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Acronyms and Definition Terms 
AAA Advertise, Award, and Administer 

ACCMA Alameda County Congestion Management Agency 

ACI American Concrete Institute 

ACTA Alameda County Transportation Authority 

ACTIA Alameda County Transportation Improvement Authority 

Alameda CTC Alameda County Transportation Commission 

ANSI American National Standards Institute 

ASTM American Society for Testing and Materials  

BART San Francisco Bay Area Rapid Transit District 

BMP Best Management Practices 

Cal/OSHA California Occupational Safety and Health Administration 

Caltrans California Department of Transportation 

CCA Construction Contract Administrator 

CCO(s) Contract Change Order(s) 

CEQA California Environmental Quality Act 

CFR Code of Federal Regulations 

CHP California Highway Patrol 

CM Construction Management 

CMAG Construction Management and Administration Guide 

CM/GC Construction Manager/General Contractor 

CMT Construction Management Team 

CMPM Construction Management Project Manager 

Commission Alameda CTC’s governing body 

COSP Code of Safe Practices 

COZEEP Construction Zone Enhanced Enforcement Program 

CPM Critical Path Method 

CTM California Test Methods 

CTSS Caltrans Standard Specification 

DBB Design-Bid-Build 

DBE Disadvantaged Business Enterprise 

DBELO Disadvantaged Business Enterprise Liaison Officer 

DIR Department of Industrial Relations 
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DLAE Caltrans District Local Assistance Engineer  

DOL U.S. Department of Labor 

DOT U.S. Department of Transportation 

DRA Dispute Resolution Advisor 

DRB Dispute Resolution Board 

DTSC California Department of Toxic Substances Control 

ECR Environmental Commitment Record 

EEO Equal Employment Opportunity 

EOR Engineer of Record 

GFE Good Faith Effort 

GMP Guaranteed Maximum Price 

ICE Independent Cost Estimate 

IIPP Illness and Injury Prevention Program 

LAPM Caltrans Local Assistance Procedures Manual 

LBCE Program Local Business Contract Equity Program 

LBCELO Local Business Contract Equity Liaison Officer 

LBE Local Business Enterprise 

LEP Limited English Proficiency 

LRP Alameda CTC Legally Responsible Person 

MOU Memorandum of Understanding 

MUTCD Caltrans Manual of Uniform Traffic Control Devices 

LBCE Local Business Contract Equity 

NEPA National Environmental Policy Act 

NOC Notice of Completion 

NOCC Notice of Construction Completion 

NOT Notice of Termination 

NPDES National Pollutant Discharge Elimination System 

NTB Notice to Bidders 

NTP Notice to Proceed 

OE Office Engineer 

OPCC Opinion of Probable Construction Cost 

PCC Public Contract Code 

PDT Project Delivery Team 

PE Professional Engineer (licensed) 
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PFE Proposed Final Estimate 

PIO Public Information Officer 

PLAC Permits, Licenses, Agreements, and Certifications 

PM Project Manager 

PPC Alameda CTC Programs and Projects Committee 

PPE Progress Payment Estimate 

PRD Permit Registration Documents 

PS&E Plans, Specifications and Estimates 

QAP Quality Assurance Program 

QA Quality Assurance 

QC Quality Control 

QMP Quality Management Plan  

RFI Request for Information 

RTL Ready to List 

RE Resident Engineer 

RFP Request for Proposals 

RFQ Request for Qualifications 

RWQCB Regional Water Quality Control Board 

SIQMP Source Inspection Quality Management Plan 

SLBE Small Local Business Enterprise 

SMARTS Stormwater Multiple Application and Report Tracking System 

SOQ Statement of Qualifications 

SR Structures Representative 

SWPPP Stormwater Pollution Prevention Plan 

TMP Traffic Management Plan 

UP Union Pacific Railroad 

WDID Waste Discharger Identification Number 
 

Approved Signatory: A person who has been authorized by the Legally Responsible Person to sign, 
certify, and electronically submit State Water Board or Regional Water Board Permit Registration 
Documents (PRDs), Notices of Termination, and any other documents, reports, or information submitted 
under the California State Water Board Stormwater Multiple Application and Report Tracking System. 

Caltrans Oversight Engineer: A California Department of Transportation (Caltrans) employee who 
performs independent quality assurance of the activities performed by the local agency Resident 
Engineer (RE), structure representative, and others assigned to a construction project. The Caltrans 
Oversight Engineer is the local agency’s primary Caltrans contact. The Caltrans Oversight Engineer 
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ensures compliance with applicable state and federal regulations, contract requirements, Caltrans 
standards and practices, encroachment permit, and cooperative agreement requirements. 

Construction Manual: The Caltrans Construction Manual used as a resource for all personnel engaged in 
contract administration. The manual establishes policies and procedures for the construction phase of 
Caltrans projects. 

Construction Method: A specific approach or technique employed to execute the construction of a 
project. This encompasses the processes used to transform design plans into a completed structure or 
facility. 

Contingency: A budgeted line item in a construction contract, established in the Resolution to Award, 
which sets aside funds to pay for unforeseen construction issues that may arise. 

Contractor: The Prime Contractor responsible for the construction of a project. 

Contract Change Order (CCO): A legally binding document used to make changes to the construction 
contract. 

Construction Contract Administrator (CCA): An Alameda County Transportation Commission (Alameda 
CTC) employee designated by the Commission Engineer to be Alameda CTC’s responsible person for a 
project during the construction phase. This role may be held by the Alameda CTC Project Manager or 
Director of Project Delivery, depending on project size and complexity. 

Construction Capital Allotment: The total budgeted (funded) amount established to award a 
construction contract. The Construction Allotment is equal to the total of bid items (contractor’s total 
bid amount) + supplemental work funds + owner-furnished materials + contingency. 

Construction Coordination and Communication Plan or Memorandum of Understanding: A plan or a 
nonbinding agreement, which identifies project-specific roles and responsibilities between 
Alameda CTC and partnering agencies regarding processes, procedures, and communication 
protocols.  

Construction Management Team (CMT): A group of professionals responsible for overseeing and 
managing the construction phase of a project to meet specified standards for quality, safety, budget, 
and schedule. 

Cooperative Agreement (COOP): A formal, legally binding agreement between (or among) agencies. 
The COOP outlines the responsibilities and respective obligations (including cost sharing) of the 
agencies. The COOP may address more than just the project construction. 

Engineer of Record (EOR):  The Professional Engineer (PE) in responsible charge during the design phase 
who signs the contract plans, specifications, estimates, and reports. The EOR also approves changes to 
contract plans and specifications and provides design support during construction operations.  

Independent Cost Estimator: A role in the Construction Manager/General Contractor alternative 
delivery method provides unbiased cost assessments, working separately from the design and 
construction teams. They help validate budgets, analyze potential cost risks, and support financial 
planning, ensuring accurate and reliable cost information throughout project development. 

Legally Responsible Person (LRP): The Commission Engineer or designee with managerial responsibility 
for compliance with the State Water Board or Regional Water Board Construction General Permit.    

Local Agency Oversight Engineer: A local agency (City, County, Port of Oakland, etc.) representative 
who performs independent quality assurance of the activities performed by the Alameda CTC RE or 
others assigned to a construction project. The Local Agency Oversight Engineer ensures compliance 
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with contract requirements, local agency standards, encroachment permits, and agreement 
requirements. 

Owner-Furnished Materials: Materials to be furnished by the owner(s) and provided to the contractor for 
use or installation in a construction contract. Owner-furnished materials are not part of the contractor’s 
bid but are included in the total construction allotment for a project. 

Partnering: A relationship between the implementing agency and the contractor, formed to effectively 
complete the contract to benefit both parties. The goal is to resolve conflicts at the lowest possible 
level. 

Payment Bond: A bond that guarantees subcontractors, laborers, and material suppliers are paid 
according to the terms of a contract. 

Performance Bond: A bond that guarantees that the contractors performing the work will meet their 
contractual obligations with the owner or general contractor on the project. 

Resident Engineer (RE): The PE responsible for contract administration and construction engineering of 
the project.  

Risk Register: A tool that project teams can use to address and document project risks throughout the 
project life cycle; it is a living document – a comprehensive listing of risks and the manner in which they 
are being addressed (mitigation measures) as part of the project risk management process. The Risk 
Register includes information related to uncertainties in the scope, cost estimate, and schedule, and it is 
maintained as part of the project file. 

Staff Report: A document used by Alameda CTC staff to request an action by the Commission or to 
provide project-related information to the Commission. It may be used to request approval of funding, 
contracts/contract amendments, agreements, officially establish or change a policy or procedure, or 
report information related to a project. 

Supplemental Work: The anticipated work within the scope of the project, which is included in the 
Engineer’s Estimate but not quantified as a contract bid item. 

Time Impact Analysis (TIA): Depicts how the delay impacts the critical path of the current progress 
schedule. TIAs are submitted for change notices and force account directives that affect the critical 
path. 
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References and Guiding Documents 
The advertisement, award, and administration of construction contracts and project closeout must be 
performed, at a minimum, in accordance with the applicable provisions of the following documents 
and web pages: 

Local 
 Local and/or regulatory agency permit requirements 

 Project general and special provisions and project plans 

 Alameda CTC Administrative Code 

 Alameda County Transportation Commission Cost Estimating Guide  
Microsoft Word - 20110210_Alameda CTC Cost Estimating Guide.doc  

 Alameda CTC Local Business Contract Equity Program 

State 
 California Public Contract Code 

 California Public Contract Code – CM/GC Contractor Method 

 California Prevailing Wage Requirements 

 Cal/OSHA - Division of Occupational Safety and Health - Home Page Cal/OSHA) 

 California Department of Toxic Substances Control (DTSC) 

 Caltrans Local Assistance Procedures Manual (LAPM)https://dot.ca.gov/programs/local-
assistance/guidelines-and-procedures/local-assistance-procedures-manual-lapm 

 Caltrans Standard Specifications & Standard Plans (2018) 

 Caltrans Manual of Uniform Traffic Control Devices (MUTCD) 

 Caltrans Construction Manual 

 Caltrans Construction Forms 

 Caltrans Stormwater Manuals  

 Construction General Permit Order 2009-0009-DWQ  

 Caltrans Temporary Pedestrian Access Routes Handbook 

Federal 
 U.S. Department of Transportation Disadvantaged Business Enterprise Program 

 Davis Bacon Wage Determinations 

 

https://www.alamedactc.org/wp-content/uploads/2018/12/10a_AlamedaCTC_Cost_Estimating_Guide.pdf
https://www.alamedactc.org/get-involved/contract-equity/
https://leginfo.legislature.ca.gov/faces/codesTOCSelected.xhtml?tocCode=PCC&tocTitle=+Public+Contract+Code+-+PCC
https://leginfo.legislature.ca.gov/faces/codesTOCSelected.xhtml?tocCode=PCC&tocTitle=+Public+Contract+Code+-+PCC
https://www.dir.ca.gov/public-works/prevailing-wage.html
https://www.dir.ca.gov/dosh/
https://dtsc.ca.gov/
https://dot.ca.gov/programs/local-assistance/guidelines-and-procedures/local-assistance-procedures-manual-lapm
https://dot.ca.gov/programs/local-assistance/guidelines-and-procedures/local-assistance-procedures-manual-lapm
https://dot.ca.gov/programs/local-assistance/guidelines-and-procedures/local-assistance-procedures-manual-lapm
https://dot.ca.gov/programs/design/ccs-standard-plans-and-standard-specifications
https://dot.ca.gov/programs/safety-programs/camutcd
https://dot.ca.gov/programs/construction/construction-manual/
https://dot.ca.gov/programs/construction/forms
https://dot.ca.gov/programs/construction/storm-water-and-water-pollution-control/manuals-and-handbooks
https://www.waterboards.ca.gov/water_issues/programs/stormwater/constpermits.html
https://dot.ca.gov/-/media/dot-media/programs/construction/documents/policies-procedures-publications/temp-ped-access-routes-handbook-2020-a11y.pdf
https://www.transportation.gov/civil-rights/disadvantaged-business-enterprise
https://sam.gov/content/wage-determinations
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1. Introduction – Background 
The Alameda County Transportation Commission (Alameda CTC) is a joint powers authority that plans, 
funds, and delivers transportation programs and projects that expand access and improve mobility to 
foster a vibrant and livable Alameda County. Alameda CTC also serves as the county's congestion 
management agency. It is governed by 22 elected officials representing all 14 cities in Alameda 
County, the five County Board of Supervisors, AC Transit, and San Francisco Bay Area Rapid Transit 
District (BART). 

Alameda CTC is the successor to three previous agencies: Alameda County Transportation Authority 
(ACTA), Alameda County Transportation Improvement Authority (ACTIA), and Alameda County 
Congestion Management Agency (ACCMA).  

Alameda CTC directly implements and oversees the delivery and management of regionally significant, 
multi-jurisdictional, and complex capital projects in Alameda County through various phases of delivery, 
from scoping through construction. To deliver its projects, Alameda CTC retains the services of qualified 
firms to provide professional support services, including design, construction management, surveying, 
and other required expertise. 

In the past few years, significant new sources of funding have become available for transportation 
including Senate Bill 1 (April 2017), which is anticipated to provide $54 billion in state funding through 
2028 and Regional Measure 3 (June 2018), which is estimated to generate $4.45 billion for transportation 
capital investments over a 25-year period. In 2014, Alameda County voters approved Measure BB, 
authorizing an extension and augmentation of the then-existing transportation sales tax (Measure B). 
Measure BB is projected to generate approximately $8 billion in revenues from April 2015 to March 2045 
for transportation improvements for Alameda County. The U.S. Department of Transportation also 
provides funds through its various competitive programs to help build and maintain a fast, safe, 
efficient, accessible, and convenient transportation system. These funds will create opportunities for 
many Alameda County projects to be constructed in the immediate future. 

To ensure the effective and efficient delivery of Alameda CTC’s construction program and to allow 
Alameda CTC to accept and apply external funds for construction, it is necessary to have documented 
agency construction administration procedures. The Alameda CTC Construction Management and 
Administration Guide (CMAG), as presented, is an update of the 2022 CMAG (Version 1.1) as adopted 
by the Commission in December 2022. The CMAG is built on predecessor documents (ACCMA 
Construction Contract Administration Guide, dated January 2002, and Draft ACTA Construction 
Contract Administration Procedures). It incorporates clarifications and best management practices 
(BMPs) and reflects changing policies, laws, and procedures. The CMAG refers to numerous California 
Department of Transportation (Caltrans) and Federal Highway Administration (FHWA) construction 
policies and procedures.   

1.1 Purpose 
The CMAG documents Alameda CTC’s procedures for the preparation of project documents to 
advertise, award, and administer (AAA) construction contracts, including contract acceptance and 
closeout requirements. The CMAG will assist Alameda CTC and its agents in effectively and efficiently 
administering construction projects implemented by Alameda CTC from bidding document preparation 
through contract closeout. 

This guide establishes policies and procedures for the construction phase of Alameda CTC’s projects; 
however, it is not a contract document. It imposes no obligations or requirements on contractors, 

https://www.alamedactc.org/about-us/
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Resident Engineers (REs), and other Alameda CTC personnel who administer Alameda CTC construction 
contracts. This guide is not a substitute or supplement to the specifications and other contract 
requirements, nor does it relieve personnel from their professional duties, obligations, and responsibilities. 
Similarly, this guide does not relieve the contractors from obligation and responsibility for their means 
and methods, Quality Assurance and Quality Control, and compliance with contract requirements. The 
optimum time to have the Construction Management Team (CMT) services available is before the 95% 
plans, specifications, and estimates (PS&E) milestone such that the constructability review may be 
adequately performed. A constructability review is essential to help identify risks and challenges to 
project construction, before the project moves from the design phase to construction. The final 
constructability review is completed shortly before plan approval for the ready to list (RTL) milestone. 

1.2 Roles and Responsibilities 
The following summarizes the roles of the various participants in the administration of Alameda CTC 
construction projects.  

The Commission establishes and maintains policies and programs supporting the development of 
capital projects in cooperation with local, regional, state, and federal agencies. The Commission also 
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approves and delegates approvals to the Executive Director.  The organization chart above is for 
traditional Design-Bid-Build and may be modified for Alternative Delivery Methods. 

The Executive Director or designee is responsible for executing all funding agreements and contracts 
and is the representative of Alameda CTC to the Commission. The Executive Director designates the 
following roles: Commission Engineer and authorized delegees of the Commission Engineer and 
Alameda CTC’s Disadvantaged Business Enterprise Liaison Officer (DBELO) and Local Business Contract 
Equity Liaison Officer (LBCELO). 

The Commission Engineer signs plans for conformance with project requirements, certifies the utilities 
and right-of-way, approves contract change orders (CCOs), and other documents which require the 
signature of an Alameda CTC representative with a California Civil Professional Engineer (PE) license. 

Authorized delegees of the Commission Engineer may also sign plans for conformance with project 
requirements, approve CCOs, approve and recommend for signature other documents which require 
the signature of an Alameda CTC representative with a California PE license. All delegations must be 
expressly authorized in writing by the Executive Director. 

