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CMAA Chair 

Aligning Our gOAls  

Ray Ribeiro, PE, executive vice 
president of the New York City 
Housing Authority, was quoted 
in Engineering News-Record 
recently, saying his organization 
joined CMAA because “the goals 
of the organization are perfectly 
aligned with our goals.”

That’s great to hear, and of 
course it represents a goal we 
all embrace but one that can be 
difficult to achieve because it is 
such a “moving target.” Different 
types of members have different 
needs that evolve over time. 

One of the most significant 
changes in our industry has been 
the evolution of expectations 
concerning what services a 
professional CM should provide. 
This change is largely a result 
of the recent recession, which 
led to significant down-sizing of 
owners’ in-house CM staffs. This 
created a need for manpower 
and for training to replace the 
knowledge and skills that have 
been lost. 

Another key factor is that owners 
are increasingly looking at their 
capital construction projects 
and programs from a “life cycle” 
perspective. In addition to having 
their projects completed on time 
and within budget, they have a 
long-term view of their asset’s 
performance. These life cycle 
considerations are being taken into 
account during the early planning 
and design stages of a project.

Owners today look to their  
CMs for help in a wider  
range of services, such as  
sustainability in construction  
and operations, stakeholder 
relations, and community 
outreach, among others. 

How can owners be sure their 
needs are fully understood? 
How can service providers 
equip themselves to meet these 
expectations, stay current, and 
sort the useful information from 
the noise? 

One of CMAA’s most vital roles is 
to provide a forum for members 
to talk to each other, learn from 
each other, and align offerings 
with client needs. This alignment 
has never been more critical. If 
we can continue to fill this key 
role, CMAA members will always 
be able to say, “The goals of 
the organization are perfectly 
aligned with our goals.”
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7
QuAntitAtive meAsurement 
OF the vAlue OF prOjeCt 
COntrOls 
A study by the Massachusetts 
Bay Transportation Authority and 
Keville Enterprises, Inc., compared 
the cost and schedule outcomes 
of a group of projects on which 
minimal project control measures 
were required but not always 
enforced, with the cost and 
schedule outcomes of a group 
of projects on which enhanced 
project control measures were 
required and rigorously enforced. 

10 
leeD v4 AnD the new 
sustAinAbility meAsures
The U.S. Green Building Council 
launched its new Version 4 of 
LEED – Leadership in Energy and 
Environmental Design – last fall. 
What’s changed, what’s new, and 
what does LEED v4 mean to you?

13 
whOm DO Cms  
mAnAge AnD leAD?
The terms “manage” and “lead”  
are complementary because you 
need both to be a successful  
CM. These terms are not meant  
to be used interchangeably, and 
one should never assume that 
if you are managing you are 
necessarily leading.

16 
the vAlue OF Cm in  
pre-Design: COst 
mAnAgement
Hiring a professional CM early 
in the project yields multiple 
opportunities and impressive 
savings that are lost if not handled 
appropriately before design starts. 

tAble OF COntents
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The term “project controls,”  
as used in the construction 
industry, means a series of 
procedures to plan, monitor, 
adjust, and report on the cost, 
schedule, and quality aspects  
of a construction project 
or program. It is commonly 
believed that the use of 
project controls adds value 
to construction projects by 
improving cost and schedule 
outcomes. However, a literature 
search by the Massachusetts 
Bay Transportation Authority 
(MBTA) and Keville Enterprises, 
Inc. (Keville) did not identify 
any studies that quantitatively 
demonstrate this. 

The MBTA and Keville conducted 
a study which quantitatively 

measured project cost and 
schedule outcomes, after 
applying rigorous project 
control measures to a series 
of construction projects. More 
specifically, the study compared 
the cost and schedule outcomes 
of a group of projects on which 
minimal project control measures 
were required but not always 
enforced, with the cost and 
schedule outcomes of a group 
of projects on which enhanced 
project control measures were 
required and rigorously enforced. 
The projects were capital 
construction projects owned and 
managed by the MBTA. 

The MBTA is the public operator 
of the majority of bus, subway, 
light rail, commuter rail, and ferry 

routes in the greater Boston, 
Massachusetts region. The 
MBTA is responsible for building, 
operating, and maintaining all 
of the buildings, systems and 
infrastructure required to support 
its buses, subways, commuter rail 
lines, light rail lines and ferries, 
and improving the accessibility  
of the entire system for people  
of all abilities. 

Prior to 2009, the MBTA included 
minimal project controls in the 
management of its construction 
projects. With the formation 
of the Project Controls Group 
in 2009, the MBTA introduced 
a robust program of industry 
proven project control 
tools and procedures, and 
rigorously enforced their use on 

QuAntitAtive meAsurement OF 
the vAlue OF prOjeCt COntrOls
By Horace Cooper, CCM, and D.J. Mason III, PE
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Table 1

Comparison of mbtA project Controls before and After 2009

construction projects. Table 1  
compares the MBTA’s project 
controls measures prior to 2009 
with the enhanced measures in 
2009 and beyond.

Each of these enhanced project 
control measures implemented 
by the MBTA in 2009 and beyond 
contributed to improved cost 
and schedule outcomes on its 
construction projects.

