
9.0

9.5

10.0

10.5

Sponsor Processing

11.0

11.5

Milestone 5 – District and Sponsor Execute FCSA------------------------------------------------------------------------         12.0

(1)  The duration of the visit would be dependent upon the study area, the previous familiarity of the study team with the study area and available funding.   This visit may 

include: public/agency/sponsor contacts; visits to libraries, newspapers and other institutions to identify and gather data; visits to areas to assess problems and opportunities; and visits to

potential alternative project locations. In some studies, such as studies of deep draft navigation, the field visit would be appropriately limited.



(2)  The field visit would be conducted by an interdisciplinary team that could include:  the project manager, the plan formulation leader, an economics representative, an environmental representative, an H&H (for flood control study) representative, a real estate 

representative, an engineering representative, and representatives of the potential local sponsor(s).  The study team will decide on the appropriate participation for the field visit.  Full advantage must be taken of personnel, information and other capabilities of the potential local sponsor(s).

(3)  The primary purpose of the field visit will be for problem identification.  Secondary purposes, such as formulation and a preliminary screening of potential measures would also help scope the project management plan.

 (4)  A checklist may be used during the field visit.  This checklist would provide structure for the field visit and replace the need for memorandums.   The checklist would record information to be used for developing the project management plan.

d.  Establish Study Scope:  Following the field trip would be the specification of planning objectives and constraints, and the formulation and a limited evaluation of alternatives.   The scope of these evaluations is described above in Paragraph 3.  The purpose of these evaluations is to establish the overall scope of future studies as a guide for the development of the project management plan.  This activity should be completed by the end of the second month.  

e.  Project Management Plan Preparation:  Activities during the third and fourth month of the reconnaissance study will be oriented towards the preparation of a draft project management plan, and the Section 905(b) Analysis will be prepared using information developed for the project management plan by the study team.  Negotiations with the local sponsor will follow in the fifth and sixth months.  Negotiation of the project management plan among the technical elements will involve a relatively large work effort, that involves not only members of the study team but also those functional managers that must commit to the costs, schedules and scopes of the work products.  

f.  Interim Milestone Conference:  The conference that is described in Paragraph 4.b. will normally involve all members of the study team who will participate in the identification of the process for completing outstanding items and resolving outstanding issues.  

g.  Quality Control Review:  As indicated in Paragraph 5.b. above, quality control review includes peer consultation, supervisory review and independent document review.  Periodic peer consultation will occur following the field trip, during the establishment of the study scope and during preparation of the Section 905(b) Analysis and the project management plan.  The independent document review of the Section 905(b) Analysis will occur upon its completion and prior to its submittal for approval.  The review of the project management plan will occur after its completion and before its approval by the district project review board.  

h.  Negotiate Feasibility Cost Sharing Agreement:  Negotiations of the feasibility cost sharing agreement will occur along with the finalization of the project management plan.  The coordination that is required prior to the signing of the feasibility cost sharing agreement will vary and depend upon the procedures established by each local sponsor.  The State of California, for example, has a procedure that takes at least three months between completion of the final agreement and signing of the feasibility cost sharing agreement.  

7.  Cost Estimates:   

a.  Generic Distribution of Costs:  A sample distribution of funds by task is presented in Table 2.  This table was originally developed by a multi-district team that included representation of the different functional organizations, and it was subsequently modified to reflect changes in the project management business process.  Each study is expected to be different, and the exact distribution of funds by task and organization may differ from the typical distribution shown in the district's quality control/study plan.  However, the total level of effort for the tasks implied by these tables is not expected to be substantially different.

Table 2

	Recon Study Cost Estimate ($1,000)