The DBELO is responsible for implementing the requirements contained in the Disadvantaged Business 
Enterprise (DBE) Implementation Agreement for Local Agencies between Caltrans and Alameda CTC. 
The DBELO has direct independent access to the Executive Director concerning DBE matters. The DBELO 
is required per the stewardship and oversight agreement between Caltrans and FHWA for federally 
funded projects. 

LBCELO is the Alameda CTC representative primarily responsible for implementing all aspects of the 
Local Business Contract Equity (LBCE) Program. The LBCELO has direct independent access to the 
Executive Director concerning LBCE matters. 

The Deputy Executive Director of Projects oversees Alameda CTC’s Construction Program. 

The Alameda CTC Construction Contract Administrator is the Director of Project Delivery or a designee 
of the Commission Engineer who performs public contract administration duties, including solicitation of 
construction contractor services, assisting in the development of contract language, overseeing and 
managing invoices, monitoring contract compliance, and overseeing the CMT.  

The Alameda CTC Project Manager (PM) is responsible for delivery of a specific capital project or phase 
thereof. This person in this position may be either an Alameda CTC employee or a consultant. 

The CMT will provide all construction management (CM) services necessary to assist Alameda CTC in 
administering the construction of a specific project. During the design phase, and as required by 
Alameda CTC, the CMT may provide constructability review, Independent Cost Estimates (ICEs), 
outreach support, and risk monitoring documentation. On large complex projects, a Construction 
Management Project Manager (CMPM) may be provided by the CMT to oversee and be responsible 
for assisting the RE with the advertisement, award, key management issues, dispute resolution, 
administration of the construction contract, and act as a liaison between the CMT and Alameda CTC. 
The RE will be the person in responsible charge of the project. Refer to Appendix A for a sample CM 
scope of services.   

The Engineer of Record (EOR) is the registered PE responsible for stamping and sealing, plans, 
specifications, and estimates or reports for a project.   

The Design Consultant serves as the EOR for a specific project and will provide design services during 
construction, complete as-built plans, and right-of-way documentation.  
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Alameda CTC’s Legal Counsel (Legal Counsel) is responsible for the legal review of processes, 
procedures, and all related contracts associated with the construction administration of Alameda CTC 
projects.  

Typical Project Delivery Lifecycle Responsibility 

Figure 1:  Project Delivery Schedule from Design to Construction.  

Specific responsibilities for the various roles in construction contract administration are further described 
below. 

1.1 Review and Updates 
This guide is intended to be a living document updated periodically to incorporate revisions, 
clarifications, and changing policies, laws, and procedures. The Executive Director is authorized to 
make administrative changes to ensure compliance with contracting laws and as required to allow 
Alameda CTC to comply with its construction projects' external funding requirements. 

2. Document Review 
Prior to construction of a project, the RE should review design-related documents and prepare 
necessary project-related construction documents as outlined below.    

2.1 Review Resident Engineer Pending File  
The CMT must review the RE’s Pending File. This document is provided by the EOR and includes a set of 
letters, memorandums, and other data titled “RE’s Pending File.” This file must contain all pertinent 
information, comments, and advice that may be useful for the project to which the RE is assigned. A 
detailed list of information that should be included in the RE’s Pending File is contained in the Caltrans 
Project Development Procedures Manual Chapter 15, Final Project Development Procedures.  

The RE Pending File typically includes the following information: 

 Aesthetics report  
 Agreements and permits  
 Contract documents  
 Cross sections 
 Deviations from design standards  
 Drainage report  
 Falsework clearances and calculations  
 Final environmental review and reevaluation, listing required mitigation (including Environmental 

Commitment Record (ECR))  

https://dot.ca.gov/-/media/dot-media/programs/design/documents/pdpm-chapter15-a11y.pdf
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 Foundation studies and geology report  
 Funding allocation documents  
 Hazardous waste contracts (if hazardous waste is not removed prior to construction)  
 PE (designer) notes  
 Pending relinquishment actions (to inform right-of-way engineering four months before 

completion of construction)  
 Permits, licenses, agreements, certifications (PLAC) and approvals  
 Project cost estimates  
 Material handouts, including tests  
 Right-of-way contracts and obligations  
 Risk Register  
 Safety review report  

The CMT should work with the Alameda CTC PM to obtain the RE Pending File from the EOR. 

2.2 Review Environmental Commitment Record 
The CMT will review the project ECR, which will contain all relevant environmental compliance 
information and PLAC requirements: basic project information, including each environmental 
commitment, person, or unit responsible for commitment completion, timing and manner of 
implementation, location and a commitment reference document and other commitment 
requirements. The ECR is part of the RE Pending File and is necessary to oversee and track the project's 
environmental commitments. 

2.3 Prepare Quality Management Plan 
Prior to the start of construction, the RE will utilize Alameda CTC's Quality Assurance Program (QAP) as a 
guide to develop a project specific Quality Management Plan (QMP). Refer to the Caltrans-approved 
Alameda CTC QAP in Appendix B. The current Alameda CTC QAP has been approved by Caltrans and 
is valid for five years after approval.  As part of the QMP, a Source Inspection Quality Management Plan 
(SIQMP) will be developed. The QMP shall be submitted to the Commission Engineer for review and 
approval. If work is within the Caltrans right of way and performed under a formal Cooperative 
Agreement (COOP), Caltrans will typically require review and approval of the SIQMP prior to issuing an 
encroachment permit. Therefore, the development of the QMP and SIQMP should be completed prior 
to the start of construction.   

For additional information on Source Inspection Guidelines and the SIQMP template, refer to Caltrans 
Source Inspection Guidelines for Local Agencies Manual. 

2.4 Prepare Incident Notification Plan 
In the event of a significant event, such as an unforeseen utility issue, private property encroachment, or 
other issues of public safety or concern, the RE is required to notify the Construction Contract 
Administrator and Commission Engineer immediately of the incident and will email and provide hard 
copies of any incident reports to the Construction Contract Administrator, Alameda CTC PM, and 
Commission Engineer, as soon as they are available.  

As numerous additional parties may require notification, such as cities, Alameda County, Caltrans, 
Public Information Officer (PIO), etc., a project-specific incident notification plan will be developed by 
the CMT and distributed for approval prior to starting construction. The incident notification plan will be 
utilized by CMT staff during construction to ensure incident types and notification requirements are 
clearly documented and followed. 

https://mets.dot.ca.gov/manuals/SIGLA/
https://mets.dot.ca.gov/manuals/SIGLA/
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The CMT will keep the Commission Engineer apprised of the progress of incident resolution, as 
appropriate. Verbal notification is acceptable; however, it must be followed with formal written 
communications and documentation. If the media becomes involved, all contact with the media will 
be in accordance with Alameda CTC procedures for addressing the media. Refer to Appendix C for an 
example of the incident notification format. 

2.5 Public Outreach/Communication Plan 
When deemed appropriate by the Alameda CTC PM, the CMT or PIO will provide a public outreach 
program, which may include the establishment and monitoring of a project website, social media sites 
(Twitter, Facebook, etc.), project hotline, flyer mail-outs notifying nearby residences and businesses of 
changes in traffic flow, detours, lane closures, night work and the overall status of the project; press 
releases to describe the general progress of work; and community meetings to address specific 
construction impacts and concerns. Each project will require public outreach tailored to the project's 
scope, location, and impact on the community and must adhere to Alameda CTC’s outreach and 
engagement policies. 

As necessary, public outreach efforts will be coordinated with other PIOs, which may include Caltrans, 
Alameda County, Port of Oakland, or various cities and transit operators. If the Alameda CTC PM 
believes that a public outreach or communication plan is needed, then the Alameda CTC PM should 
coordinate with the Alameda CTC’s Deputy Executive Director of Planning and Policy or designee in 
advance. The Deputy Executive Director of Planning and Policy or designee can provide guidance on 
the plan and help to post information on the agency’s website and social media platforms and respond 
to press inquiries.  

The Alameda CTC PM should coordinate with the Deputy Executive Director of Planning and Policy to 
ensure that outreach complies with federal Title VI requirements. Title VI prohibits discrimination by 
recipients of federal financial assistance on the basis of race, color, and national origin, including the 
denial of meaningful access for people with Limited English Proficiency (LEP). As a subrecipient of 
federal funds, Alameda CTC must take reasonable steps to ensure meaningful access for LEP persons to 
its programs and activities. 

To comply with Title VI, vital materials and documents should be translated into the primary languages 
spoken in the area, and translation services should be offered at public meetings. According to federal 
guidance, vital written documents include, but are not limited to, consent and compliance forms; 
intake and application forms with the potential for important consequences; written notices of rights; 
notices of denials, losses, or decreases in benefits or services; and notices advising LEP individuals of free 
language assistance services. 

The Deputy Executive Director of Planning and Policy or designee can provide guidance as to whether 
the outreach materials should be translated and make translation services available if necessary.  

2.6 Transportation Management Plan Review 
A Transportation Management Plan (TMP) is a program of activities for minimizing or alleviating 
work-related traffic delays through traffic-handling practices and strategies, including public 
awareness campaigns, motorist information, demand management, incident management, 
system management, alternate route planning, and construction methods and staging. 
Depending on the complexity of the work or the magnitude of anticipated effects, a TMP may 
provide closure charts, standard special provisions for maintaining traffic, traffic control plans, 
and—for major projects—a separate comprehensive report. The TMP is prepared by the EOR in 
consultation with the design team; however, the CMT shall evaluate the TMP and use the 



 

 

 Alameda CTC Construction Management & Administration Guide 

Version 2.0           Page 7| 41 

information included as a guideline for developing public outreach plans, incident notification 
plans, lane closure requests, and stakeholder communication.  

2.7 Prepare California Highway Patrol/Police Support Agreements 
Projects involving traffic control should be evaluated for the need to utilize the California Highway Patrol 
(CHP) or local police departments for support during lane closures. For Caltrans projects, support with 
CHP is established through a Caltrans-CHP interagency agreement for the Construction Zone Enhanced 
Enforcement Program (COZEEP). While Alameda CTC is not a signatory to COZEEP, Alameda CTC may 
enter into a direct agreement with CHP or a local police department to provide these services. The cost 
of these services will be estimated during the design phase, and funding for this support will be included 
under agency-furnished materials. The CMT will coordinate with the Alameda CTC PM to establish 
necessary agreements with CHP and/or the local police department for COZEEP services. Additional 
detail for use and administration of COZEEP services is available in the Caltrans Construction Manual 
Section 2-215.  

3. Design-Bid-Build Project Procedures – Pre-construction Phase 
Design-Bid-Build (DBB) is a traditional project delivery method where the design and construction 
phases are carried out sequentially. Under DBB, Alameda CTC first completes the project design, 
prepares construction documents, and then solicits competitive bids from contractors, awarding the 
contract to the lowest responsive bidder.  DBB serves as Alameda CTC’s default delivery approach and 
will be applied for project development and construction unless the Commission specifically opts to 
implement the Construction Manager/General Contractor method due to project-specific needs. 

3.1 Contract Advertisement 
The CMT shall adhere to the applicable rules and regulations listed in the Caltrans Local Assistance 
Procedures Manual (LAPM), Chapter 15, Advertise and Award Project, including the requirements set 
forth in this section. 

3.1.1 Bidding Document Preparation 

The EOR, in coordination with the CMT, will prepare the bid documents, including project plans and 
specifications, based on Alameda CTC’s standard forms or other supplied materials. The Alameda CTC 
PM is responsible for the management of this effort and the administration of the EOR design services 
during the construction phase. The EOR could be an Alameda CTC employee or a consultant.  

The bid documents shall conform to the requirements of the funding sources, incorporate the 
appropriate provisions from the Caltrans Division of Local Assistance Sample Boilerplate Contract 
Documents and include Alameda CTC LBCE Program or DBE goals, as applicable. When the 
Alameda CTC LBCE Program is not required, the use of local business enterprises (LBEs) and small, local 
business enterprises (SLBEs) shall still be encouraged. For details and discussion on DBE considerations, 
refer to LAPM Chapter 9, Civil Rights & Disadvantaged Business Enterprise.   

The Alameda CTC PM shall determine if all the constraints have been cleared and the funding in place 
to designate the project as RTL. Constraints will be determined by the Commission Engineer and, at a 
minimum, include PS&E completion, right-of-way certification, permits obtained, and funding 
authorizations in place. Funding for each project may vary, and all funding shall be authorized prior to 
the advertisement of the construction contract. 

https://dot.ca.gov/programs/construction/construction-manual/section-2-2-traffic#Constr_Zone_Enhanced_Enforcemt_Prgm
https://dot.ca.gov/programs/construction/construction-manual/section-2-2-traffic#Constr_Zone_Enhanced_Enforcemt_Prgm
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch09.pdf
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Projects that have federal Funding must conform to advertising and award requirements pursuant to 
LAPM Chapter 15, Advertise and Award Project. 

The need for a constructability review of the bid documents by the CMT will be considered by the 
Alameda CTC PM on a project-by-project basis. A constructability review is an independent and 
structured review of construction bid documents to make certain that the work requirements are clear, 
the documents are coordinated, and they provide clarity for contractor bidding, construction, and 
project administration to result in reduced risk and impacts to the project.  

Items to be reviewed during a constructability review include, but are not limited to, the special 
provisions, plans, proposal, and draft construction contract, permits, Engineer's Estimate, easements, RE 
Pending Files, third-party agreements, and materials handouts. The focused review is not only on 
constructability (plan sheets/details/construction staging/physical improvements) but also biddability, 
which entails a detailed review of the contract documents. For the most effective use of constructability 
review, this process should begin no later than the 65% PS&E phase in coordination with the EOR and 
Alameda CTC PM. 

Constructability reviews are documented with sufficient detail for the design team to evaluate and 
respond to comments utilizing a coding system to allow tracking of rejection or incorporation of review 
comments. Items identified during the constructability review which are not incorporated into the 
contract documents may need to be included in the project Risk Register. Refer to Appendix C for an 
example of a constructability review and a Risk Register template. 

3.1.1.1 Contractor Outreach 

Depending on the complexity and schedule of the project, general economic conditions, or other 
factors (such as specialty work or funding utilization goals for DBE or LCBE participation) which may be 
considered as potential impacts on the competitive bidding process or the number of potential bidders, 
the Commission Engineer, in coordination with the Alameda CTC Construction Contract Administrator, 
DBELO and LBCELO, may elect to conduct a contractor outreach session prior to advertising the 
construction contract. The Alameda CTC PM, in coordination with the CMT and design consultant, will 
coordinate the process of notifying the construction community of the event and perform the overall 
coordination of the outreach session. 

3.1.2 Construction Contract Insurance  

During contract Special Provisions development, it is critical to evaluate all PLAC applicable to the 
project and/or the site to verify minimum insurance policy amounts and specific insurance 
requirements. This should include verification of agencies and/or jurisdictions included in the 
indemnification and additional insured provisions. This information needs to be identified in Section 7, 
LEGAL RELATIONS AND RESPONSIBILITY TO THE PUBLIC of the Special Provisions. The EOR and the 
Alameda CTC PM are responsible for including these requirements in the contract, and the CMT will 
verify these requirements during the constructability review.  

The Executive Director may elect to purchase additional project-specific or general umbrella insurance 
based on a risk evaluation. The risk evaluation will be conducted by the Deputy Director of Finance and 
Administration in coordination with the Alameda CTC PM and CMT and shall be quantified and 
documented in the project Risk Register. Purchase of additional insurance will be performed by the 
Deputy Director of Finance and Administration.  

In addition to the required insurance, the Special Provisions shall require the successful bidder to furnish 
two bonds:  

1. Payment bond to secure the claim payments of laborers, workers, mechanics, or materialmen 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
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providing goods, labor, or services under the contract. This bond must be equal to at least 100% 
of the total bid.  

2. Performance bond to guarantee the faithful performance of the contract. This bond must be 
equal to at least 100% of the total bid.  

The successful bidder for every Alameda CTC construction contract is required by contract to indemnify 
Alameda CTC and, if applicable, other parties and submit proof that the contractor has obtained all 
required insurance before the contract may be approved. 

3.1.3 Contract Advertising and Bidding Bid Process 

In consultation with the Alameda CTC PM, the CMT shall develop a bidding schedule which includes, 
but is not limited to, all advertise and award timelines. This schedule will establish dates for 
advertisement, pre-bid conference, bidder inquiry cutoff, bid opening, LBCE or DBE submission, Good 
Faith Effort (GFE) documentation, award recommendation, Notice of Intent to Award letter to bidders, 
award letter, contractor return of bonds and insurance, contract approval, Notice to Proceed (NTP), first 
working day, and anticipated final working day. In addition, the schedule may include Committee and 
Commission meetings necessary for project award. The Alameda CTC PM shall ensure that the 
Commission has authorized the agency to advertise and publicly open all bids received prior to 
advertising a contract for bids. Commission approval is also needed to receive funds from external 
(non-state/federal) agencies. Any additional approvals from funding agencies must also be secured 
prior to advertisement. 