APProACh

The MBTA and Keville studied 
two discrete sets of MBTA 
construction projects from which 
data could be collected and 
compared: those awarded prior 
to 2009 which used a baseline 
level of project controls; and those 
awarded in 2009 and beyond 
which used enhanced, rigorous 
project controls. All of the projects 
studied were completed before 
the research was conducted. 

The project sets included 111 
projects pre-2009 and 18 projects 
post-2009, and all were in the size 
range of $292,000-$34,800,000. 
Due to the large difference in the 
total number of projects awarded 
pre-2009 versus post-2009, most 
project trends were measured 
based on a percentage of total 
projects in each set, rather than 
the number of projects. 

Pertinent project cost and 
schedule data points that could 
be used for quantitative analysis 
were then identified and collected 
for each project. Table 2 lists the 
data collected for each project.

The data was analyzed and 
various plots and graphs were 
created in an effort to visually 
display all trends.

resulTs

An array of graphs and scatter 
plots were created from the data 
in order to compare cost items, 
schedule items, claims, and 
change orders between the pre-
2009 projects and the post-2009 
projects. The results summarized 
in Table 3 demonstrate that cost 
and schedule outcomes improved 

The MBTA is the public operator 
of the majority of bus, subway, 
light rail, commuter rail, and 
ferry routes in the greater Boston, 
Massachusetts region.

prOjeCt COntrOls meAsures mbtA prOjeCt COntrOls 
priOr tO 2009

mbtA prOjeCt COntrOls  
2009 AnD beyOnD

1. MBTA organization No centralized project controls group 
or standardized approach 

Established centralized project 
controls group to develop, 
implement, and enforce 
standardized project controls 
requirements and procedures

2. MBTA project controls personnel No designated personnel responsible 
for project controls oversight or 
enforcement

Centralized project controls group 
with increased project controls 
staff/expertise

3. Project controls execution Project managers administered and 
enforced project controls individually 
with varying degrees of expertise

Developed and distributed project 
controls manual delineating 
standardized project controls 
procedures to be followed on all 
projects

4. Construction scheduling 
specifications

Scheduling specification in 
construction contracts requiring 
contractor to submit baseline 
construction schedule and monthly 
updates – enforced intermittently

Enhanced scheduling specification 
in construction contracts with 
rigorous enforcement throughout 
construction period

5. Construction scheduling 
guidelines

Expectation for construction 
contractors to submit construction 
schedules in useful format

Established construction contractor 
scheduling guidelines, which 
delineate required format and 
features for construction schedules

6. Contract time determination 
schedules

Requirement in design contracts to 
develop contract time determination 
schedules during design

More rigorous requirements in 
design contracts for developing 
contract time determination 
schedules during design

7. Capital cost estimates Requirement in design contracts to 
develop capital cost estimates during 
design

More rigorous estimating 
requirements in design contracts

8. Independent estimates & 
estimate reviews

Cost estimating consultant contracts 
– used to occasionally develop 
independent capital cost estimates

Independent cost estimating and 
scheduling consultant contracts 
- routinely used to develop 
independent capital cost estimates 
and cost estimate reviews

9. Value engineering Value engineering studies occasionally 
performed during design

Value engineering studies 
performed more routinely during 
design

10. Claims analysis Construction claims typically analyzed 
by project managers

Independent claims analysis 
consultant contracts established 
to review and analyze complex 
construction claims

11. Pre-construction cost/schedule 
reviewS

Project managers review pre-
construction cost estimates and 
schedules 

Established formal, standardized 
pre-construction cost/schedule 
review meetings 

12. Risk analysis No formal risk review Established formal, standardized 
pre-construction risk analysis and 
risk review meetings

13. Escrowed bid documentS No requirement for escrowed bid 
documents

Established requirement for 
escrowed bid documents in 
construction contracts

14. Design schedules Unenforced requirement for design 
schedules

Enhanced requirements for design 
schedules in design contracts, 
enforced by the project controls 
group
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with the implementation of 
rigorous project control measures 
in 2009 and beyond. 

After the implementation of 
enhanced, rigorous project 
controls, the final construction 
price of $131,443,163 for the 
MBTA’s overall capital program 
from 2009 to 2013 was 19% 
lower than the pre-bid estimated 
amount of $162,581,155, further 
demonstrating that rigorous 
project controls result in 
beneficial cost outcomes.

ConClusion

This study presents a quantitative 
analysis of the effect of rigorous 
project controls on MBTA 
construction project cost and 
schedule outcomes. Based on 
a comparison of the cost and 
schedule outcomes of the post-
2009 projects with pre-2009 
projects, it can be concluded that 
rigorous projects controls result 
in improved cost and schedule 
outcomes on MBTA projects. 
This is the apparent conclusion 
when analyzing several different 
aspects of construction project 
costs, schedules, change orders, 
and claims.  Although it was not 
possible to measure and correlate 
the cost and schedule benefit of 
each individual project control 
measure implemented by the 
MBTA in 2009 (refer to Table 
1), it is reasonable to conclude 
that each measure contributed 
to the overall improvement in 
construction project cost and 
schedule outcomes. The clear 
improvement in cost and schedule 
outcomes on MBTA projects 
post-2009 when quantitatively 
compared to projects pre-2009 
demonstrates the benefits 
of rigorous project control 
procedures. 