	 Activity
	      PM
	    Econ
	  Envir   
	    H&H 

	  Engr    
	      RE
	    Plan

   Form
	    S&A
	  Total

	 Study Initiation
	3.0 
	1.0 
	1.0 
	 1.0 
	1.0 
	1.0 
	3.0 
	1.0 
	12.0

	 Field Trip
	2.0 
	2.0 
	2.0 
	2.0 
	2.0 
	2.0 
	2.0 
	0.0 
	14.0

	 Establish Study Scope
	1.0 
	2.0 
	2.0 
	4.0 
	4.0 
	1.0 
	2.0 
	0.0 
	16.0 

	 PMP Preparation 
	2.0 
	2.5 
	2.5 
	2.5 
	11.0 
	1.0 
	14.5 
	2.0 
	38.0 

	 In Progress Review Mtg
	0.5 
	0.5 
	0.5 
	0.5 
	0.5 
	0.5 
	2.0 
	1.0 
	6.0 

	 Quality Control Review
	0.0 
	0.5 
	0.5 
	0.5 
	1.0 
	0.0 
	1.0 
	0.5 
	4.0 

	 Negotiate FCSA
	4.5 
	0.0 
	0.0 
	0.0 
	0.0 
	0.0 
	4.5 
	1.0 
	10.0 

	 Total
	13.0
	8.5
	8.5
	10.5
	19.5
	5.5
	29.0
	5.5 
	100.0



b.  Project Management System:  Conducting a reconnaissance phase study is a relatively small effort, which should to be simplified when entered into the P2 system.  The management of the effort can be adequately managed if it is summarizing it into one or two tasks: 1) REC 1460 Recon Report (REC1460) and Complete Draft PMP (PMP0180).  The P2 system allows the resourcing and tracking of the performance of organizations separately in support of the first or both of these tasks.  The P2 system also has a step function, which allows the tracking of milestone events without the requirement to have separate resourced tasks established between each of the milestones. Because of the minor funding amounts, separate tasks do not need to separate the milestones.  

8.  Program Management.

a.  Program Review:  Initial decisions regarding the focus of study efforts will be made during early program reviews between the Division and the districts.  If an authorized study does 

not address Corps mission areas, then a usable product other than a Section 905(b) Analysis and project management plan may be established as a study output.


b.  Project Management:  All expedited reconnaissance phase studies are either a part of a continuum that is a project, or are a project unto themselves.  They all require professional practice and knowledge, are performed for a customer and have defined scopes, schedules, costs 
and criteria for performance measurement.  The initiation of each expedited reconnaissance phase study is the start of a project and a project manager will be identified.  In those cases where 
there is no activity recommended after the reconnaissance study, the completion of the reconnaissance study products represents the completion of the project.  While this project would not result in construction, it is, however, managed through the project management business process that is established in Reference 1.a.(1).

c.  Scheduled Initiation:  Initiation of reconnaissance studies may be staggered during the year to allow leveling of the workload.  They should, however, be initiated so that Milestone 3, Submittal of the Section 905(b) Analysis, is completed by the end of the fiscal year in which the study was initiated.  Exceptions to this requirement must be submitted for Division approval. 

d.  Command Management Review:  Performance will be measured against the schedule that is reflected in Congressional Testimony.  The date to be included in the Command Management Review (CMR) database will be for Milestone 3, Submittal of the Section 905(b) Analysis, which is expected to be completed within six months from the initiation of the study.

e.  Increases in Reconnaissance Phase Costs:  Every effort shall be made to limit the cost of the reconnaissance phase.  When it is determined that an increase in the $100,000 limit may be required, immediate consultation will be initiated with the Planning Program Manager.  All requests to exceed the $100,000 limit require South Pacific Division approval, and there should be no expectation that this approval would be granted.  In rare circumstances, normally involving large complex watersheds that require extensive coordination with many stakeholders and multiple potential sponsors, a small increase may be determined to be appropriate. 

9.  Additional Assistance:


a.  Model structures for the Section 905(b) Appraisal, are available at the site: http://www.spd.usace.army.mil/cwpm/public/plan/pdguide/guide.htm .  This site includes two versions: 1) one for feasibility studies for projects that could potentially be authorized by Congress and 2) one for watershed management studies.  A model structure for the project management plan for the feasibility phase is also available on the web site but presently reflects PROMIS coding.  The models are also included on the South Pacific Division Planning Guidance Notebook CD.  The models are Word documents with embedded Excel tables that can ease the preparation of the documents.  Use of these models is not required but they are provided for your information.


b.  Presentations that cover the planning process, the reconnaissance phase and the feasibility phase are also available by contacting the Program Manager or the South Pacific Division, Planning Chief.  A presentation on the reconnaissance phase is recommended for the study team prior to the initiation of the reconnaissance study.


c.  Questions regarding this guidance may be addressed to Mr. Robin Mooney at:

(415) 977-8171.

* This memorandum supercedes CESPD-ET-P memorandum, dated 5 June 2000, subject: Expedited Reconnaissance Phase Studies.


� H&H would be included in the tables for a flood control study.  Depending on the type of study, this could be coastal or environmental expertise.
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