The CMT in consultation with the Alameda CTC PM shall prepare a Notice to Bidders (NTB) and will 
publicly advertise the project in accordance with California Public Contract Code Section 10140 and 
10141. The NTB states the time and place for receiving and opening of sealed bids, describing in 
general terms the work to be done and that the bids will be required for the entire project and for the 
performance of separate designated parts of the entire project when the Alameda CTC determines 
that segregation is advisable. 

The NTB should include the time, date, and location of a Pre-Bid Conference (see Section 3.5), if 
applicable. Refer to Appendix D for a sample NTB. The advertisement period officially starts on the first 
date of such publication. 

3.1.4 Bidding Document Distribution 

The NTB shall include instructions to prospective bidders for obtaining the bid documents from Alameda 
CTC, using Bid Express, a secure electronic construction bidding service for government agencies and 
their vendors. The RE shall upload the bid documents, NTB, and applicable bid forms to Bid Express. All 
Bidders must be registered plan holders and have specific bidder digital identification issued through Bid 
Express.  

3.1.5 Pre-Bid Conference 

For all formal bidding processes, a Pre-Bid Conference will be held. The Alameda CTC PM will determine 
whether attendance will be required to submit a bid. The purpose of a Pre-Bid Conference is to direct 
attention to any critical aspects of the project, to allow those prospective bidders to ask questions, and 
to gauge contractor interest in the project. Low attendance at the Pre-Bid Conference may indicate a 
need for additional outreach efforts to ensure a sufficient number of bids are received. Minutes of the 
Pre-Bid Conference will be prepared (including the meeting sign-in sheet) and will be provided to all 
attendees and all plan holders of record and issued as a contract addendum.  

https://www.bidexpress.com/login?return_to=%2F
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3.1.6 Bidder Inquiries 

All bidder inquiries will be processed through Bid Express. The Alameda CTC PM will be the single point of 
contact for bidder inquiries throughout the advertising period and provide coordination as necessary 
for responses with the EOR. The NTB will include specific instructions for submitting bidder inquiries. Bidder 
inquiries will be accepted no later than 5:00 p.m. five working days prior to the bid opening date. 

As necessary, the Alameda CTC PM, in consultation with the RE and the EOR, will coordinate with any 
stakeholder agencies that may need to contribute to the response to bidder inquiry (e.g., cities, 
Alameda County, Port of Oakland, Caltrans). The Alameda CTC PM will seek input and approval from 
Legal Counsel if deemed necessary. The RE, in consultation with the Alameda CTC PM and EOR, will 
ensure that all bidder inquiries and responses are posted on Bid Express by 5:00 p.m., no less than four 
working days prior to bid opening. The intent of this requirement is to provide the bidders sufficient time 
to address the response received in their bid documents and/or to postpone the bid submittal due 
date, if necessary. 

3.1.7 Addenda 

If matters or questions arise during the advertisement period that are deemed to require clarification of 
the bidding documents, the EOR, with appropriate input from the RE, will prepare an addendum for the 
Alameda CTC PM to review. Once the Alameda CTC PM and Legal Counsel (if required) have 
reviewed and are satisfied with the addendum, it will be transmitted to the Commission Engineer for 
review, approval, and signature. The Commission Engineer will provide the approved addendum to the 
RE, who will then issue the addendum through Bid Express. Addenda should generally be issued no later 
than 5:00 p.m. four working days prior to bid opening, but under no circumstances be issued less than 72 
hours prior to bid opening as required by the California Public Contract Code.    

For federal-aid projects, the contract Davis-Bacon wage rates must be checked for conformance with 
the federal 10-day rule prior to bid opening. The EOR, in consultation with the Alameda CTC PM, must 
monitor the federal wage rate determinations posted on Sam.gov to determine if the listed rates have 
been modified after the contract advertisement date. If federal prevailing wage rates are modified, 
Alameda CTC is required to issue an addendum to incorporate the modified version of the prevailing 
wage rates in the contract.  

3.1.8 Bid Submittal and Receipt 

The NTB will instruct bidders to submit their bids through Bid Express prior to the time specified. Bids are 
digitally signed by the contractor. Alameda CTC will not accept bids after the specified time. 
Negotiation with contractors during the period following the opening of bids and before the award of 
the contract shall not be permitted. 

3.1.9 Bid Opening 

The Alameda CTC Construction Contract Administrator will oversee the public opening of all bids at the 
time and location stated in the NTB. Changes, if any, to the originally specified bid opening time or 
location will only be made by addendum. All bids received in accordance with the terms of the 
advertisement shall be publicly opened and announced by total amount. Once the bid opening time is 
reached, Bid Express will automatically tabulate and analyze bids for announcement. The Commission 
Engineer, in coordination with the RE and Alameda CTC PM, will determine the time of bid 
announcement.   

Bids will be opened and read aloud during in-person or virtual meetings as determined by the 
Commission Engineer and as stated in the NTB.  

https://sam.gov/content/wage-determinations
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The Commission Engineer shall adhere to the rules and regulations in LAPM Chapter 15, Advertise and 
Award Project related to the opening of construction contract bids. The RE shall prepare a bid 
summary. Refer to Appendix D for a sample bid summary. 

3.1.10 Collection of Bid Escrow Documents 

If the contract specifications require Escrow Bid Documents, the lowest three bidders shall be required 
to submit their Escrow Bid Documents in accordance with bidder instructions. 

3.1.11 Bid Analysis 

Following the bid opening, the RE will check on the status of all bidders’ contractor licenses and ensure 
that the bids are analyzed for irregularities (e.g., errors, discrepancies, and omissions). In consultation 
with the LBCELO and the DBELO, the RE will also verify conformance with Alameda CTC's LBCE Program 
or the Caltrans DBE requirements, as applicable, and conformance with other funding agencies’ 
policies included in the bid documents. For projects with federal funding, the RE shall use Caltrans LAPM 
Form 15-I to determine if the bidders’ proposals are responsive. 

The bid analysis process includes an examination of the unit bid prices for reasonable conformance with 
the engineer’s estimated prices. Beyond the comparison of prices, other factors that a bid analysis may 
consider are:  

 Number of bids  
 Distribution or range of bids  
 Identity and geographic location of the bidders  
 Urgency of the project  
 Unbalanced bids (see below) 
 Current market conditions and workloads  
 Potential for savings if the project is re-advertised  
 Comparison of bid prices with similar recently bid projects  
 Justification for significant bid price differences  
 Other factors as warranted 

The two types of unbalanced bids are as follows:  

 A mathematically unbalanced bid contains lump sum or unit bid items that do not reasonably 
reflect the actual costs (plus a reasonable profit, overhead costs, and other indirect costs) to 
construct the item; and  

 A materially unbalanced bid generates reasonable doubt that an award to that bidder would 
result in the lowest ultimate cost to the agency.  

To detect a mathematical unbalanced bid, the unit bid items should be evaluated for reasonable 
conformance with the Engineer’s Estimate and compared with the other bids received. There are no 
definitive parameters (e.g., an amount or percent of variance from the Engineer’s Estimate) that 
constitute an unbalanced bid. The degree of unbalancing of a bid may depend on the reason for the 
unbalancing. Mathematically unbalanced bids, although not desirable, may be acceptable.  

There may be situations where the quantity of an item could vary due to inaccuracies in the estimating, 
errors in the plans, changes in site conditions or design, etc. In such situations, the bids should be further 
evaluated to determine if the low bidder will ultimately yield the lowest cost. If this creates a reasonable 
doubt that award would result in the lowest ultimate cost, the bid is materially unbalanced and should 
be rejected, or other steps should be taken to protect the public interest. 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
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If any bid contains irregularities that could affect the determination of the lowest responsible and 
responsive bidder, the RE will notify the Construction Contract Administrator. Legal Counsel will be 
consulted to provide a recommendation to the Commission Engineer, who will make the final 
determination to accept or reject the bid. For a more detailed discussion on additional considerations, 
refer to LAPM Chapter 15, Sections 15.5 and 15.6, which describe in detail contract bid opening and 
analysis procedures in detail. Refer to Appendix D for examples of bid analysis forms and tools. 

Bidder DBE verification will be performed as part of the bid analysis. Should the apparent low bidder fail 
to meet the required DBE utilization goal, an analysis of the bidder’s GFE shall be performed in 
accordance with the procedures outlined in Appendix E.  

3.1.12 Bid Rejection 

Upon completion of the bid analysis, the Commission Engineer may recommend the rejection of any or 
all bids. In addition to rejection for non-responsiveness, all bids may be rejected if all bids greatly exceed 
the Engineer's Estimate or if there is only one bid. The Commission Engineer, in consultation with Legal 
Counsel, may determine that rejection of any or all bids is in Alameda CTC's best interest. The 
Commission Engineer will advise the Executive Director of the staff recommendation. The Executive 
Director shall have the authority to reject all bids and rebid the project.    

3.1.13 Notice of Intent to Award 

Following the bid analysis, the RE will prepare a Notice of Intent to Award letter to all bidders for the 
Commission Engineer's signature. This notice formally notifies all bidders of Alameda CTC's intent to 
award the construction contract to the apparent responsible and responsive low bidder, and delivery 
of the Notice of Intent to Award letter marks the beginning of the bid protest period. This Notice of Intent 
to Award letter must be provided to all bidders in accordance with the timelines required by the Bid 
Protest Procedure included in Appendix D and sufficiently in advance of the target award date. 

3.1.14 Bid Protests 

Any prime bidder may protest a bid within five (5) working days after the Notice of Intent to Award letter 
as specified in the Alameda CTC’s Bid Protest Procedure in Appendix D. Bid protests will be considered 
and processed in accordance with this policy. Any bid protest that fails to meet the deadlines or criteria 
set forth in the policy will be rejected. 

3.2 Contract Award and Execution 
The CMT shall adhere to the applicable rules and regulations listed in LAPM Chapter 15, Advertise and 
Award Project, including the following requirements set forth in this section. 

3.2.1 Contract Award 

Following the Notice of Intent to Award Letter and resolution of any bid protests or irregularities, the 
Alameda CTC Construction Contract Administrator will prepare a draft staff report for the Alameda CTC 
PM and Commission Engineer review, recommending that the Alameda CTC Programs and Projects 
Committee (PPC) and Commission approve the award of the contract to the lowest cost, responsive 
bidder. The draft staff report will state the contract amount and will authorize the Executive Director to 
execute the contract in accordance with Section 4.2 as follows. The draft staff report will also 
recommend authorizing the Executive Director to prepare and sign any other documents necessary to 
execute the contract and discuss the status of the project budget and the construction allotment. 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch15.pdf
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The award of the contract will be placed on the upcoming PPC agenda if not previously approved 
along with the approval of advertisement, and provided the PPC recommends award, the matter will 
be put on the agenda for the upcoming Commission meeting. However, in the event that the bid 
analysis and resolution of irregularities cannot be concluded prior to the mail out date for the PPC 
meeting, staff may bring the contract award item directly to the Commission. If the Commission 
provides authorization to advertise and award contracts, the Executive Director may execute contracts 
that are within project budget allocations without further Commission approval.  

3.2.2 Contract Execution 

Once the Commission has awarded the contract, the Alameda CTC Construction Contract 
Administrator, in coordination with the RE, will prepare a Notice of Contract Award Letter to the 
selected contractor for the Commission Engineer's signature. This letter will include the contract 
signature form and instructions for the contractor to submit any additional required information, 
including but not limited to insurance certificates and endorsements, and payment and performance 
bonds, within the contractually specified time frame to facilitate the execution of the construction 
contract. Refer to Appendix F for a sample Notice of Contract Award Letter.    

The Construction Contract Administrator, with assistance from the CMT, will review all documents 
submitted by the contractor. Insurance and bonds will be reviewed for appropriate information 
including, but not limited to: 

1. Required Insurance limits (see Appendix G) 

2. Required types of insurance 

3. Required listing of additionally insured  

4. Bond forms 

When all requirements have been satisfied, the Construction Contract Administrator will initiate routing 
of the contract for approval. Once the contract is fully executed, the Construction Contract 
Administrator will distribute the fully executed contract with a Contract Approval Letter (see Appendix F) 
to the contractor, the CMT, and any other parties that may be listed in project-specific agreements.  

3.3 Post Award 
Post award is defined as the tasks to be performed after award and before construction begins, 
including an NTP pursuant to the contract special provisions. The CMT shall adhere to the applicable 
rules and regulations listed in LAPM Chapter 16, Administer Construction Contracts and the following 
requirements set forth in this section. 

3.3.1 General 

Once the construction contract has been awarded, the CMT has primary responsibility to administer the 
construction contract, which includes providing individuals or team members to serve as a RE, Structures 
Representative (SR), Office Engineer (OE), schedulers, claims analysts, construction surveyors, materials 
testers, and field inspection staff, as necessary. 

The RE will be responsible for setting up the document control and filing system and will also be the focal 
point of all construction contract communications. Early in the project, the RE should discuss the 
disposition of project records with the Alameda CTC Construction Contract Administrator (and Caltrans 
and/or local agencies, as directed by the Construction Contract Administrator) to ensure that an 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch16.pdf
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appropriate documentation system is established to collect, organize, distribute, and store project 
documentation. 

The RE will monitor and verify that all insurance, bonds, and other materials required of the contractor 
are submitted in a timely manner and are kept current and will be responsible for monitoring the 
contractor's labor compliance practices. The RE will communicate the status of the above to the 
Construction Contract Administrator, who will require corrective action in accordance with the contract 
documents for any non-compliance.    

Following contract award and through contract acceptance, the RE will be Alameda CTC's primary 
interface with the contractor. All routine communications with the contractor will be through the CMT, 
led by the RE. The CMT/RE will coordinate with surveyors, materials testers, and with other stakeholders 
and project participants, as necessary. The RE shall also perform a Pre-Construction Survey of the 
project site to confirm site conditions prior to start of work. This includes documenting the pre-existing 
conditions of all facilities that have the potential to be affected by the contract work. The Pre-
Construction Survey may include but is not limited to written descriptions and photographs and/or 
video, including drone flights as appropriate, that are to supplement pre-construction documentation. 
The CMT must follow the rules and regulations listed in LAPM Chapter 16, Administer Construction 
Contracts, as applicable, and/or other local jurisdiction requirements, if appropriate. 

3.3.2 Complete Award Package (for Federally Funded Projects) 

For federally funded projects, prior to submitting the first invoice for the construction phase and within 60 
days of contract award, the Alameda CTC PM must forward the following information as one package 
to the Caltrans District Local Assistance Engineer (DLAE):  

 Exhibit 15-B: RE’s Construction Contract Administration Checklist  

 Exhibit 15-G: Construction Contract DBE Commitment  

 Exhibit 15-L: Local Agency Contract Award Checklist  

 Exhibit 15-M: Detail Estimate (based on award) or LAPM 3-A: Project Authorization/Adjustment 
Request  

The DLAE will review the documents for completeness and accuracy. In addition, the DLAE will provide 
the project’s construction contract award date and Exhibit 15-B to the Caltrans Oversight Engineer.  

The RE assigned to the project must complete and sign Exhibit 15-B. The purpose of this checklist is to 
assure that the RE is familiar with the federal requirements before the construction begins. Deficiencies 
in contract administration procedures that cannot be corrected may result in the withdrawal of federal 
and/or state funds from the project. If the RE is a consultant, the Alameda CTC Construction Contract 
Administrator must sign Exhibit 15-B. Exhibit 15-M or LAPM 3-A and must be prepared to outline all project 
costs by Improvement Type Code. If the award amount is more or significantly less than the amount 
estimated at the time of construction authorization, the award package submitted to the DLAE will be 
used to update the project agreements. The Authorization to Proceed (E-76) and state-issued Finance 
Letter will be revised to reflect the updated project cost. 

For details of these requirements, refer to LAPM Section 15.7, Award Package. 

3.3.3 Construction Project E-Construction 

The CMT will be required to store all project records electronically utilizing an off-the-shelf, fully 
customizable electronic document management system. The CMT shall provide training as required to 
all users. Documents uploaded into the electronic document management system will be assigned 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch16.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch16.pdf
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electronic indexing called metadata, which will facilitate the searching and retrieval of documents 
stored in categories per the Caltrans Construction Manual, Chapter 5-102C Description of Categories. 
All final project files must be provided to Alameda CTC in an electronic accessible and readable 
format, following the Caltrans established filing category system. 

3.3.4 Pre-Construction Conference 

Once the contract has been executed, the Alameda CTC Construction Contract Administrator will 
authorize the RE to issue a Notice of Pre-Construction Conference to the contractor. The Notice of Pre-
Construction Conference may be included in the Notice of Contract Award. 

The purpose of the Pre-Construction Conference is to ensure that the contractor is well informed 
regarding important contract issues, submittals, sanctions for non-compliance with local, state, and 
federal requirements, and other specific project concerns. The RE will lead the discussion and, at a 
minimum, address the following topics: safety, Equal Employment Opportunity (EEO), labor compliance, 
subcontracting, environmental/permit compliance requirements, and any potential traffic or pedestrian 
handling issues. Stakeholder agencies will be invited to attend the Pre-Construction Conference and 
may include Caltrans, Alameda County, cities, utility companies, Port of Oakland, BART, Union Pacific 
Railroad (UP), and other key stakeholders. The RE will prepare and distribute the minutes of the meeting 
within one week of the Pre-Construction Meeting. 