Table 2

mbtA project Data Collection points

HoraCE CooPEr, CCM is Director of 
Project Controls at Massachusetts Bay 
Transportation authority. He can be 
reached at hcooper@mbta.com. 

D.J. Mason III, P.E. is Chief operations 
officer at Keville Enterprises, Inc.  He can 
be reached at dmason@keville.com. 

COst DAtA COlleCteD sCheDule DAtA COlleCteD

Engineer’s estimate Pre-construction estimated duration

Contract award amount Final duration at contract completion

Low bid Percent time growth

High bid Number of delay claims

Average bid Time extension as a result of claims

Final construction cost at completion

Number of change orders

Change order amount

Number of cost claims

Cost claim amount

Table 3

Comparison of pre-2009 and post-2009 Data

COst/sCheDule meAsure pre-2009  
limiteD  
prOjeCt COntrOls

post-2009  
rigOrOus  
prOjeCt COntrOls

% Projects with final cost less than pre-bid Engineer’s Estimate 40% 67%

% Projects with final cost greater than pre-bid Engineer’s Estimate 60% 33%

% Projects with final cost less than construction contract award 
amount

23% 39%

% Change order cost growth for all projects combined 23% 9.5%

% Projects with cost claims 34% 0%

% Projects with low bid lower than engineer’s estimate 65% 72%

% Projects with low bid higher than engineer’s estimate 35% 28%

% Projects with average bid lower than engineer’s estimate 35% 61%

% Projects with average bid higher than engineer’s estimate 65% 39%

# Projects with extreme cost overruns (greater than $5 million) 10 0

% Projects finished on time or ahead of schedule 42% 44%

% Projects finished behind schedule 58% 56%

% Projects with schedule delay claims 13% 0%

# Projects with extreme late completion (greater than 300 days) 20 0

mailto:hcooper%40mbta.com?subject=
mailto:dmason%40keville.com?subject=
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The U.S. Green Building 
Council launched its 
new Version 4 of LEED – 
Leadership in Energy and 
Environmental Design – 
at its annual Greenbuild 
conference last fall. This 
article outlines the major 
new and revised provisions 
of LEED that may affect 
CMs and their clients.

whAt DOes leeD versiOn 4 
reAlly meAn tO yOu? 

LEED v4 was implemented for 
industry transformation. Since 
the last version was issued in 
2009, it was definitely time for 
making improvements. LEED has 
been a comprehensive sustainable 
building rating system since its 
inception in 1998 and the U.S. 
Green Building Council (USGBC) 
needs to maintain that credibility 
now, more than ever. 

Why? Because there are more 
sustainable building rating 
systems in the marketplace 
than ever before. Just to list a 
handful of LEED’s competitors: 
Living Building Challenge, 2030 
Challenge, Green Globes, and 
Passive House. And in order for 
LEED to remain competitive, 
USGBC needed to diversify and 
simplify its rating system, all the 
while making the industry squirm 
in its seat a bit. 

This article will walk you  
through USGBC’s approach to  
stay competitive through 
diversity, simplicity, and as always, 
pushing the envelope. I hope it 
will also reassure you that this is 
all for the best.  

leeD v4 AnD the new  
sustAinAbility meAsures  
By Janel Everly 
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Diversity

The first and foremost reason for USGBC to diversify 
the LEED rating system included addressing the 
global market. LEED has been around for more than 
10 years and is used in more than 145 countries. One 
of its approaches was to incorporate metric units 
into its letter templates. This seems pretty simple, 
but made the “world” of difference for LEED to be 
adapted by other countries and emerging markets, 
such as China and Brazil. 

Reference Standard equivalents have also been 
adopted into the new rating system which now 
streamlines the certification process for projects 
abroad. For instance, ASHRAE is a U.S. national 

standard for energy, ventilation, 
and thermal design and control 
in buildings, but is not accepted 
abroad. Now projects outside 
the U.S. can use a USGBC 
accepted substitute such as a 
CEN Standard as an additional 
compliance path in order to 
meet credit requirements. 

We also have more options than 
ever to select an appropriate 
project use type. For instance, 
under the BD+C rating system, 
hospitality, data centers, 
warehouses and distribution 
centers have been added. 
This also applies to the other 

rating systems as well. O+M now has an additional 
five project type options such as schools, retail, 
hospitality, data centers, and warehouses and 
distribution centers. 

Now, diving into the credit-by-credit diversification, 
the new Location and Transportation category, 
which was previously captured under the 
Sustainable Sites category, has a new credit entitled 
“High-Priority Site.” This credit addresses what used 
to be LEED’s Brownfield credit, but now highlights 
multiple opportunities for development. Two of the 
additional options include, the first a historical site 
and the second a priority designation site as defined 
under federal regulations. This credit is extremely 
attractive to established metropolitan areas that 
may have these types of development opportunities. 

Also under the Location and Transportation 
category, “Access to Quality Transit” (previously 
titled “Alternative Transportation”) now offers 
the opportunity for a sliding point scale versus an 
all-or-nothing approach. So, LEED v4 has diversified 
the credit pull while creating the opportunity for 
project teams to earn more points. Under the 
Water Efficiency credit category, USGBC has moved 
beyond fixtures and fittings and is tackling some of 
the large water consumers such as cooling towers 
and equipment like clothes- and dishwashers, ice 
machines, and other equipment that primarily 
consume process water. In addition to broadening 
the water scope, water metering has also been 
addressed which is critical to tracking a building’s 
typical water usage. 

Beyond water metering, energy metering is also an 
emphasis for the new version of LEED. “Building-
Level Energy Metering” is now a prerequisite and 
“Enhanced Energy Metering” has also been included 
as a credit to focus on the sub-metering of large 
energy consumers of a building. Through LEED 
version 4, new approaches to practical everyday 
building challenges have been addressed. 

New Construction

Core & Shell

Schools

Retail

Hospitality

Data Centers

Warehouse & Distribution 
Centers

Heathcare

Commercial Interiors

Retail

Hospitality

Existing Buildings: 
Operations & Maintenance

Schools

Retail

Hospitality

Data Centers

Warehouse & Distribution 
Centers

Neighborhood 
Development Plan

Neighborhood 
Development

Homes

Mid-Rise

HOMESNDEB: O&MID&CBD&C
HOMES
RATING SYSTEM

NEIGHBORHOOD
DEVELOPMENT 
RATING SYSTEM

EXISTING BUILDINGS 
OPERATIONS & 
MAINTENANCE
RATING SYSTEM 

INTERIOR DESIGN & 
CONSTRUCTION 
RATING SYSTEM

BUILDING DESIGN & 
CONSTRUCTION
RATING SYSTEM

“Building-Level Energy 
Metering” is now a 
prerequisite and “Enhanced 
Energy Metering” has also 
been included as a credit to 
focus on the sub-metering 
of large energy consumers 
of a building.
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simpliCity 

Not only has USGBC diversified the range of projects 
that can pursue LEED certification, but it has also 
simplified the LEED categories and their associated 
credits. The broad brush stroke approach was 
to create alignment between each of the rating 
systems (BD+C, ID+C, ND, HOMES, and O+M) so that 
it is easier to pursue an additional rating system 
moving forward. 

For example, water metering is now a prerequisite in 
the Water Efficiency category under the BD+C rating 
system, but wasn’t a prerequisite before in previous 
versions of LEED. However, in previous versions of 
LEED O+M, “Building-Level Water Metering” was 
required. So now, if a building wanted to pursue LEED 
O+M several years after occupancy of their LEED BD+C 
certified project, these water systems would already 
be in place and there wouldn’t be surprises moving 
forward with the project. Another similar example is 
in the Location and Transportation category. 

“Under the BD+C rating system, projects can 
apply for the LEED ND credit if they are designing 
and building a project on an ND designated site 
and earn up to 16 points depending on the ND 
site’s certification level.  This streamlines the 
BD+C project’s credit submittal process next to 
nothing for the Location and Transportation credits 
during project documentation due to the LEED 
ND site already achieving USGBC’s sustainability 
measurements.” Some examples of this include 
the “Heat Island Reduction” credit which now 
encompasses both roof and non-roof measures and 
was previously divided into two credits, “Heat Island 
Effect- Roof” and “Heat Island Effect- Non-roof.” 
It’s almost as if USGBC recalibrated the entire LEED 
rating system so that it would run more efficiently!

pushing the envelOpe

Each new version of LEED offers challenges to 
overcome and yet the industry has been resilient  
and has found solutions to the proposed challenges 
that USGBC offers up. For instance, product 
manufacturers haven’t always disclosed their  
recycled content in their products and now the 

information of pre- and post-consumer content is 
readily accessible. Another example is no- and low-
VOC paints and coatings. Think back 10 years ago: 
Then you couldn’t purchase these products in a big 
box retailer let alone a commercial supplier, but now 
you can. This is LEED’s place in the market. Integrated 
design has always been an integral process for project 
teams pursuing LEED, but now this process has been 
incentivized through a new credit category called 
“Integrative Process.” Through this category, systems 
and efficiencies have been addressed for everyone 
involved in the project. So now, we are encouraged to 
design, build, and operate a better building. 

yOu CAn DO this!

Yes, it may seem scary at first, but how are we as 
industry professionals supposed to grow unless we 
challenge ourselves? We have to make ourselves 
uncomfortable in order raise the bar. This is market 
transformation. It’s not going to be easy and that is 
okay. So what does this really mean for you? 

It means that you have more opportunities than ever 
before to challenge yourself and your client to pursue 
LEED. You also have more resources than 5 years ago 
to get the job done. Research has shown the financial 
paybacks are there—so it’s a lot easier to sell the 
benefits of LEED to your client. 

LEED v4 isn’t going to change your relationship with 
the owner. If anything it may strengthen it because 
construction teams have a greater influence of the 
pre-design process through some of the credits such 
as “Integrative Process.” In addition, teams that have 
already been working with LEED will have a simple 
transition into the current rating system. Why? 
Because the concepts and principles are still the 
same. 