3.3.5 Notice to Proceed 

The Commission Engineer, in consultation with Construction Contract Administrator and RE, will issue an 
NTP to the contractor in accordance with the terms of the construction contract. The NTP will establish 
the start date for construction and the projected completion date based on the number of allowable 
days stated in the contract (the basis to calculate any liquidated damage penalties). The contractor is 
expected to start work within the timeframe specified in the contract. 

3.3.6 Department of Industrial Relations Public Works Project Registration 

After the bid opening, the Alameda CTC Construction Contract Administrator will complete and submit 
the Public Works Project Registration (PWC-100) form to the California Department of Industrial Relations 
(DIR). The completion and submission of this form fulfills the required public works project award 
notification as required by Labor Code sec. 1773.3 (replacing former DAS-13 notification) and 8 Cal. 
Code Reg. sec. 16451(a). Refer to the DIR PWC-100 online application web page.  

3.3.7 Water Board (Waste Discharger Identification Number/SMARTS) 

Projects that disturb one or more acres of soil, or projects that disturb less than one acre but are part of 
a larger common plan of development that in total disturbs one or more acres, are required to obtain 
coverage under the General Permit for Discharges of Storm Water Associated with Construction Activity 
Construction Stormwater Program | California State Water Resources Control Board Construction 
activity subject to this permit includes clearing, grading and disturbances to the ground such as 
stockpiling or excavation, but does not include regular maintenance activities performed to restore the 
original line, grade, or capacity of the facility. 

The CMT, on behalf of the Alameda CTC LRP, must electronically submit PRDs prior to commencement 
of construction activities. PRDs consist of the Notice of Intent, Risk Assessment, Post-Construction 
Calculations, a Site Map, the Storm Water Pollution Prevention Plan, a signed certification statement by 
the LRP, and the first annual fee. Once these components have been submitted to SMARTS, a Waste 
Discharger Identification (WDID) number will automatically be emailed to the LRP. 

https://dot.ca.gov/programs/construction/construction-manual/section-5-1-project-records-and-reports
https://www.dir.ca.gov/pwc100ext/LoginPage.aspx
https://www.waterboards.ca.gov/water_issues/programs/stormwater/construction.html
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4. Alternative Delivery 
4.1 CM/GC Project Procedures: Pre-construction Phase 
This section outlines the procedures for using the Construction Manager/General Contractor (CM/GC) 
project delivery method, including analysis, procurement processes, outreach, bidder management, 
and a detailed breakdown of the CM/GC implementation. The CM/GC method is most appropriate for 
projects with complex design requirements, high risk factors, or tight scheduling constraints. For 
Alameda CTC, CM/GC is especially beneficial in situations where early contractor involvement can 
significantly enhance project planning, such as in dense urban settings, projects with challenging 
environmental conditions, or those involving significant utility relocations. Alameda CTC has the ability to 
use CM/GC for “any transportation project that is not on the state highway system” since Alameda CTC 
is Alameda County’s local transportation authority with respect to 1986 Measure B, 2000 Measure B, and 
2014 Measure BB, and is thus deemed to be a “regional transportation agency” under Public Contract 
Code (PCC) sections 6970-6974, and therefore eligible to use CM/GC contracting.  Before Alameda 
CTC can actually utilize CM/GC contracting, however, PCC section 6972(b) requires that the agency 
first perform an “evaluation of the traditional design-bid-build method of construction and of the 
Construction Manager/General Contractor method,” and then the Commission is required to 
“affirmatively adopt [] the procurement strategy in a public meeting.” 

4.1.1 Alternative Delivery Evaluation Process 

Before deciding to use CM/GC procedures to deliver a specific project, Alameda CTC must conduct a 
thorough analysis to determine its suitability over the traditional Design-Bid-Build (DBB) method, for 
consideration and approval by the Commission. This analysis must consider: 

 Project Complexity: Evaluate whether early contractor involvement during the design phase 
can help mitigate significant risks related to site conditions, utility relocations, or third-party 
coordination. 

 Schedule Optimization: Assess whether the project would benefit from phased construction or 
the ability to commence early construction activities before full design completion. 

 Cost Control: Review how early contractor collaboration in estimating costs can prevent budget 
overruns and reduce unforeseen costs during construction. 

 Risk Management: Determine if the CM/GC method’s collaborative approach will better 
manage risks, particularly for urban or technically complex projects. 

 Historical Performance: Examine past projects delivered under DBB and CM/GC to determine 
the most effective method based on previous outcomes. 

Once the analysis is complete, the decision to use CM/GC must be documented in a memo and will be 
reviewed and approved by Alameda CTC. 

4.1.2 Project Organization 

The Alameda CTC serves as the implementing agency for both the pre-construction and construction 
phases of the project. Based on the determination of the Construction Contract Administrator (CCA), 
the project will either conduct a single procurement for both the Independent Cost Estimator and CMT, 
or separate procurements for each. The Project Organization Chart currently shows the Independent 
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Cost Estimator and CMT as a single entity, suggesting that both consultants may be procured under one 
contract. If Alameda CTC opts to procure both the Independent Cost Estimator and CMT under a single 
contract, the Independent Cost Estimator must come from a different company than the CMT. 
Throughout both phases, the Independent Cost Estimator, CMT, Design Consultant, and CM/GC will 
report directly to Alameda CTC. 

PRE-CONSTRUCTION PHASE 

 
CONSTRUCTION PHASE 

 

1. The Independent Cost Estimator and the CMT must be from separate firms, but can be part of 
the same consultant team. 

4.1.3 CM/GC Approach – Roles and Responsibilities 

The roles and responsibilities of the CM/GC contractor during the pre-construction phase are outlined 
below. Additionally, the CM/GC contractor will be responsible for project construction if an agreement 
on construction costs is reached with Alameda CTC. The specific roles and responsibilities of each entity 
are described in the following sections.  Alameda CTC will lead the project delivery team (PDT) during 
the design phase.  The PDT includes Alameda CTC, the Design Consultant, the Independent Cost 
Estimator, and the Contractor.  

Alameda CTC Project 
Manager

Independent Cost 
Estimator/CMT1 Design Consultant Construction Manager 

General Contractor

Alameda CTC Project 
Manager

Design Consultant Construction Manager 
General Contractor CMT
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4.1.3.1 Design Consultant 

The Design Consultant will manage all design activities, including obtaining topographic data, 
conducting geotechnical investigations, preparing plans, specifications, and final construction 
documents, coordinating utility agreements and right-of-way documents, supporting Alameda CTC’s 
acquisition efforts, securing necessary approvals and permits, and providing public outreach support. 
The Design Consultant will also prepare an Engineer’s Estimate using a historical bid-based approach. 

During construction, the Design Consultant will provide services such as reviewing project submittals, 
responding to requests for information, conducting field observations, assisting with contract changes, 
preparing record drawings, and performing other design-related support activities. 

4.1.3.2 Independent Cost Estimator 

The Independent Cost Estimator plays a critical role in the successful delivery of the project by providing 
accurate and impartial cost estimates throughout the design process. They are responsible for 
preparing independent estimates at key design milestones, including preliminary design, 35%, 65%, 95%, 
and final design stages, depending on the timing of the procurement. These estimates are developed 
using a standard contractor’s format that involves detailed calculations based on labor, materials, 
equipment, level of effort, and profit, ensuring all aspects of the construction process are considered. 

The Independent Cost Estimator operates independently from the Design Engineer and prepares an 
estimate that is separate from the Engineer’s Estimate and the estimates provided by the contractor, 
ensuring unbiased and reliable assessments. 

The Independent Cost Estimator provides insight on cost-related matters by reviewing and reconciling 
estimates at various milestones. This includes comparing their independent estimates with those from the 
contractor and the Design Consultant to identify discrepancies and ensure accuracy. As part of this 
process, variance reports are prepared at each milestone by the Independent Cost Estimator to explain 
differences between the Independent Cost Estimator’s estimate, the Engineer’s Estimate, and the 
contractor’s estimate, highlighting potential adjustments for the project team to consider regarding 
design choices and construction methods. 

The Independent Cost Estimator also contributes to risk management by identifying cost risks and 
uncertainties, offering insights into how these may impact the overall budget and schedule. They work 
with the project team to develop strategies to mitigate these risks, ensuring the project stays on budget 
and on schedule. Additionally, all cost estimates, variance reports, and reconciliation activities (as 
described below) are documented, providing a transparent and auditable record. Regular reports are 
presented by the Independent Cost Estimator to the project team, stakeholders, and Alameda CTC to 
keep everyone informed about the cost status and any significant changes. 

Maintaining open communication with all project team members, including the contractor, Design 
Consultant, and Alameda CTC, is another key responsibility. The Independent Cost Estimator 
participates in regular meetings to provide updates on cost estimates and offer insights on cost control. 
They must remain completely independent from the contractor and Design Consultant to ensure the 
objectivity of the estimates. By following relevant standards and best practices, their work must meet 
high levels of accuracy and reliability. 

In summary, the Independent Cost Estimator is vital to the project delivery method, providing 
independent and accurate estimates, serving as a cost advisor, and contributing to risk management 
and cost control. Their role ensures the project remains financially viable and that decisions are based 
on reliable, unbiased information. 
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4.1.3.3 Construction Management Team 

During the design phase, the Construction Management Team provides input on construction methods, 
cost management, and scheduling to help identify potential design issues and streamline workflows. In 
the construction phase, the team monitors activities to ensure they meet specifications and quality 
standards, manages contract changes, and ensures safety and regulatory compliance. 

Key responsibilities include managing construction contracts, coordinating with other agencies, and 
ensuring quality assurance and compliance. 

4.1.3.4 CM/GC Contractor 

The Contractor plays a key role during the pre-construction phase by performing tasks such as cost 
estimation, risk assessment, management plan development, and field utility verification. The 
contractor’s specific responsibilities will be outlined in the project scope. 

They also provide cost estimates at key design milestones. Once the final design plans are approved, 
the contractor submits a cost proposal. If accepted, the contractor is awarded the Construction 
Services Contract. This collaborative approach allows the contractor’s early involvement to help refine 
costs, manage risks, and streamline the construction process. 

4.1.4 Procurement 

The following outlines the procurement process for the Independent Cost Estimator, CMT, CM/GC 
contractor, and Design Consultant as part of the CM/GC project delivery method. 

4.1.4.1 Procurement of the Independent Cost Estimator and CMT 

Alameda CTC will either issue one Request for Proposals (RFP) for the procurement of both the 
Independent Cost Estimator and the CMT. or separate RFPs, one the Independent Cost Estimator and 
one for the CMT.  

The RFP(s) will outline the scope of services for both the Independent Cost Estimator and the CMT, 
detailing their roles during pre-construction and construction. The Independent Cost Estimator will be 
responsible for developing independent cost estimates at key project milestones, while the CMT will 
oversee construction activities, ensuring compliance with specifications, safety standards, and schedule 
requirements. The RFP will also include evaluation criteria, submission instructions, and the terms and 
conditions of the contract. 

It is important to note that the Independent Cost Estimator and the CMT must be independent entities. 
To avoid conflicts of interest, these roles cannot be filled by the same firm, and neither can be affiliated 
with the CM/GC contractor or the Design Consultant. 

4.1.4.2 Procurement of the CM/GC Contractor 

Alameda CTC will issue a Request for Qualifications (RFQ) for the CM/GC contractor, specifically for pre-
construction services, with the option to extend to construction services. If an agreement on 
construction costs is not reached at the end of the pre-construction phase, Alameda CTC will put the 
construction phase out to bid in accordance with the Public Contract Code and the Design-Bid-Build 
process outlined in Chapter 3 above. 

The procurement of the CM/GC contractor will follow Alameda CTC’s standard open and competitive 
procurement process. The RFQ will be developed under the guidance of Alameda CTC’s Deputy 
Executive Director of Projects . 
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Alameda CTC’s Contracts Division will manage the RFQ process and will serve as the main point of 
contact for all proposers, handling all communications, issuing clarifications or addenda, and 
overseeing the evaluation of Statement of Qualifications (SOQs). The Contracts Division will also 
coordinate the interview process (if applicable), manage the selection panel, and document the 
procurement process. 

4.1.5 Conflicts of Interest 

The following is a suggested Conflict-of-Interest policy for any CM/GC procurement process conducted 
by Alameda CTC. All CM/GC proposers, major participants, subconsultants, subcontractors, and their 
employees must adhere to Alameda CTC, federal, and state conflict of interest rules and regulations. 
The following entities and individuals are prohibited from submitting a CM/GC SOQ and from 
participating in the CM/GC contract for the project: 

A) Any proposer, major participant, subconsultant, or subcontractor that has: 

1. Consulted with Alameda CTC on the development of the CM/GC program. 

2. Managed or assisted in managing the Project. 

3. Conducted preliminary design services for the Project. 

4. Performed design work related to the Project for Alameda CTC or other stakeholders. 

5. Worked on a previous contract that specifically excludes them from participating as a proposer 
or joining a CM/GC team. 

6. Contracted with any other entity or stakeholder to perform oversight on the Project after the 
award. 

B) Any entity that is a parent, affiliate, or subsidiary of any of the above entities, or that is under common 
ownership, control, or management with any of the above entities. 

C) An employee or former employee of any of the above entities who was involved with the Project 
while serving as an employee of such an entity. 

If an organizational conflict of interest is identified after the award of the CM/GC contract, the 
awardee must make an immediate and full written disclosure to Alameda CTC, including a description 
of the actions taken or proposed to mitigate the potential conflict. 

Any proposer, major participant, subconsultant, subcontractor, and their employees who provide 
design or estimating services for this project are prohibited from competing for or participating in an 
agreement to provide construction engineering and inspection services for this project. However, 
subconsultants for surveying and materials testing may provide construction services for other proposers. 

Determining whether a conflict of interest exists, resulting in an unfair competitive advantage, and 
resolving a potential or actual conflict of interest are at the sole discretion of Alameda CTC. Alameda 
CTC reserves the right to cancel or amend the resulting contract if the successful proposer failed to 
disclose a potential conflict of interest that it knew or should have known about, or if the proposer 
provided false or misleading information in the Disclosure of Potential Conflict of Interest Certification. 

Alameda CTC has engaged several advisors to assist in the Project development. Any advisory team 
member is prohibited from participating in any proposer organizations related to this Project, providing 
technical, legal, or financial advice to proposers, or directly discussing any aspect of the RFQ and 
procurement process with any proposer. 

Additional Conflict of Interest provisions may be provided in the RFQ document. 
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4.1.6 CM/GC Contractor’s Scope of Work 

The pre-construction services provided by the CM/GC contractor may include tasks such as on-site 
potholing, material sampling, and data collection to support the Design Consultant. These services do 
not involve engineering or design-related activities. 

Before finalizing the main construction services agreement, the CM/GC contractor’s scope includes 
pre-construction services and, if requested by Alameda CTC, certain advance construction work 
packages.  For a sample CM/GC scope of work, please see Appendix H. 

4.1.7 Pre-construction Services Contracts 

4.1.7.1 Pre-Construction Services and Contractor Responsibilities 

The CM/GC contractor will provide Alameda CTC and the Design Consultant with information 
regarding the cost impacts of design and construction sequencing elements on the physical 
construction of the project, including, but not limited to, scheduling, work sequencing, cost estimating, 
constructability, and risk identification/analysis. Under the pre-construction services contract, the 
CM/GC contractor may provide consulting services during both preliminary and/or final design phases, 
depending on the timing of their procurement. Pre-construction services may include on-site material 
sampling and data collection to assist the Design Consultant in their design work. 

Once awarded the pre-construction services contract, the CM/GC contractor becomes a member of 
the PDT and can perform a variety of pre-construction services as directed by the Alameda CTC. 

The following is an overview of the typical activities required in the CM/GC pre-construction phase and 
included in the pre-construction services contract: 

 Providing input on scheduling, work sequencing, cost estimating, constructability, and risk 
identification/analysis. 

 Offering consulting services during the preliminary and/or final design phases. 

 Conducting on-site material sampling and data collection to assist with design work. 

 Assisting in various pre-construction activities as directed by Alameda CTC. 

4.1.7.2 CM/GC Project Delivery Process 

The following is the standard process for the Alameda CTC for the CM/GC pre-construction phase. 

4.1.7.2.1 Project Kickoff Meeting and Partnering Workshop 

The CM/GC contractor’s pre-construction services will normally commence with a Project Kickoff 
Meeting and Partnering Workshop.  

The objectives of the kickoff meeting and workshop are to ensure a clear understanding of the project, 
including its purposes, scope, schedule, constraints, risks, opportunities, innovations, and current status. 
Additionally, these meetings aim to foster trust and respect among team members, establish effective 
lines of communication, and confirm the roles and responsibilities of all participants.  