So at the end of the day, my advice to industry 
practitioners is: Don’t worry. We can do this. And 
it’s up to us to use this tool to continue moving the 
market forward.  

JanEl EvErly  is Program Director with Green Building alliance. 
she can be reached at janele@gbapgh.org.

LEED v4 isn’t going to change your relationship with 
the owner. If anything it may strengthen it because 
construction teams have a greater influence of the  
pre-design process through some of the credits such  
as “Integrative Process.”

mailto:janele%40gbapgh.org?subject=
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The terms “manage” and “lead” are complementary 
because you need both to be a successful CM. These 
terms are not meant to be used interchangeably, and 
one should never assume that if you are managing 
you are necessarily leading.

Here’s a quick and easy way to discern the difference 
between managing and leading, according to 
William W. Badger, professor emeritus at Arizona 
State University:

leaders encourage their team members to 
want to do things. Managers drive team 
members to have to do things.

This is a powerful differentiation. Since CMs must 
both manage and lead, how do CMs achieve 
the right balance—especially when individual 
performance is so highly affected by outside 
pressures and influences?

Complicating matters further, let us keep in mind 
that CMs manage and lead a myriad of people, each 
with differing levels of expertise, perspectives and 

experiences derived from past projects. How a CM 
approaches an issue with a contractor often differs 
from the approach used with the design professional 
or the owner.

CMs need emotional intelligence to understand 
their audiences: who is being managed and led. A 
difficult balancing act. A good CM must adopt a 
suite of behaviors that support team development, 
becoming a role model for desired behaviors and 
managing people with differing perspectives 
and expectations, including design professionals, 
construction professionals, superiors, subordinates 
and peers.

To help you better understand differences 
among team members, the following summaries 
illustrate varying viewpoints based on roles and 
responsibilities. Always remembering your role in 
relationship to whom you manage will help elevate 
your EQ.

Cms mAnAge/leAD Design prOFessiOnAls

Consider the perspective of the design professional. 
Design engineers and architects are problem solvers 
who are well educated and not accustomed to being 
questioned or second-guessed.

Sometimes this is mistaken for ego…well, sometimes 
it is ego. Nevertheless, they have chosen their 
professions because they are generally good at 
what they do. Never criticize a design solution in 
attack mode, either in writing or orally, even if it is 
warranted.

Does the following sound familiar?

“Why would you design something so 
outrageous? This is going to make us go way 
over budget!”

People can easily be offended when under attack, 
so don’t attack. Provide constructive and pragmatic 
solutions about budget, schedule, constructability, 
and maintainability or durability. Remember why 
you are there; you were not hired to offer design 
solutions or express your own personal design 
sensibilities. Let the designers do what they do best 
or were hired to do, and help guide them through 
the process—based on your expertise.

Try this:

“let’s work together to find solutions to 
bring your concept to fruition. I have some 
suggestions you may want to consider.”

Your job is to keep the project on track, exceeding 
client expectations. Don’t expect others to be aware 
of EQ or even consider it relevant.

whOm DO Cms  
mAnAge AnD leAD?
By lisa sachs, FaIa, CCM and  

     Daniel Iacofano, PhD, FaICP
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Cms mAnAge/leAD COnstruCtiOn 
prOFessiOnAls

Contractors take on the majority of the risk. They 
are responsible for means and methods, and 
guaranteeing delivery of projects within specified 
timelines and budgets while meeting quality 
expectations outlined in the contract documents.

The more risk, the higher the stakes and therefore 
the higher the emotions when dollars are on the line.

Have you heard this before from the project 
superintendent?

“I’m stopping the job. I can’t proceed any 
further while your inspector continues to 
overstep his authority.”

Just remember that CMs are there to ensure that 
contract deliverables are met and owners’ needs 
are represented. CMs must document, track and 
monitor the work objectively, keep all team member 
emotions in check and professionally facilitate 
conflicts to protect the interests of their clients. It is 
really that simple.

Try this to keep things from escalating:

“ok, I hear you. let’s get the team together to 
better understand the inspector’s concerns.”

Do not get pulled into an emotional battle of wills. 
As the leader, the CM sets the tone for the job,  
using IQ + EQ.

Cms mAnAge/leAD teAm subOrDinAtes

Remember when you were the Project Engineer (PE) 
or Assistant CM (ACM)? Think back on what you 
liked and what you did not like about your project or 
construction manager leader. More often than not, 
there were more things you did not like. 

Most likely your boss moved up the ranks from the 
PE or ACM level and was accustomed to handling all 
the details. Finding comfort in the technical details 
can lead to micromanagement.

Does the following sound familiar?

“I wanted you to create a log exactly in the 
format I showed you last week. Can’t you 
follow simple directions?”

Do micro-managers make good leaders? You know 
the answer to that. As a CM managing your internal 
team, delegate and manage your team members 
with strong guidance and support. Don’t dump 
responsibilities and then play the blame game.

Try this:

“Thank you for putting this log together for 
me. I’d like to review this with you after lunch 
so we can finalize together.”

By opening up dialog with your assistant, you’ve 
offered a better understanding of your rationale. 
He or she is now empowered and may even have 
something to contribute to the end product.

Give people the responsibility and then hold them 
accountable. Be a coach and help them succeed!

Cms mAnAge/leAD their peers

Have you ever sat on a board? Are you currently 
in a business or personal partnership? Your peers, 
also considered your equals, are probably the most 
difficult group to lead. Persuading equals requires 
the utmost emotional intelligence.

First you must earn their respect, and then you 
may have a chance at reaching consensus on an 
issue. Even then, a persuasive argument may not 
always prevail. Remember, bullying or manipulating 
individuals to achieve a desired result could backfire. 
Is that how you would like to be treated?

Preparation, consideration of appropriate timing, and 
using well-honed facilitation skills always works best.

Leading an individual is much easier than leading 
or managing a group with equal decision making 
ability.  It’s all about reaching mutual agreement.  
In any scenario it’s important to understand the 
perspective of each individual. In a board meeting, 
for example, it’s essential to observe group dynamics 
and pay attention to each individual’s role in the 
group, monitor alliances and watch for strategic 
alignment.  People will tend to follow those they 
trust based on prior experience.

Be sure to provide all the necessary facts to decision 
makers well in advance of any meeting to allow them 
adequate time to absorb the information. Then lay the 
groundwork to guide resolution.  Ideally, as the CM, 
you are objective and can truly facilitate the group to 
reach a well-thought-out response or decision.  

If all voices are truly heard, consensus is more  
readily achieved.

Remember that CMs are there to ensure 

that contract deliverables are met and 

owners’ needs are represented.
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Cms mAnAge/leAD their superiOrs 

And let’s not forget that subordinates even manage 
their bosses. So continue to manage yours, whether 
internal to your company or external (including  
your clients). 

A successful CM has the ability to induce prompt 
decision-making.

Always provide options and never present 
alternatives you cannot support or justify. Also,  
don’t be afraid to stay on top of a pending  
decision until it is rendered. 

Cms mAnAge/leAD DiFFerent types OF peOple

CMs also manage and lead different types of 
people, with attributes beyond their profession or 
job title. You especially need EQ when working with 
diverse races, ages, generations, genders, sexual 
orientations—and consider the team members’ 
own attitudes toward stereotyping. Because CMs 
manage both internal and external team members 
with diverse backgrounds and experience levels, they 
need to know how best to lead each individual to 
achieve the overall team’s project success.

Diversity

Consultant teams and site crews today are from 
all walks of life, all backgrounds, all countries. The 
best way to build a relationship is to find common 
ground.

Learn about the person and their background on a 
personal level.

“oh, I see you’re from Morocco. I visited  
there two years ago and really enjoyed  
the art and food.” 

“you went to UCla? My daughter is  
there now.” 

“Boy, we both have a long commute.  
Have you tried that new Waze app?”

Establishing personal connections shows respect for 
that person.

Use your EQ to know when you’ve made a 
connection – and that you’re not overdoing it. 
You don’t want to define someone only as being 
Moroccan; that’s just one of their attributes. That 
person is also a skilled professional on your team, 
with talents the team needs.

eXperienCe

If you’re younger than your supervisor, you’ll need to 
prove yourself, without feeling defensive. Openness 
to the team’s ideas, showing respect and acting 
decisively will go a long way to helping prove yourself 
as a leader. 

On the other hand, you may have a less experienced 
team member who’s trying too hard to prove himself. 
You might take that person off line and say, “You 
know I think you’re maybe going into too much detail 
here for us seasoned veterans and it actually makes 
you look less experienced. But I know you know your 
stuff. We’ve been around for a while, so maybe we can 
help you in that process.” Then monitor and regularly 
check in with them. It’s about empathizing with 
that person’s situation, whether with more or less 
experience. Once respect is earned trust is gained. 

lIsa saCHs, FaIa, CCM is managing principal of Cumming.  
she can be reached at lsachs@ccorpusa.com. 

DanIEl IaCoFano, PHD, FaICP is a founding principal of  
Moore Iacofano Goltsman, Inc. He can be reached at  
danieli@migcom.com. 

A successful CM has the ability to  

induce prompt decision-making.

mailto:lsachs%40ccorpusa.com?subject=
mailto:danieli%40migcom.com?subject=
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hiring a professional construc-
tion manager early in the project 
yields multiple opportunities 
and impressive savings that are 
lost if not handled appropriately 
before design starts. this article 
explores one aspect of this 
value, the Cm’s role in cost man-
agement during the pre-design 
phase. it’s excerpted from paper 
that will be presented at CmAA’s 
national Conference & trade 
show in October. 

estimAting teChniQues 

The Cost Management Plan  
(CMP) identifies cost services 
that are necessary in each stage 
or phase of the project, and 
explains stakeholder input, the 
purpose for each section of the 
plan, the methodology to be 
used for estimating costs, as well 
as reporting to all stakeholders. 
CMAA Standards of Practice 
suggest that some of the 

the vAlue OF  
Cm in pre-Design:  
COst mAnAgement 
By Christopher Carson, CCM , FaaCE,  

     PMP, CEP, DrMP
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estimating techniques used by 
the CM include Standardized Cost 
Indexes, Unit Method, Scale of 
Operations Method, Ratio or Factor 
Method, Physical Dimensions 
Method, and Quantity Take-Off 
method. CCMs are trained in 
these methods and know the 
appropriate phase and design 
status for their use.