4.1.7.2.2 Prepare Risk Management Plan/Risk Register 

Alameda CTC will convene the CM/GC Contractor, CMT and Independent Cost Estimator to review 
and discuss project risks and management strategies in depth. The goal of this meeting is to gather the 
necessary information to develop a comprehensive initial Risk Register and Risk Management Plan. 
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The Risk Register will identify potential project risks, which may include issues related to cost, schedule, 
public acceptance, engineering, field conditions, permitting, regulations, safety, and utilities. The 
register will include a matrix that details each risk, its potential level and impact on cost and schedule, 
the party responsible for managing the risk, and potential mitigation strategies. 

The Risk Register and Management Plan will be actively maintained and updated by the CM/GC 
contractor throughout the pre-construction phase with input from the entire project team. As the 
project progresses into the construction phase, Alameda CTC may choose to transfer ownership of the 
Risk Register and Management Plan, in whole or in part, to the CM/GC contractor.  

4.1.7.2.3 Prepare Cost Model 

The CM/GC contractor will prepare a Project Cost Model based on their understanding and input from 
the project team. This Cost Model, an open and transparent document, details the CM/GC 
contractor’s breakdown of project elements, bid items, and pricing assumptions. It assists the 
Independent Cost Estimator in developing their estimate and establishes a basis for cost accounting, 
facilitating comparisons with the Final Price Proposal, the Independent Cost Estimator’s estimate, and 
the Design Consultant’s Engineer’s Estimate. 

The Cost Model includes the contractor’s costs related to labor, materials, equipment, and 
subcontractors, based on anticipated construction methods and production rates. It also covers 
management costs, home and field office expenses, direct costs, mobilization, markups, wastage, 
profit, and risk allowances as per the Risk Register. 

Preparation of the Cost Model begins with a workshop and is continuously maintained by the CM/GC 
contractor. It is reviewed by the project team prior to each Opinion of Probable Construction Cost 
(OPCC) submittal and the Final Price Proposal submission. This process ensures alignment between the 
OPCC/Final Price Proposal, the Independent Cost Estimator’s estimate, and the Design Consultant’s 
Engineer’s Estimate, promoting transparency and accuracy in cost projections.  

4.1.7.2.4 Design Development and Reviews 

The Design Consultant will conduct a joint review of the preliminary design and any California 
Environmental Quality Act (CEQA)/National Environmental Policy Act (NEPA)-related conditions when 
the CM/GC contractor begins its pre-construction services. With input from the CM/GC contractor, the 
Design Consultant will develop a baseline design and Engineer's Estimate. They will discuss cost, 
constructability, construction staging/phasing, and work sequencing/work packages, which may 
include both pre-construction tasks like utility investigation and final construction work. All innovative 
concepts will be documented with reasons for acceptance or rejection. 

The draft 95% design will be reviewed by Alameda CTC, the ICE, and the CM/GC contractor. A Design 
Review Workshop, facilitated by the Design Consultant for design and the CM/GC contractor for risk 
review, will include discussions on project goals, scope, constructability, potential improvements, design 
assumptions, risk impacts, and mitigation strategies. 

After addressing all comments, the Design Consultant will finalize the 95% design as the project baseline, 
and the CM/GC contractor will update the Risk Register. As design progresses, the Design Consultant 
will document, evaluate, and respond to the CM/GC contractor’s input on various aspects such as 
design innovation, construction phasing, constructability, and risk management. The Design Consultant 
will also handle design approval, permitting, preparation of agreements, utility coordination, R/W 
documents, acquisition support, and the preparation of the Engineer’s Estimate.  
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4.1.7.2.5 Innovation Management 

The CM/GC contractor will be responsible for identifying, proposing, and tracking challenges and 
opportunities for innovations during both the pre-construction and construction phases. These activities 
will be documented in either the Risk Register or Innovation Register (see Appendix I). The contractor will 
collaborate with the Alameda CTC and the Design Consultant to establish criteria for evaluating 
innovative ideas based on cost, schedule, and risk mitigation considerations. 

The contractor will maintain an Innovation Register that details each innovation idea, the proposer, and 
the associated benefits such as cost savings, value, schedule improvements, and risk reduction. This 
register will track accepted ideas that are incorporated into the final design and provide justifications 
for any rejected ideas. The contractor will update and submit the Innovation Register with each major 
design submittal. 

During the pre-construction services, the contractor must ensure that all valid innovation ideas are 
incorporated into the design phase to maximize project benefits. Discussions and implementations of 
these ideas should not be deferred to the construction phase as Contractor Request for Innovation 
Proposal or Value Engineering Change Proposal. By integrating these innovations early, the project 
team can enhance efficiency, reduce costs, and mitigate risks effectively. 

Additionally, the contractor may employ the following innovative management strategies for a CM/GC 
contract: 

 Collaborative Workshops: Conduct regular workshops with all stakeholders, including 
subcontractors and suppliers, to brainstorm innovative solutions and assess their feasibility. This 
ensures that diverse perspectives are considered, leading to more comprehensive and 
practical innovation strategies. 

 Technology Integration: Utilize advanced project management software and modeling to 
facilitate real-time collaboration and information sharing among team members. This can help 
identify potential issues early and streamline the decision-making process. 

 Pilot Programs: Implement pilot programs for innovative construction techniques or materials. By 
testing these on a smaller scale before full deployment, the project team can assess their 
effectiveness and make necessary adjustments. 

 Value Engineering (VE) Sessions: Conduct formal VE sessions at key design milestones. These 
sessions involve cross-functional teams that analyze the project design and propose alternative 
solutions to enhance value without compromising quality. 

 Sustainability Focus: Integrate sustainability goals into the innovation management process. 
Encourage ideas that promote environmental stewardship, such as using sustainable materials, 
reducing waste, and improving energy efficiency. 

 Continuous Improvement: Establish a continuous improvement framework where lessons 
learned from ongoing and completed projects are documented and shared. This helps in 
refining the innovation process and applying successful strategies to future projects. 

 Stakeholder Engagement: Actively engage with community stakeholders to gather input and 
feedback on proposed innovations. This ensures that the project aligns with public expectations 
and gains broader support. 

 Training and Development: Provide training programs for project team members on the latest 
construction technologies and innovative practices. This enhances their skills and equips them 
to contribute effectively to the innovation process. 



 

 

 Alameda CTC Construction Management & Administration Guide 

Version 2.0           Page 24| 41 

By implementing these strategies, the CM/GC contractor can effectively manage and leverage 
innovations to achieve project success while optimizing costs, schedule, and quality. 

4.1.7.2.6 Risk Workshop 

Following the Design Review Workshop for the CM/GC contract, the project team will convene a Risk 
Workshop. This session is essential for identifying, assessing, and developing strategies to mitigate 
potential risks that could impact the project's success. The primary aim is to manage uncertainties 
effectively, control costs, and maintain the project schedule by identifying potential risks early on. 

The workshop begins with an introduction and outline of its objectives, emphasizing the importance of 
proactive risk management. Participants will be introduced, and their roles within the project will be 
clarified. This is followed by a recap of the Design Review Workshop outcomes, a presentation on the 
current project status, including key milestones and deliverables, and an overview of the project's goals, 
scope, schedule, and budget constraints. 

Participants will engage in a brainstorming session to identify potential risks across various project 
aspects such as cost, schedule, public acceptance, engineering, field conditions, permitting, 
regulations, safety, and utilities. Tools like SWOT analysis will facilitate comprehensive risk identification, 
with all identified risks documented in a preliminary Risk Register. 

The identified risks will then be categorized based on their sources and potential impact areas, with 
each risk assessed for its likelihood and potential impact on the project’s objectives. Risk assessment 
matrices will help prioritize risks based on severity and probability.  

Group discussions will follow to develop effective mitigation strategies for high-priority risks, identifying risk 
owners responsible for managing specific risks. Innovative approaches and best practices will be 
explored to mitigate identified risks. The discussion will also focus on integrating these risks and mitigation 
strategies into the project’s Risk Management Plan, updating the Risk Register with detailed mitigation 
plans, responsible parties, and timelines, and coordinating with the Design Consultant to incorporate 
these measures into the project design and construction plans. 

The workshop will conclude with a summary of key outcomes, assignment of action items, and 
responsibilities for further risk management activities. A schedule for regular risk review meetings and 
updates will be established to ensure continuous risk management. 

This Risk Workshop aims to produce a well-documented and actionable Risk Register and Risk 
Management Plan. These documents will serve as living tools throughout the project, regularly updated 
to reflect new risks and evolving strategies. The collaborative effort will enhance the project team’s 
ability to manage uncertainties and ensure the project’s successful delivery. Continuous risk 
management is crucial in the CM/GC approach. The workshop is just the beginning, with ongoing risk 
assessments and adjustments necessary as the project progresses. Open communication and regular 
updates will enable the project team to address risks promptly and efficiently, keeping the project on 
track and within budget. 

Through this Risk Workshop, the project team will establish a strong foundation for managing risks, 
leveraging the collaborative strengths of the CM/GC method to navigate challenges and capitalize on 
opportunities throughout the project's lifecycle. 

4.1.7.2.7 Develop and Submit Cost Estimates and Schedule 

The Independent Cost Estimator and the CM/GC contractor will each independently prepare a 
detailed, production-based cost estimate and construction schedule using the 95% baseline plans 
developed by the Design Consultant, the Risk Register, and the construction schedule created by the 
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CM/GC contractor. Meanwhile, the Design Consultant will independently prepare an EE based on 
contract bid items and adjusted market rates tailored to the specific project conditions. 

All three estimates—the Independent Cost Estimators’, the CM/GC contractor’s, and the Design 
Consultant's—will be submitted separately to the Alameda CTC. Following this, the Independent Cost 
Estimator will create a variance report that identifies any significant discrepancies (typically 10% or 
more) between the estimates provided by the Design Consultant, Independent Cost Estimator, and the 
CM/GC contractor. This variance report will detail major cost items, aligning with the item list previously 
identified in the Project Cost Model. 

This process ensures a thorough and transparent review of cost estimates, allowing for adjustments and 
alignment before the final project budget is set. The independent preparation and subsequent 
comparison of estimates by the Independent Cost Estimator, CM/GC contractor, and Design 
Consultant help mitigate risks associated with cost overruns and ensure the project remains within 
budgetary constraints. Additionally, these practices promote accountability and accuracy in cost 
forecasting, which are critical for the successful management and execution of complex construction 
projects. 

4.1.7.2.8 Price Reconciliation Meeting 

After the estimates are submitted, based on the 95% plans, the Alameda CTC, the CM/GC contractor, 
the Independent Cost Estimator, and the Design Consultant will participate in a Price Reconciliation 
Meeting.  

The purpose of the meeting is to review the adopted assumptions and reconcile the CM/GC 
contractor’s OPCC with the estimate developed by the Independent Cost Estimator. During the 
meeting, the CM/GC contractor and the Independent Cost Estimator will explain and justify their pricing 
assumptions and risk allocations that inform their OPCC or estimate. The Design Consultant will attend as 
an observer to gain insights into project costs and risks, which will help refine the project design. 
However, the Design Consultant will not engage in active pricing discussions or disclose the Engineer’s 
Estimate. 

4.1.7.2.9 Adjust Cost Model, Schedule, and Pricing 

Following the Price Reconciliation Meeting, Alameda CTC and the CM/GC Contractor will meet to 
agree on any necessary changes to the pricing assumptions. The CM/GC contractor will then update 
the Project Cost Model and schedule to reflect these agreed-upon changes. The revised OPCC will be 
submitted for concurrence, and upon approval from the Alameda CTC, it will become the Project 
Baseline Construction Cost. All changes will be documented accordingly. Similarly, the Independent 
Cost Estimator’s estimate and the Engineer’s Estimate will also be updated to reflect the agreed 
adjustments. 

4.1.7.2.10 Subsequent OPCCs 

As the design progresses, the pricing, estimating, and reconciliation processes used for the 95% design 
milestone will be repeated at the 100% and Final design milestones. If there are significant changes in 
design, scope, or market conditions, additional interim updates may be prepared. This approach allows 
Alameda CTC to closely monitor the project's cost and schedule as the design develops, minimizing the 
likelihood of unexpected significant changes. If Alameda CTC and the CM/GC Contractor cannot 
reconcile the OPCC with the Independent Cost Estimator’s estimate, this process provides an early 
opportunity for the Alameda CTC to take necessary actions to keep the project on track and within 
budget. 
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4.1.8 Work Packages 

Among the benefits of the CM/GC procurement method is the flexibility for construction of a given 
project to be broken into multiple work packages under certain circumstances. Certain advance work 
items may be allowed to proceed before the final design is complete or all approvals have been 
obtained, thereby shortening the project schedule and likely reducing costs. 

Each work package must be a discrete and independent element or phase of construction that does 
not commit the Alameda CTC to retaining the CM/GC Contractor to construct other phases of the 
Project unless there is already an agreement on the Final Price Proposal and executed agreement for 
construction of the entire project. Prior to awarding an early work package, Alameda CTC may require 
the CM/GC Contractor to update the OPCC to verify that the project stays within the planned budget. 

Each construction work package must undergo review and be awarded following the Price Analysis 
Process.  As such, a single package can be more efficient as it minimizes the review and approval 
effort. It also provides the benefit that the Final Price Proposal covers the entire project, and not just part 
of the project and therefore allows Alameda CTC to determine if the total construction cost is within the 
overall project construction budget.  

As previously stated, early work packages have the potential to shorten the project schedule. These 
packages will cover a defined scope that is part of the overall project construction scope of work. Such 
packages may include utility relocation, clear and grub, tree trimming, demolition, removal of known 
hazardous materials, staging area preparation, procurement of long-lead items or items subject to 
unusual price changes, detail and shop drawing preparation of complex project elements, and similar 
items. The scoping and timing of possible work packages will be determined during the pre-construction 
phase. Early work packages will only proceed when it benefits the Project and will not be used to 
circumvent Federal contracting rules.  

Field investigative work performed by the CM/GC contractor to assist the Design Consultant is 
considered part of the CM/GC contractor’s pre-construction services. 

4.1.9 Price Analysis Process 

When the design is 100% complete, the CM/GC Contractor will submit a Final Project Price Proposal to 
Alameda CTC for analysis, following the process outlined in Figure 2. This proposal will be valid for a set 
period to allow Alameda CTC sufficient time to review, negotiate, and finalize an agreement. Alameda 
CTC will compare the submitted price against the Independent Cost Estimator  estimate and the 
Engineer’s Estimate. If necessary, a Price Reconciliation Meeting will be held to discuss significant 
differences between the proposals and estimates, though the estimates themselves will not be disclosed 
to the contractor. Alameda CTC may request a revised Final Project Price Proposal, repeating the 
process as needed until an agreement is reached or Alameda CTC decides to terminate discussions. If 
terminated, the project will be publicly advertised in the DBB method, and the CM/GC contractor will 
be excluded from submitting or participating in any bid for the project. The process is illustrated below. 
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Figure 2 

 

Contingency is included in every contractor’s bid or cost proposal, reflecting their understanding of 
known or perceived risks at the time of preparation. Higher contingencies indicate higher perceived 
risks, while lower contingencies indicate lower perceived risks. The CM/GC method allows Alameda CTC 
and the CM/GC Contractor to collaborate on understanding, managing, mitigating, and assigning risks, 
which should be reflected in the contractor’s price proposal. 

Contingency amounts will be based on the Risk Register and the cost and schedule impacts of 
identified risks. Risk monetization can be based on engineering estimates, and for complex cases, 
methods like the Monte Carlo simulation may be used. The cost of supplemental work should be added 
to the agreed-upon price, including contingency, to determine the total construction cost. 

Once a price agreement is reached, Alameda CTC will finalize the Plans and Specifications Package 
and ensure all outstanding R/W approvals and permits are completed. 

If the Price Proposal is more than 10% higher or lower than the Independent Cost Estimator’s estimate, 
the project team must provide justification in the recommendation to award memorandum. If the Price 
Proposal is within 10% of the Independent Cost Estimator’s independent estimate and the available 
project budget, no justification is required. 

The Alameda CTC will approve the award of the construction contract to the CM/GC contractor. The 
contract will then be executed following Alameda CTC’s contracting processes.  Funding requirements 
may alter the approval process outlined in this section. 
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4.1.10 Progress Report 

After a project is completed using the CM/GC method, Alameda CTC shall prepare a progress report 
for the Commission in compliance with Public Contract Code Section 6974. The progress report must 
include the following information: 

 A description of the project 

 The name of the entity awarded the project 

 The estimated and actual costs of the project 

 The estimated and actual schedule for project completion 

 A description of any written protests concerning any aspect of the solicitation, bid, proposal, or 
award of the project, including the resolution of the protests 

 An assessment of the prequalification process and criteria as required by the PCC 

 A description of the method used to evaluate the bid or proposal, including the weighting of 
each factor and an assessment of the impact of this requirement on the project 

 A description of any challenges or unexpected problems that arose during the construction of 
the project, including the solutions that were considered and implemented to address those 
challenges and problems 

 Recommendations to improve the CM/GC method 

5. Construction Phase 
The CMT shall adhere to the rules and regulations listed in LAPM Chapter 16, Administer Construction 
Contracts, as applicable, and the Caltrans Construction Manual. 

5.1 General 
During the construction phase, Alameda CTC's responsibilities under the construction contract will be 
administered and/or monitored primarily by the CMT. The RE shall develop a construction team 
communication plan to ensure stakeholders are kept informed and issues are addressed in a timely 
manner. 

Partnering is encouraged, whether formal or informal, on all projects. Formal partnering can be most 
effective on large or complex projects that require the careful coordination of construction activities 
between groups of stakeholders, with potentially competing goals and objectives, to obtain the project 
results desired. If formal partnering is employed on a project, all partnering costs are shared equally 
between Alameda CTC and the contractor. The Alameda CTC PM will determine if formal partnering is 
warranted. 

5.2 Project Safety 
All employees working on Alameda CTC construction projects and visitors must comply with 
occupational safety and health standards established by federal and state laws. These laws require all 
employers to provide a safe place of employment, reasonably free from danger to life or health, and to 
maintain a written Injury and Illness Prevention Program (IIPP). 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch16.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch16.pdf
https://dot.ca.gov/programs/construction/construction-manual
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FHWA requirements and the contract’s Special Provisions establish compliance with safety regulations 
as a contract requirement. Employers must enforce compliance with all safety regulations and Special 
Provisions through the use of administrative procedures. 

The prime contractor’s IIPP and construction Code of Safe Practices (COSP) define standard safety 
practices for construction activities and operations. Subcontractors generally follow the prime 
contractor’s IIPP and COSP unless the subcontractor’s IIPP and COSP are more stringent, in which case 
the subcontractor must follow its own IIPP and COSP.  

The contractor is responsible for project field safety. While the RE is not the primary field safety 
representative, the RE verifies that the contractor has an IIPP and COSP for the project. The RE shall 
conduct occasional field review safety audits and interviews with on-site contractor personnel to ensure 
that safe practices are adhered to and that the contractor is following its project COSP and applicable 
California Occupational Safety and Health Administration (Cal/OSHA) regulations.  

The RE shall also develop a project-specific CM COSP that defines the standard safety practices for the 
CM firm employees and subconsultants involved with the inspection of construction activities and 
operations. Alameda CTC staff, visitors, and guests to the project site must be aware of and comply 
with the appropriate project IIPP and COSP. The RE is responsible for ensuring that the CM firm staff, 
Alameda CTC staff, visitors, and guests comply with the IIPP and COSP and that all receive the 
necessary training in project safety issues prior to visiting the construction site.  

All site staff and visitors will be required to use appropriate Personnel Protective Equipment while on the 
project site. At a minimum, this Personnel Protective Equipment shall include American National 
Standards Institute (ANSI) standard type II, Class G or E Hard Hat, Class 2 or 3 Reflective Safety Vests, 
appropriate footwear, and other task-specific Personnel Protective Equipment as determined by the RE 
and as defined in the Caltrans COSP Chapter 2.3 (October 2021). 

At a minimum, safety meetings will be held for the CMT staff every 10 working days. However, safety 
should be discussed at all meetings, including weekly project construction meetings and pre-operation 
meetings.    

Work within UP or BART right-of-way will require applicable Railroad Worker Protection Training. Other 
safety training, as applicable, will be determined on a project-by-project basis and may include but is 
not limited to Fall Protection Training, Confined Space Training, and Respirator Training. 

Additional information related to project safety protocols and requirements are to be followed as 
defined in the Caltrans Construction Manual, Chapter 2, Safety and Traffic. 

5.3 Construction Progress Meetings 
The CMT will conduct weekly Construction Progress Meetings with the contractor, Alameda CTC PM, 
and affected agency/jurisdiction representative, as appropriate. Other members of the project team 
will be included on an as-needed basis. The objective of these meetings is to keep the project on track 
by reviewing the schedule, coordinating upcoming work, updating the status of submittals and requests 
for information (RFIs), and resolving issues as quickly and economically as possible. 

5.4 Progress Payments and Reporting 
The contractor shall submit a request for payment with all supporting documentation on a monthly 
basis. Upon review, verification, and approval, the RE will prepare and submit a construction Progress 
Payment Estimate (PPE) request and RE checklist to the Alameda CTC Construction Contract 
Administrator in the format shown in Appendix C for approval. The RE shall submit the construction PPE 

https://dot.ca.gov/-/media/dot-media/programs/construction/documents/construction-safety-and-insurance/safety-traffic/102021-cosp-a11y.pdf
https://dot.ca.gov/programs/construction/construction-manual/section-2-1-safety
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to the Construction Contract Administrator within five working days of an approved request for 
payment from the contractor.  

The PPE will identify all work performed during the current period, the previously paid amount, and the 
total paid to date. The PPE will also include the segregation of contract item work paid, change order 
work paid, materials on hand payment, deductions, and retentions. Alameda CTC will withhold 5% of all 
progress payments as retention.  

Unless otherwise specified in the contract, upon the RE’s determination that the contractor’s PPE 
request is complete, Alameda CTC shall issue payment within 30 days. 

The RE will prepare and submit a monthly status report to the Alameda CTC Construction Contract 
Administrator. The report will include:  

1. Status of the construction contract and work completed 

2. Anticipated major activities in the month ahead 

3. Contract Change Order (CCO) status for all approved and pending CCOs, including approved 
CCO cost, anticipated CCO cost for pending change orders, and any contract time impact as 
a result of the change order 

4. Status of the project budget 

5. Status of contract time 

6. Risk Register status/update 

Refer to Appendix C for a report sample. 

5.5 Contract Change Orders 
Requests to modify the construction contract may be made by either the contractor or Alameda CTC 
based on the receipt or discovery of information that changes the scope, price, schedule, level of 
performance, or any other facet of the contract. Alameda CTC contract changes originator is the RE or 
the EOR. 

The RE will be responsible for reviewing all contract change requests and, in consultation with EOR and 
the Alameda CTC Construction Contract Administrator, determine if a CCO is required. 

All CCOs will be issued or negotiated in compliance with the contract specifications. After a successful 
negotiation and the cost of the change is established, the change must be incorporated into the 
contract by issuing a CCO. The RE will submit, with each CCO, a change order package to the 
Construction Contract Administrator consisting of the following: 

1. CCO Form 

2. CCO Memorandum, which contains a complete discussion of the issue and its ramifications and 
the type of CCO (negotiated, unit price, or force account) proposed. The memorandum is 
intended for Alameda CTC and its partnering agencies' use and should be sufficiently detailed 
to explain and justify the change such that an auditor should be able to read and 
independently understand the reasons for the work and the reasonableness of the 
compensation and time adjustments. The EOR shall concur with the CCO Memorandum if 
required.  

3. Engineer’s ICE 

4. Contract Financial Summary 
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5. Change Order Log 

6. External agency approval/concurrence per the agreement (s), if required 

7. Others as required (record of negotiations, force account report, if work done on a force 
account, etc.) 

Only the CCO (including EOR-approved plans, specifications) and ICE can be shared with the 
contractor. 

The EOR will be responsible for obtaining necessary technical concurrences for CCOs, and the RE will be 
responsible for obtaining other necessary concurrences prior to issuing a CCO that may be required 
from funding and/or permitting agencies as defined by any Permits, Licenses, Agreements or 
Certifications (PLAC’s). 

The RE is responsible for preparing an ICE and Time Impact Analysis (TIA) for each CCO and the 
Contract Financial Summary showing the current funding status of the contract, reflecting the impact of 
the current change. The Contract Financial Summary shall include the contract award amount, bid 
quantity variations, the amount of approved CCOs, the amount of anticipated CCOs, Notice of 
Potential Claims forecast, current contingency balance, and forecast total at completion, with and 
without potential risks. 

The Alameda CTC Construction Contract Administrator will review the CCO package and concur with 
the CCO and verify that there is sufficient funding within the construction allotment for the CCO.  

 After obtaining the Construction Contract Administrator's approval, the RE will forward the CCO 
to the contractor for signature. Once the Contractor signs and returns CCO, it will be signed by 
the Construction Contract Administrator/PM and Commission Engineer for full execution, and a 
copy is sent to the contractor and Alameda CTC Finance Department. All change orders will 
follow Alameda CTC’s Commission-approved policy regarding CCO approvals, limits and 
reporting requirements. 

Under certain circumstances, the contract may require a force account or time and material CCO. The 
RE, in consultation with the Construction Contract Administrator, can direct the contractor to proceed 
with work on a force account basis when: · 

 Changed work must start before the scope of work is fully defined or before the value of the 
work can be agreed on.  

 The contractor’s cost proposal exceeds the EOR/RE estimate plus the probable risk estimate for 
the work. 

The RE shall be responsible for the satisfactory control of the authorized force account work. It is 
essential in performing force account work to maintain complete daily records of all labor, material, 
and equipment used in performing the work. It is mandatory that the RE check the daily force account 
records and make certain that the records agree with the contractor’s extra work bills and are 
complete as required. Compensation for force account work shall only be made when all extra work 
bills have been satisfactorily submitted, verified for accuracy, and paired with a daily report by the CMT.  

Refer to Appendix C for templates/forms including a CCO, CCO Memorandum, CCO Log, ICE, and 
Contract Financial Status Summary. 
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5.6 Labor Compliance 
This section presents the guidelines for administering the labor compliance provisions of the contract. 
These guidelines apply to all projects, whether locally, regionally, state, or federally funded. The 
California Labor Code; the Code of Federal Regulations (CFR), Title 29, Part 5; laws of the California DIR, 
FHWA, U.S. Department of Transportation (DOT); the California CFR; and the U.S. Department of Labor 
(DOL) provide the basis for contract administration protocol and the statutory authority to enforce labor 
compliance contract provisions. 

To this end, the CMT will work closely with the Alameda CTC to verify compliance as defined in Caltrans 
Construction Manual Chapter 8, Section 1, Labor Compliance.  

During construction, Alameda CTC is responsible to perform the following labor compliance duties: 

 Discuss requirements at the preconstruction meeting. 
 Document labor on projects. 
 Verify that change order bills match certified payrolls. 
 Conduct employee interviews. 
 Collect certified payrolls. 
 Review employee interviews and cross check them with certified payrolls. 
 Provide recommendations on project withholding for missing or inadequate payrolls. 
 Forward labor compliance complaints to the Alameda CTC Construction Contract 

Administrator. 
 Issue correspondence as necessary to the contractor with input from the Alameda CTC 

Construction Contract Administrator. 

The Alameda CTC will perform the following labor compliance duties: 

 Submit PWC-100 form to DIR. 
 Attend Pre-Construction Conference.  
 Approve recommendations on project withholding for missing or inadequate payrolls. 
 Assist CMT with processing labor compliance complaints. 
 Represent Alameda CTC for labor compliance hearings or court proceedings. 

5.7 Equal Employment Opportunity Construction Administration 
California requirements for public works contractors on the subjects of non-discrimination and EEO are 
located in Title VI of the Civil Rights Act of 1964; California Government Code, Section 12990; Title 2 of 
the regulations of the Fair Employment and Housing Commission; and California Code of Regulations, 
Sections 11105 and 11122. 

Sections 7-1.02I (2), Nondiscrimination, and 7-1.11B, FHWA-1273, of the Standard Specifications and in 
the required federal contract provisions of the specifications call the contractor’s attention to these and 
other requirements. Under the terms of the contract, the contractor is responsible for its subcontractors’ 
compliance. 

The RE will be responsible for verifying that the contractor has posted appropriate EEO jobsite posters, 
monitoring any required Federal Aid Training Provisions, reviewing annual Federal Aid Highway 
Construction Annual EEO reports, and taking necessary actions for non-conformance as indicated in 
the contract documents and Caltrans Construction Manual Chapter 8, Section 8-2 Equal Employment 
Opportunity.  

https://dot.ca.gov/programs/construction/construction-manual/section-8-1-labor-compliance
https://dot.ca.gov/programs/construction/construction-manual/section-8-2-eeo
https://dot.ca.gov/programs/construction/construction-manual/section-8-2-eeo
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5.8 Disadvantaged Business Enterprise/Local Business Contract Equity Program 
The RE shall review the commitment forms with inspection staff before work begins to ensure that field 
staff knows who will be performing DBE or LBE/SLBE contract work. If the commitment form has not been 
provided in the award package or is incomplete, the RE must contact the Alameda CTC Construction 
Contract Administrator and DBELO/LBCELO. Alameda CTC is required by federal and state regulations 
to monitor worksites to ensure work committed to a DBE or LBE/SLBE is being performed by the 
respective firms and ensuring a commercially useful function. For federally funded projects, the RE must 
certify in writing that a field review of DBE records occurred, and the worksite was monitored by the 
CMT. Monitoring and enforcement requirements are further detailed in the Caltrans Construction 
Manual Chapter 8, Section 304 Activities During Construction.  

5.9 Resolution of Disputes During Construction  
5.9.1 Disputes and Claim Management 

It is Alameda CTC's policy to resolve disputes promptly and avoids claims. The following steps should be 
taken for claim prevention and avoidance:  

1. Perform constructability reviews of project plans at 65% and 95% design to identify issues that could 
lead to disputes/potential claims during construction. The Alameda CTC PM should ensure that the 
RE and CMT members participate in the constructability reviews and all of the construction risks are 
captured in the Risk Register. 

2. During the Pre-Construction Conference, the RE will set the tone and make the point that Alameda 
CTC is interested in resolving disputes and changes efficiently and promptly at the lowest possible 
level in accordance with the contract.    

3. To minimize the Alameda CTC’s exposure to disputes, the RE and inspection staff need to consider 
the following guidelines: 

 Keep accurate records (daily diaries) to provide a firm defense for incomplete or frivolous 
claims.  

 Administer the contract fairly and consistently and address changes and extra work that will 
minimize the impact on the schedule. The cumulative effect of a large number of changes may 
lead to delay or disruption, or a loss of productivity claim. 

 Avoid or at least minimize interference with the contractor's work plan and sequence.  
 Look for issues that could impair the contractor and attempt to resolve them before they cause 

a problem. 
 When possible, do not follow the contractor’s work. The inspection staff needs to be proactive 

and be ahead of the contractor in an effort to identify potential issues before they arise. 
 Be alert to potential claims through the following actions: 

− References in correspondence to events that could be a later claim 
− Comments of contractor personnel 
− Evidence of unusual record keeping by Contractor 
− The tone of the contractor's correspondence and behavior of subcontractors 

 Promptly answer in writing and properly cross-reference correspondence relating to RFIs, 
disputes, or potential claim records. Acknowledge receipt for further study if no immediate 
answer is available. 

 Become thoroughly familiar with the contractor's schedule and document any known reason for 
non-compliance, i.e., late deliveries of materials or delays of any kind. They can be used as 
concurrent issues in any delay claim. 

https://dot.ca.gov/programs/construction/construction-manual/section-8-3-dbe-and-dvbe
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 If the contractor is not the cause of delay, determine if the contractor's activities could be 
shifted to another area, away from critical path activities and if so, determine the additional 
time it would take to do so. 

 Evaluate the impact on the critical path with the scheduler, if any. 
 Question the contractor during the weekly progress meetings to document and bring any 

disputes or claims to the surface. 
 Monitor the timeliness of Alameda CTC responses to submittals, RFIs, etc. 

The RE is Alameda CTC's first line of defense in managing its exposure to claims. The RE must, whenever 
possible, try to resolve the disputes equitably with the contractor. The RE should attempt to negotiate a 
resolution to potential claims before they become formal claims by taking the following steps: 

 Research the potential claim and gather all related documents that could be the basis of the 
potential claim and determine the merit of the contractor’s position. 

 If necessary, set up a conference with the contractor to fully understand the contractor's 
position.  

 Monitor the timeliness of responses in accordance with the contract. 

5.9.2 Potential Claim Process 

It is the contractor's responsibility to file a formal notice of potential claim in accordance with the 
contract provisions. Upon receipt of the formal claim notice, the RE and RE’s staff must: 

 Advise the Construction Contract Administrator of the potential claim and create a separate 
claim file. All pertinent information must be included in the file consistent with the Contract's filing 
system. 

 Use a potential claim log to track Potential Claim Record submission and response dates. 
 Respond to the potential claim in timelines identified in the contract provisions.  It is critical for 

the RE to track timelines of receipt and responses.   
 Provide responses in accordance with the contract terms. 
 Continue fact-finding meetings with the contractor and explore options for claim 

mitigation/resolution; however, always respond within the timelines in the contract.   