The CMAA Cost Management 
Standards of Practice is the 
primary source for development of 
this plan, but there are other good 
resources that provide deeper 
detail into cost management. 
One of these resources is AACE’s 
recommended Practice (rP) no. 
35r-09, Development of Cost 
Estimate Plans – as applied for the 
Building and General Construction 
Industries.

This RP addresses basic principles 
for developing the CMP and what 
the AACE calls Cost Estimate Plans:

1. Preparation of an estimate 
plan helps to ensure successful 
estimate completion in an 
effective and timely manner.

2. Engaging key stakeholders 
in estimate planning prior 
to starting the estimate 
improves the likelihood of 
meeting estimate objectives.

3. The estimate plan defines 
what information is required 
from who and when.

4. An approved estimate plan 
provides a duly authorized 
basis to proceed with 
the estimating effort, 
clarifying requirements and 
responsibilities.

ApprOpriAte  
sOurCe mAteriAls 

The RP identifies appropriate 
source materials for preparing the 
draft Plan, such as project scope 
including alternative scenarios, 
known site conditions, current 
schedule, lessons learned, risks 
(both threats and opportunities) 
from previous stages or projects, 
and estimating tools preferred by 
the owner. This can also include 
technical components needed 
for the estimate such as a work 
breakdown structure (WBS), code 
of accounts, and work packages.

The Plan references the purpose 
of cost management at various 
stages of the project, and another 
good resource for this need is 
AACE’s recommended Practice  
no. 17r-97, Cost Estimate 
Classification system.

beFOre prOjeCt releAse 

Before the project is released to 
designers, the conceptual budget is 
the driving document that identifies 
owner and project objectives, as 
well as any limitations on funding. 
It also is used to assess the various 
conditions that will affect budget 
such as environmental conditions, 
market conditions, site limitations, 
and helps identify the need for 
contingency and escalation budgets.

This is when feasibility studies are 
important and the studies will 
determine whether the project 
should proceed at all or with 
modifications to better fit into the 
owner goals. CMAA Standards of 
Practice suggest that the estimate at 
this phase is the Program Estimate.

The needs for estimating at this 
stage rely upon minimal project 
definition so it is important 
that the appropriate class of 
estimating is performed. From 
the AACE’s RP, Cost Estimate 
Classification System, Class 5 
identifies the usage as Screening 
or Feasibility. This class uses 
stochastic methods along with 
expert judgment to provide 
high-level estimates at this phase. 
Stochastic methods include use 
of factors, metrics, and models to 
provide the appropriate estimate, 
while deterministic methods are 
generally measurements of the 
units required for construction. 
Deterministic methods cannot 
be used accurately until there 
is enough scope definition to 
produce some level of drawings 
from which to survey quantities.

Cm’s rOle 

The CM is knowledgeable in these 
types of estimates, and would 
provide a cost estimate based on 
some estimating system such as 
the online R.S. Means CostWorks 
database using the Square Foot 
Models available, modified by his 
or her judgment. An example of  
a stochastic estimate for a 
computer data center might be 
tilt-up concrete walls and steel 
frame for a one-story, 40,000 
square foot facility with a 16 
foot height and costs running 
$12,100,000. This cost would 
include overhead and profit fees  
of 25% and design fees of 7%, 
Figure 1.

The CM would determine the needs for project 
contingencies for procurement, contractor buy-
out, construction, and perhaps owner needed 
management reserves.
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Figure 1

r.s. means Costworks model

The CM would determine the 
needs for project contingencies for 
procurement, contractor buy-out, 
construction, and perhaps owner 
needed management reserves. 
This contingency evaluation should 
be done using good risk analysis, 
performing a risk workshop to 
identify risk drivers and specific 
events and analyzing the cost and 
time values of these risks. Once 
the basic facility pricing is done, 
the CM chooses any escalation 
required in the estimate due to 
the time frame for the project, 
including the amount of time 
needed for procurement of 
designer and contractor as well as 
construction time.

With the final cost estimate 
established, the CM provides 
pricing for any other known scopes 
of work, and then converts the 
single estimate to a range budget. 

For the Class 5 estimate, the range 
budget for this project might be 
in the range of +50%/-25%, or a 
cost range from $9,075,000 to 
$18,150,000.

Of course, this wide range is 
often not going to be acceptable 
for an owner, particularly in a 
specific industry where there are 
good historical costs available. In 
that case, the CM, using expert 
knowledge and judgment, might 
be able to increase the maturity 
of the scope definition and reduce 
the range to something more like 
+25%/-15%, or a cost range from 
$10,300,000 to $15,100,000 which 
would be more desirable for use in 
starting the funding acquisition. 
To get to this range, the scope 
definition would have to be 30% 
to 75% or greater of full scope 
definition in order to allow for a 
Class 3 or Class 2 estimate.