The RE shall gather all relevant information on the dispute or disagreement that would allow 
Alameda CTC to defend the claim to a third party or in court. This information may include: 

 History of facts leading to the dispute (fact sheet) 
 Schedule and schedule updates, including a detailed analysis of the CPM schedule when the 

conditions leading to the dispute arose and any subsequent schedule developments 
 Correspondence to and from the RE/EOR/consultants 
 Minutes of meetings 
 Internal memos 
 Records of telephone conversations 
 Inspector reports 
 Extracts from diaries 
 Daily labor and equipment records 
 Photographs and video recordings, including a record of the date, and time, of photographs 
 Internal reports of any significance 
 Relevant logs (e.g., submittal, RFI, etc.) and documents 

Respond promptly and in writing to a notice of claim, even if the letter is only an acknowledgment of 
receipt with determination to follow. Keep the claim file until the close of the contract, even if the claim 
does not materialize. The RE and Construction Contract Administrator should be prepared to participate 



 

 

 Alameda CTC Construction Management & Administration Guide 

Version 2.0           Page 35| 41 

in formal Alternative Dispute Resolution (e.g., Dispute Resolution Advisor (DRA) or Dispute Resolution 
Board (DRB) process) should the potential claim’s mitigation efforts fail to result in an agreement with 
the contractor. When directed by the Construction Contract Administrator, the RE will: 

 Organize the first claims conference with a team of Alameda CTC representatives who the 
Commission Engineer selects. 

 Develop required position papers for the DRB. The position paper will be reviewed by the 
Alameda CTC Construction Contract Administrator and Commission Engineer before submission 
to the DRB. 

 Develop a presentation for the DRB and present a mock argument to the Alameda CTC 
Construction Contractor Administrator. 

 Submit the position paper to the DRA/DRB in accordance with the contract provisions. 
 Review contractor’s position paper and understand the contractor’s position. 
 Provide oral arguments to the DRA/DRB. 
 Review DRA/DRB findings and discuss them with the Alameda CTC Construction Contract 

Administrator. 
 Be prepared to participate as a member of the claims team and provide whatever information 

may be required for the assessment and negotiation phase. The RE must provide first-hand 
knowledge of the existing field conditions that may have led to the current situation. 

During the dispute resolution process, the RE needs to ensure that the work progresses without undue 
influence from the dispute. The resolution effort must be kept separate from the ongoing work. 

5.9.3 Contract Schedule Disputes/Delay Claims 

Delay claims can be very complex and typically require specialized assistance to achieve resolution. 
They can include delay costs, extended overhead costs, and acceleration costs. It is not unusual to see 
several types of costs combined in a single delay claim as a total cost claim.  
 
To minimize the potential for schedule disputes, the RE must do the following: 

 Hold the preconstruction scheduling conference with the contractor. 
 Obtain an approved baseline schedule prior to allowing work to begin. Contract provisions 

require baseline approval before starting work, but working days may still begin.   
 During the review of the baseline schedule, ensure work sequences are clear, logical, and 

durations are reasonable and in accordance with the contract provisions. 
 Verify the baseline schedule includes appropriate durations and logic for Alameda CTC and 

other third-party activities.   
 Monthly updates and narratives are submitted contemporaneously and in accordance with the 

contract provisions. The RE should hold required retention and/or liquidated damages if the 
contractor does not submit updates in accordance with the contract provisions.  

 Assure owner float activities are accurately identified and float is identified in the schedule on 
each update.  

 Any change to future logic/sequencing or durations for the critical path or near critical path 
work shall not be incorporated within an approved TIA.   

The RE must recognize circumstances that may lead to delay or acceleration claims and take 
preventative steps. The RE should consider/analyze the following: 

 Has the Contractor changed the construction sequence versus what was planned in the 
schedule? 

 If the sequence was changed, was Alameda CTC notified? 
 Is the claimed issue affecting the critical path, or is the contractor's action leading to this end? 
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 Does the existing schedule give any indication of the contractor being able to work around the 
issue? If so, could the float be used?  

 Is the contractor experiencing subcontractor problems and/or equipment performance 
problems? 

 Is the contractor experiencing material delays and shipping problems? 
 Has there been a change in personnel? Continuous monitoring of staffing before and after the 

potential claim is important. 
 Are any contractor resources idle because of the potential claim, and if yes, could they be used 

elsewhere? 
 Is the disputed work item(s) receiving the same attention and level of activity as before by the 

contractor? 
 Is any equipment sitting idle, and would it have been used had there been no dispute? 

The RE and scheduler should evaluate all options for mitigative efforts for owner-caused delays, 
including use of owner float, directed acceleration, and resequencing of work activities. 

5.9.4 Claim Resolution 

In the event that a dispute during construction becomes a claim, the RE will work with the 
Alameda CTC Construction Contract Administrator and Legal Counsel as directed. As discussed 
previously, proper documentation efforts and preparation during construction will be important for a 
detailed claim response. The RE should prepare a draft response letter for review by the Construction 
Contract Administrator and Commission Engineer. Legal Counsel shall be apprised and involved in the 
strategy for response and resolution. 

A fully executed change order is considered the claim settlement agreement for claims settled. The 
change order must be written in sufficient detail to clearly describe the claims being settled, 
adjustments in contract time, disposition of liquidated damages, and compensation amount. The 
change order memorandum must refer to the approved claim settlement request memorandum. The 
claim settlement request memorandum is an internal, confidential document protected under attorney-
client communication privilege and must not be given to the contractor or included in the project files. 
The original claim settlement request memorandum with signatures will be kept by Legal Counsel. The 
RE and Construction Contract Administrator must delete or destroy all other drafts and copies of claim 
settlement request memoranda and should not substitute a change order memorandum for a claim 
settlement request memorandum. It is critical during the claims process to ensure proper confidential 
communications between Alameda CTC staff, Legal Counsel, and the CMT. 

5.10 Authorized Budget Amount Increases 
5.10.1 Construction Capital 

The CMT will be responsible for maintaining records of the actual or expected costs of all approved, 
pending, and potential CCOs and all potential claims and trend information to forecast potential 
overruns in budget or schedule. The construction contract budget will include: 

 Contract bid items 

 Supplemental work items 

 Project contingency funds 

 Agency furnished materials 
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On a monthly basis, the CMT will report to the Alameda CTC Construction Contract Administrator the 
expected combined cost of these items and the base contract with an updated Risk Register on a 
contract financial status Summary sheet. Refer to Appendix C for sample Risk Register and Contract 
Financial Status Summary templates.  

The RE is responsible for managing the project construction costs within the approved budget. The RE 
must track project expenditures, forecast future costs, determine the need for additional funds, and 
immediately notify the Construction Contract Administrator of any apparent funding shortfalls. The RE 
must continuously update the project contingency balance as changes occur and whenever 
additional costs (CCOs and item overruns) are identified. The RE should try to maintain a minimum 5% 
contingency for all remaining work and must not allow work to proceed that would require the 
encumbrance of additional funds before those funds have been approved and added to the contract 
allotment. 

When the RE determines that additional funds are needed, the RE shall consult with the Construction 
Contract Administrator and discuss additional funds and potential alternatives to complete the project 
within budget. If it is determined that the best option is to request additional funds, the RE shall prepare 
a Supplemental Funds Memorandum to request additional funds from the Alameda CTC PM. The memo 
must explain the potential overrun and provide a justification, alternatives, and financial status. The 
memo must clearly explain: 

• Why are additional funds needed? 

• What work will be performed with the additional funds? 

• What alternatives have been considered to mitigate the unforeseen expenses? 

• When are the additional funds needed? 

An assessment of financial status must show that the existing contingency balance will prove insufficient 
to complete the project within the approved contract scope.  

Based on the Supplemental Funds Memorandum, the Alameda CTC PM shall alert Alameda CTC 
management of the potential funding shortfall and required actions and their timing. At the appropriate 
time, the Alameda CTC PM shall prepare a staff report for additional funds from the Alameda CTC 
Commission and/or seek funding from other participating funding partners. Refer to Appendix C for a 
sample Supplemental Funds Memorandum. 

5.10.2 Construction Support 

The Alameda CTC PM is responsible for managing the construction support budget, including CMT and 
Design Support During Construction services. The Alameda CTC PM must track support expenditures, 
forecast future costs, determine the need for additional funds, and immediately notify the Construction 
Contract Administrator of any apparent funding shortfalls. When the PM determines that additional 
support funding is needed, the PM shall consult with the Construction Contract Administrator and 
discuss additional funds and potential alternatives to complete the project within budget. If it is 
determined that the best option is to request additional funds, the PM shall alert Alameda CTC 
management of the need and actions required and, at the appropriate time, follow Alameda CTCs 
procedures to request additional funds from the Alameda CTC Commission and/or other  
funding partners. 

5.11 Construction Staffing 
Based on the size and complexity of the project, the Alameda CTC PM, in conjunction with the CMT PM 
and Construction Contract Administrator, must determine the staffing required to effectively manage 
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the project. Typically, the project CMT will have a CMPM, RE, Assistant RE, OE, and at least one 
inspector. Additional staffing may be necessary for large projects including an SR, scheduler, claims 
support, rail coordinators, utility coordinators, other specialty subject matter experts, and document 
control staff. For smaller projects, some roles may be combined as follows: CMPM/RE and Assistant 
RE/OE/Inspector. 

At the discretion of the Alameda CTC PM, any, or all of the roles on a project may be deemed non-
essential and eliminated or reduced to part-time support. 

5.12 Materials Testing 
Alameda CTC does not have in-house resources for testing and inspection of materials. Provisions of 
such services and requirements of the QAP (see Appendix B) must be arranged prior to advertising a 
project and addressed appropriately in the construction documents. The current Alameda CTC QAP 
has been approved by Caltrans and is valid for five years after approval.  

All testing shall be performed by certified testers (as applicable for ASTM, ACI, CTM, etc.), and labs shall 
have current certifications.   All testing results shall be reviewed by the CMT, signed, logged into 
searchable and traceable electronic form, and saved in appropriate contract file categories.  Any 
failing test results will require documentation indicating corrective action.    

5.13 Surveying/Construction Staking 
Construction staking should be performed in accordance with the California Surveys Manual 
Chapter 12. Depending on the specific contract requirements, construction staking may be performed 
by the contractor’s professional land surveyor or may be provided under the CMT contract. In either 
case, the construction staking must be performed under the supervision of a professional land surveyor 
and performed in accordance with the Caltrans Surveys Manual. In the event that staking is performed 
under the construction contract, the CMT should include resources to perform the necessary quality 
assurance (QA) survey. A critical component of the QA survey will be the verification of established 
survey control at the beginning of the project.   

The EOR will be responsible for providing all survey files in both digital and hardcopy format, including 
applicable roadway slope stake listings for all roadway and detour alignments.  

6. Construction Contract Close-Out   
The Alameda CTC Construction Contract Administrator, with assistance from the Design Consultant and 
CMT, will ensure that all construction project close-out activities are completed and shall adhere to the 
applicable rules and regulations listed in LAPM Chapter 17, Project Completion including, but not limited 
to the following. 

6.1 Safety Review 
Prior to contract acceptance, a project review will be held with a focus on safety issues associated with 
the newly constructed facility. The review will be led by the RE and may include the EOR and other 
representatives from the facility owners (e.g., Caltrans, cities, Alameda County, utilities). Items of 
concern that the parties agree need to be addressed will be documented and resolved to the 
satisfaction of all parties. 

https://dot.ca.gov/-/media/dot-media/programs/right-of-way/documents/ls-manual/12-surveys-a11y.pdf
https://dot.ca.gov/-/media/dot-media/programs/right-of-way/documents/ls-manual/12-surveys-a11y.pdf
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch17.pdf
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6.2 Substantial Completion and Final Inspection 
When the contract work nears substantial completion, the RE will schedule a final inspection of the 
project. The RE will verify that the requirements of the contract and any permits and agreements have 
all been met. Participants, at a minimum, will include the Alameda CTC PM, CMT, the jurisdiction(s) with 
the ultimate ownership/maintenance/operations responsibilities, and the contractor. The RE will develop 
a punchlist and transmit it to the contractor with copies to all participants and interested stakeholders. 
All items on the punchlist must be addressed prior to contract acceptance. Refer to Appendix C for the 
punchlist log template/form. 

6.3 Contract Acceptance and Final Payment 
Once the contractor has satisfactorily completed all punchlist items and has completed all project 
closeout requirements in accordance with the contract and any permits and agreements, the RE will 
notify the Alameda CTC PM. The RE, in coordination with the Alameda CTC PM, will confirm that the 
contract work has been completed to the satisfaction of the affected agencies and request relief of 
maintenance and closeout with the permitting/owner agencies.  

When the contract work is completed, the RE will prepare and submit a Proposed Final Estimate (PFE) to 
the contractor. The PFE should be submitted as soon as possible after completion of contract work. Prior 
to issuance of the PFE, the RE should encourage the contractor to submit any outstanding change 
order bills and any other required documents; however, the PFE should not be delayed while awaiting 
this documentation. The PFE will reflect any remaining payments and/or deductions as applicable. The 
PFE should include any force account billings the contractor has not yet submitted. It is the contractor’s 
responsibility to either submit these bills before the PFE or list them as exceptions to the PFE. The 
contractor will have 30 calendar days from the date of submitted PFE to provide detailed exceptions to 
the PFE. The RE should not discuss or negotiate with the contractor for any payment during this 30-day 
period. Failure of the contractor to provide exceptions within the allotted time is deemed as the 
contractor’s acceptance of the PFE. All contractor exceptions to the PFE will be evaluated for merit. 
Any non-disputed items in the contractor’s exceptions to the PFE should be paid immediately on a semi-
final estimate. The remaining disputed items after meetings and negotiations will be handled as a 
contract claim in accordance with the contract claims process.   

After the completion of the PFE process, the RE will then prepare and forward the final payment request 
to the Alameda CTC Construction Contract Administrator for processing and final payment. The final 
payment should also include the appropriate final utilization reports (e.g., SLBE, LBE, DBE, etc.) as may 
be required by the funds used for the contract, as well as the Certificate of Final Payment and Release. 

Prior to recommending final payment to the prime contractor, the Alameda CTC PM will consult with 
the Commission Engineer and/or Legal Counsel to ensure all matters are fully resolved. 

The Alameda CTC Construction Contract Administrator, in consultation with the RE will review the 
contract to ensure that all contractual obligations have been met. Upon completion of all reviews, the 
Alameda CTC Construction Contract Administrator, with assistance from the RE, will prepare a staff 
report to the Commission for contract acceptance.  Once accepted by the Commission, the process of 
Notice of Completion (NOC) and Release of Retention will commence.  

6.4 Notice of Completion/Release of Retention 
Within 10 days following notice to the contractor that Alameda CTC has accepted the contract work 
as complete, the Alameda CTC Construction Contract Administrator will record an NOC with the 
County Recorder. 
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At the expiration of the statutory period of 60 days, following the publication of the NOC, if no stop 
notices have been filed against the project, the Commission Engineer will authorize the release of the 
contractor's retention, in accordance with the contract specifications. If any liens have been filed, the 
Commission Engineer will authorize the release of the contractor's retention less the amount of all liens 
and will refer the matter to Alameda CTC's Legal Counsel for resolution. 

6.5 Project Documents 
Early in the project, the CMT should discuss disposition of project records with the Alameda CTC 
Construction Contract Administrator (and Caltrans and/or local agencies, as directed by the Alameda 
CTC Construction Contract Administrator) to ensure that an appropriate documentation system is 
established to collect, organize, distribute, and store end-of-project documentation. 

If the project is within Caltrans’ jurisdiction and depending on the requirements of the project 
cooperative agreement and encroachment permit, required project documentation may consist of the 
following, but is not limited to: 

 Design project history file  
 Construction project history file  
 As-built plans 
 Environmental Commitment Record 
 Survey and right-of-way documents  
 Materials certification 
 Structure construction records 

The RE verifies the list of required documents with the Caltrans Oversight Engineer. 

Similarly, if the project is within local agency(s) jurisdiction, the end of project documentation should be 
consistent with the requirements of the agreement/permit/memorandum of understanding (MOU) with 
the agency(s) or based on a mutual agreement with Alameda CTC PM. The PM/RE verifies the list of 
required documents with the agency(s) representative. 

6.6 Project Completion Report 
At the conclusion of the project, the CMT will prepare and submit a Project Completion Report to the 
Alameda CTC Construction Contract Administrator, in accordance with the LAPM and all applicable 
closeout forms and documentation. 

6.7 Records Retention 
The CMT will retain all construction documents in the electronic document management system until 
further action is directed by Alameda CTC in accordance with the Alameda CTC’s Document 
Retention Policy. 

6.8 Permits and Agreements Closeout 
The CMT coordinates with the Alameda CTC Construction Contract Administrator to verify that the 
requirements of all permits and agreements have been met. If the project is within state/federal right-of-
way or local jurisdiction, the Alameda CTC PM notifies appropriate agency(s) upon completion of the 
requirements. The encroachment permit/license agreement and cooperative agreement requirements 
are typically fulfilled when all the following conditions are met: 

 Construction is completed in compliance with the contract documents, cooperative 
agreement, and encroachment permit/license agreement. 
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 All required encroachment permit/license agreement and cooperative agreement project 
documentation is delivered to Caltrans or appropriate agency(s) 

 All necessary highway/roadway right-of-way is conveyed to the appropriate State/local 
agency(s) 

 Notice of Construction Completion (NOCC) has been submitted to the Regional Water Quality 
Control Board (RWQCB) once construction for projects covered by the National Pollutant 
Discharge Elimination System (NPDES) permit is completed and Notice of Termination (NOT) is 
provided through the SMARTS system.  