For roadway work, such as 
maintenance cost estimating, the 
Departments of Transportation 
(DoT) generally have feasibility 
models for maintenance service 
costs that can be used to provide 
stochastic estimating with low levels 
of scope definition as found in the 
pre-design phase. These models are 
available from the DoTs and might 
look something like FIgure 2.

DAtA suppOrts FunDs

With historical data available,  
the range of accuracy can be 
reduced quite a bit since the  
scope is fully defined in the 
historical database projects.

These early budgets are vital in 
establishing the funding needs 
and if not done appropriately, 
projects may be given the green 
light to proceed without adequate 
funding. This could force scope 
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Figure 2

transportation model stochastic estimate

reductions after the project is 
released, increasing costs and 
time. The Certified Construction 
Manager has the experience and 
training to provide these valuable 
initial planning budgets.

CHrIsToPHEr (CHrIs) Carson Is Director 
of Program Controls at arCaDIs U.s., 
Inc. He can be reached at Chris.Carson@
arcadis-Us.com. 

Joining Mr. Carson in presenting this  
paper at the national Conference will 
be Mark Cacamis, PE, CCM, Mid-atlantic 
Delivery Manager at HnTB. He can be 
reached at mcacamis@hntb.com.

wAnt tO leArn mOre?
“Demonstrating the CM’s Incredible Value in the  
Pre-design/Design Phase” will be presented at  
9:30 AM Monday, october 20 at the CMAA  
national Conference & Trade show in san Francisco. 

register today at nationalconference.cmaanet.org.

mailto:Chris.Carson%40Arcadis-US.com?subject=
mailto:Chris.Carson%40Arcadis-US.com?subject=
mailto:mcacamis%40hntb.com?subject=
http://www.nationalconference.cmaanet.org
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Bruce D’Agostino, CAE, FCMAA
CMAA President 

Delivering COnstAnt vAlue

Not long ago, AECOM Technologies 
announced that it had agreed to 
purchase URS Corporation. Since this 
action involved two of CMAA’s largest 
and most active member companies, it 
was bound to get our attention.

In looking at events like this, however, we 
should be much more than spectators.   
We should seize the occasion to learn  
and to think. 

These events remind us that our business 
environment is always changing. Nothing 
we see today is fixed and permanent. Our 
own knowledge and attitudes can’t be, 
either, or we risk overlooking or ignoring 
major changes in the marketplace. 

Second, by noting what the participants 
in a major deal say about their goals 
and expectations, we get valuable 
intelligence about how they view the 
industry. Suppose Company X acquires 
Company Y because Company Y has 
extensive experience and capabilities 
in the transit sector. This represents 
a thoughtful conclusion that there is 
growth coming in that sector, together 
with an evaluation of what additional 
resources Company X feels it needs to 
take advantage of that growth. 

For CMAA, the question is: How can we 
help? What value do we deliver to this 
new, larger organization?

But CMAA doesn’t only have big service 
provider members. We have hundreds of 

organization members and thousands of 
individuals, spread across size ranges and 
market sectors, with a dizzying array of 
talents, experiences and needs. In each 
and every area, we must ask the same 
basic question: What value do we deliver?

Some of our largest members mount 
CMAA educational programs on their 
corporate networks, adapt our training 
programs to their own processes, 
standardize their training to adhere 
to the CM Standards of Practice, and 
have made major commitments to CM 
certification. This strategy provides the 
benefits of consistency and consensus on 
the best ways to do things. 

Similarly, many smaller firms find that 
adopting the SOP and staffing their 
projects with CCMs enhance their ability 
to compete with bigger rivals for bigger 
projects. CMAA membership also creates 
connections that can lead to partnering 
opportunities. 

Large or small, group or individual, 
members look to CMAA for the same 
things: Education to help them work 
better; current information to help them 
identify opportunities, and personal 
connections to help them build peer 
networks. 

CMAA’s commitment to meeting these 
needs is one thing that truly is fixed  
and permanent.

Large or small, group or individual, members look to CMAA 
for the same things: Education to help them work better; 
current information to help them identify opportunities, and 
personal connections to help them build peer networks.  

FrOm the presiDent
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Equipping the Future Leaders of the CM 
Industry

Gather Ideas & Gain Perspective - Broaden your 
understanding of what it takes to succeed by learning from 
the industry’s top experts and leaders.

DDevelop Leadership & Decision Making Skills - Building 
your career will demand high level leadership and 
management skills. Gain knowledge and practical 
experience in these essential areas.

EEstablish Your Professional Network - You will create lasting 
relationships not only with future leaders like yourself, but 
also with CMAA leaders and representatives from some of 
the largest and most successful firms and capital project 
owners.

www.cmaanet.org/RisingCM

e 2014 CMAA National Conference & Trade 
Show is the event where owners and practitioners 
come together to advance the CM profession.  It 
will explore the CM/PM industry’s frontiers, from 
technology and project delivery to sustainability 
and long-term competitive advantages. 
Featuring:
More than 35 educational & general sessions
   where you can earn up to 13 PDHs
80 exhibitors showcasing solutions and products
Networking opportunities, technical tours and
   more!

NationalConference.cmaanet.org

Two Great Opportunities

http://www.NationalConference.cmaanet.org
http://www.cmaanet.org/RisingCM
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