For Caltrans encroachment projects, the general provisions of the encroachment permit or license 
agreement require the permittee to notify the Caltrans/agency representative when work is completed. 
Completing Caltrans Form TR-0128, NOC Card, provides such notification to Caltrans. The notice to the 
local agency should follow the requirements set forth in the encroachment permit/license agreement or 
the MOU. 

Contract PLAC may contain additional requirements regarding notification of project completion. The 
RE, in coordination with the Construction Contract Administrator, will review all PLAC to verify any 
required completion closeout/notification requirements and ensure all requirements are met before 
closing out the project. 
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Appendix A – Sample CM Scope of Work 
 

SERVICES RELATED TO CONSTRUCTION ADMINISTRATION 
CONSULTANT shall generally provide resources to ensure projects are constructed in accordance with 
the PS&E and in compliance with laws, funding requirements, and other project constraints. Anticipated 
resources may include RE, SR, Structural Material Representative, Assistant RE, OE, Qualified Inspectors 
(e.g., Materials, Electrical, Structural, Roadway), Scheduler, PIO, Construction Staking, Materials 
Inspection, and Claims Expert to effectively administer the project through completion of the project.  
The construction activities should be broadly divided into pre construction, construction, and post 
construction activities as follows: 

PRE CONSTRUCTION: 
1. Constructability Review(s) 

Key Deliverables: Constructability review documented in required format 

2. Review of TMP 

Key Deliverables: Response to any comments on TMP 

3. Preparation of QMP 

Key Deliverables: Development of QMP and SIQMP 

4. Bid Express and E-contract setup 

Key Deliverables: Upload all contract bid documents to BidExpress.  Set up project e-
construction website and prove necessary training on use.  

5. Assist with response to bid inquires 

Key Deliverables.   Distribution of bidder inquires to required stakeholders.  Provide responses to 
bid inquires in BidExpress 

6. Bid Analysis in conjunction with the EOR 

Key Deliverables.   Bid analysis forms, review checklist, analysis documentation 

7. Pre construction meetings 

Key Deliverables.   Meeting Agendas and Minutes.  

CONSTRUCTION:  

1) Perform field inspection activities, monitor contractor’s performance, and enforce all 
requirements of applicable codes, specifications, and contract drawings. 

Key Deliverables:  Daily Inspection Reports, Photos with Photo Log, Materials Releases, Quantity 
Calculation Sheets. 
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2) Perform all construction administrative activities, including correspondence, construction phase 
records construction phase records (e.g., diaries, requests for information, notice of potential 
claims, statement of working days, project photos), accounting, and document control. 

Key Deliverables: written letters; file all project correspondence and other documents in 
accordance with Caltrans filing system; file / process all RFI’s and submittals while maintaining 
logs for each RFI and submittal; written Weekly Statement of Working Days.  

3) Review job site safety. 

Key Deliverables:  Written log showing that full-time CM staff read/signed the contractor’s Injury 
and Illness Protection Plan and COSP. 

4) Review and monitor the construction schedule. Develop alternative schedules to expedite the 
work, monitor and evaluate the contractor’s progress, and evaluate construction claims. 

Key Deliverables:  Prepare independent CPM schedule in P6 to determine appropriate number 
of working days; Letter to contractor with comments to the baseline schedule, monthly updates, 
Time Impact Analysis, change orders, and claims.  Written meeting minutes for meetings related 
to schedule issues. 

5) Review submittals (e.g., falsework, detours, and staging plans) from the contractor and oversee 
the submittal process, including obtaining necessary approvals from the designer and other 
impacted stakeholders as may be required (e.g., Caltrans, jurisdiction, permit agencies). 

Key Deliverables:  All submittals retained in files and written logs of all submittal activity. 

6) Evaluate, negotiate, recommend, and prepare change orders. 

Key Deliverables:  Written ICEs or detailed written reviews of contractor’s cost estimates; prepare 
CCO document and CCO transmittal memo; prepare/maintain a CCO log which tracks the 
project budget. 

7) Prepare and recommend progress payments. 

Key Deliverables:  Written quantity sheets for each bid item, prepare/issue a monthly pay 
estimate for the contractor.  

8) Perform Labor Compliance and Field Reviews to ensure compliance. This may also include a 
review of the Contractor’s Certified Payroll, Labor interviews, etc. 

Key Deliverables:  Complete Caltrans forms for labor interviews, maintain files for certified 
payrolls; log of all subcontractor’s working on the project each week and if certified payroll was 
received; written letters to contractor and ACTC for any proposed payment withholding due to 
labor compliance deficiencies. 

9) Ensure contractor’s compliance with the requirements of the state and local agencies, including 
encroachment permits, business licenses, regulations, etc. Provide proactive on-site coordination 
with utility owners (e.g., PG&E, AT&T, UP, etc.) and construction contractors. Coordinate 
installation and testing services with the utility owners and contractors, as needed. 

Key Deliverables:  Written letters; diaries; photos; file correspondence from permitting agencies; 
meeting minutes. 



 

 

 Alameda CTC Construction Management & Administration Guide 

Version 2.0           Appendix A – Sample CM Scope of Work | Page A3 

10) Implement Alameda CTC’s QAP and ensure all reports, calculations, measurements, test data, 
and other documentation on forms specified by or otherwise acceptable to Caltrans and 
Alameda CTC. 

Key Deliverables:  Test reports; daily reports; logs of test results. 

11) Schedule, manage, perform, and document all field and laboratory testing services. Material 
testing shall conform to the requirements and frequencies as defined in the contract 
specifications, Caltrans Construction Manual, and Caltrans Materials Testing Manuals. 

Key Deliverables: Test reports; daily reports; logs of test results.  

12) Provide final inspection services, including testing and installed facilities. 

Key Deliverables:  Inspection reports; test reports; collect training manuals and warranty 
information and transmit to maintaining agency.  

13) Provide specialty material testing and source inspection & testing required for materials and 
equipment manufactured off-site. 

Key Deliverables:  Prepare Source Inspection QMP; Prepare Monthly Report for Source 
Inspection; written inspector reports; test reports. 

14) Prepare the red-lined as-built plans and verify that the red-line changes are incorporated by the 
design engineer into the final electronic version of the as-built plans. 

Key Deliverables:  One set of red-line as-built plans to be transmitted to ACTC or Design 

15) Procure agency-furnished items to minimize schedule and cost impacts to the project. 

Key Deliverables:  Written correspondence showing contractor took possession of items; written 
correspondence. 

16) Coordinate Agency Furnished Materials with material providers (e.g., Cities, Caltrans, etc.) and 
the contractor. 

Key Deliverables: Written correspondence showing contractor took possession of items; written 
correspondence. 

17) Host and/or facilitate meetings, including preparation of all materials and staffing as may be 
required (e.g., Contractor progress meeting, Partnering Sessions, Stakeholder progress meetings 
and/or field visits, resource agency site visits, and outreach to impacted property owners/ 
communities). 

Key Deliverables:  written meeting minutes and action items. 

POST CONSTRUCTION:  
1) Perform project closeout activities, including preparation of the final construction project report 

and filing of the NOC as necessary. 

Key Deliverables:  Final Report; PFE; Final Estimate; Written statements or “signed off permits” 
from all third-party agencies stating all improvements are accepted. 
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EQUIPMENT/TOOLS/SUPPLIES/FACILITIES/SPECIAL CONSIDERATIONS 
1) Secure a facility and all necessary equipment (e.g., copier, desks, etc.) nearby the project site to 

accommodate the CMT. This may be considered as reimbursable other direct costs if not 
already included in CONSULTANT overhead. 

Key Deliverables:  Equipment and tools of the trade required CM team. 

2) If not provided by others (e.g., construction contractor), the CONSULTANT shall provide the 
necessary equipment, tools, and supplies to provide the required services. This may include cell 
phones, laptops, vehicles equipped for construction activities, laths, manuals, office supplies, 
safety gear, etc. These may be considered as reimbursable other direct costs if not already 
included in CONSULTANT overhead. 

Key Deliverables:  Equipment and tools of the trade required CM team. 

3) As may be required, the CONSULTANT shall secure special permits, fees, and insurance to access 
the worksite (e.g., Union Pacific Railroad). 

Key Deliverables:  Required permits, insurances 

 

Availability: The CMT shall be generally accessible during Alameda CTC’s hours of operation and as 
dictated by the Contractor’s activities which may be conducted at night and during weekends and/or 
holidays. 
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Appendix B – Alameda CTC QAP 
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Appendix C – Sample Templates and Forms 
 

Below is a list of templates and sample forms to be utilized by Alameda CTC staff in construction 
contract administration: 

Templates 

 Construction Change Order (CCO) Form  

 Construction Contract Change Order (CCO) Memorandum  

 Construction Progress Payment Form  

 Construction Progress Payment RE Checklist 

 Contract Financial Status Summary  

 Contract Supplemental Fund Request Memo  

 Extra Work Bill Log  

 Incident Notification Communication Plan 

 Potential Claim Record Log 

Samples 

 Constructability Review  

 Construction Contract Change Order (CCO) Log  

 Contract Change Oder Independent Cost Estimate  

 Material Testing Log  

 Notice of Material to be Used Log  

 Punchlist Log  

 Risk Register  

 

For editable electronic version of Templates and Sample Forms,  please contact Alameda CTC Project 
Manager.  “Samples” are typical construction forms to be modified as needed for the specific project. 

 

Other forms can be found on the Caltrans website.  https://dot.ca.gov/programs/construction/forms 

 

  

https://dot.ca.gov/programs/construction/forms
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Contract Change Order (CCO) Form Template 

 
For editable electronic version, please contact Alameda CTC Project Manager. 
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Construction Contract Change Order (CCO) Memorandum Template 

 

For editable electronic version, please contact Alameda CTC Project Manager. 
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Construction Progress Payment Request Form - Template 

 
 
Cover sheet only. For complete document and editable electronic version, please contact Alameda 
CTC Project Manager. 
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Construction Progress Payment RE Checklist Template 
 

 

For editable electronic version, please contact Alameda CTC Project Manager.   
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Contract Financial Status Summary Template 

 
Cover sheet only. For complete document and editable electronic version, please contact Alameda 
CTC Project Manager. 
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Supplemental Fund Request Memorandum Template 
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For editable electronic version, please contact Alameda CTC Project Manager. 
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Extra Work Bill Log Template 
Tracking of all Extra Work Bills is required to identify CCO number, submission date work description, 
amount requested, amount paid and estimate number of payment made. 

 

 

Cover sheet only. For complete document and editable electronic version, please contact Alameda 
CTC Project Manager. 
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Incident Notification Process Template 
All projects will develop an incident notification plan.  This plan will be project specific and will include 
key contacts for emergencies.   For larger projects, a comprehensive public information plan may also 
need to be developed in addition to the incident notification plan. 

 

For editable electronic version, please contact Alameda CTC Project Manager. 
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Potential Claim Record Log Template 
All potential claims shall be tracked for assurance of response timelines as required by the contract 
documents. 

 

For editable electronic version, please contact Alameda CTC Project Manager. 
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Constructability Review Sample 

 
 

 

 

 

 

For editable electronic version, please contact Alameda CTC Project Manager
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Construction Contract Change Order (CCO) Log Sample 
The CCO Log will be issued to track all approved and pending CCOs and contract item overruns/underruns.  The CCO log shall track current 
and anticipated status of all budgets, including CCO budget, Contract Item Budget, Contingency Budget, Supplement Work Budget, and 
Agency Furnished Materials.  

 

Cover sheet only. For complete document and editable electronic version, please contact Alameda CTC Project Manager.
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CCO Independent Cost Analysis Sample 
 All CCOs shall include an independent Force Account Cost Analysis.  

 

 

Cover sheet only. For complete document and editable electronic version, please contact Alameda 
CTC Project Manager.
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Material Testing Log Sample 
On site material testing shall be tracked and logged.  Any failing tests shall have corresponding passing test or documentation of 
acceptability.   

 

Cover sheet only. For complete document and editable electronic version, please contact Alameda CTC Project Manager.



 

 

 Alameda CTC Construction Management & Administration Guide 

Version 2.0           Appendix C – Sample Templates and Forms | Page C16 

Notice of Materials to be Used Log Sample 
Notice of Materials used shall be tracked and linked to material release documents.  

Cover sheet only. For complete document and editable electronic version, please contact Alameda CTC Project Manager. 
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Punchlist Log Sample 
The preliminary and final punchlist will be tracked and documented.   Preliminary punchlists will be developed by the CMT and oversight 
Agencies during the course of the project, and a Final Punchlist will be developed at project completion.  

 

Cover sheet only. For complete document and editable electronic version, please contact Alameda CTC Project Manager.   



 

 

 Alameda CTC Construction Management & Administration Guide 

Version 2.0           Appendix C – Sample Templates and Forms | Page C18 

Risk Register Sample 
 

For editable electronic version, please contact Alameda CTC Project Manager.  
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Appendix D – Alameda CTC Bid Procedures 
Alameda CTC Bid Protest Procedure 

Application 
The Bid Protest Procedure shall apply to Bid Protests, as such term is defined herein, relating to all 
contracts for the construction of public works projects and associated procurements that are to be 
awarded by the Alameda CTC by competitive sealed bid. 

Definitions 
For this procedure, the following definitions apply: 

a) "Alameda CTC" means the Alameda County Transportation Commission, located at 1111 
Broadway, Suite 800, Oakland, CA 94607. 

b) "Bid Protest" means a protest filed by a Bidder on a contract in accordance with the provisions 
of this Policy, which protest (i) claims that one or more Bidders on the contract should be 
disqualified or rejected for any reason; (ii) contests an Alameda CTC staff recommendation to 
award the contract to a particular Bidder; or (iii) contests an Alameda CTC staff 
recommendation to disqualify or reject any bidder(s) on the contract. Only a Bidder on a 
Contract or such Bidder's authorized representative may file a Bid Protest. 

c) "Bidder" means any person or firm that submits a bid on a Contract. 

d) "Contract" means any applicable contract described in Section 1 of this Policy. 

e) "Protested Bidder" means a Bidder on a Contract which the Bid Protest claims should be 
disqualified or rejected. 

f) "Protesting Bidder" means a Bidder on a Contract, or such Bidder's authorized representative, 
who files a Bid Protest on the Contract in accordance with the provisions of the contract. 

g) "Business day" means a regular working day, excluding Saturdays, Sundays, and holidays 
observed by the Alameda CTC. 

h) “Written Notice” means notice to be given in writing addressed to Alameda CTC, the 
protesting bidder or protested bidder (as appropriate) and delivered via electronic mail (e-
mail) delivery. 

Notice Procedures 
All notices and other communications required or desired to be given under this Policy shall be in writing 
and shall be deemed duly given when delivered to Alameda CTC electronic mail bid protest notice e-
mail address with notices attached to e-mail in a pdf format 

Additionally, in the case of notices sent by Alameda CTC, notices shall also be deemed duly given 
when transmitted by e-mail. 

Notices addressed to the Alameda CTC under this procedure must be addressed and provided to 
Alameda CTC as provided below. 
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Electronic Mail Address: ACTC_BidProtest@alamedactc.org 
 

SUBJECT LINE:  BID PROTEST – CONTRACT NUMBER -BIDDER NAME 
 

ATTACHMENT LETTER HEADING 
BID PROTEST – CONTRACT NUMBER 
c/o Alameda CTC Construction Contract Administrator 
Alameda County Transportation Commission 
1111 Broadway, Suite 800, Oakland, CA 94607 
 

Notices sent to any bidder under this Procedure shall be sent to the notice or business address or 
electronic mail address set forth in such bidder's bid package. Any bidder may change its address for 
notices by giving written notice to Alameda CTC in the manner set forth above. 

Form of Bid Protest 
Any Bid Protest shall be in writing and shall provide the name, address, telephone number, number and 
e-mail address of the Protesting Bidder and shall identify the Contract to which the Bid Protest pertains, 
including the Contract number and the date that bids for such Contract were received by Alameda 
CTC. The Bid Protest shall identify and explain the factual and legal basis for the protest, and shall 
include by attachment to the Bid Protest, any written material that the Protesting Bidder wishes to have 
considered in connection with the protest. Any Bid Protest that fails to meet these requirements shall not 
be considered. 

Submission of Bid Protest to Alameda CTC 
Any Bid Protest must be received by Alameda CTC no later than 4:00 PM on the fifth (5th) business day 
following receipt by the Protesting Bidder of written notice from the Alameda CTC’s issuance of the 
Notice of Intent to Award. Bid Protests received by Alameda CTC after the deadline, or which do not 
otherwise comply with the requirements of this procedure shall not be considered. Bid Protests shall be 
submitted to the e-mail address specified in Section 3-1.09, Bid Protests of the contract Special 
Provisions.  

Investigation by Staff 
If a Bid Protest is properly filed, Alameda CTC will promptly provide a copy thereof to the Protested 
Bidder. The Commission Engineer and staff (Alameda CTC PM, Construction Contract Administrator, and 
the CMPM) will thereafter review the facts and circumstances of the protest. Upon request from 
Alameda CTC, each Bidder shall promptly provide additional information necessary for Alameda CTC 
to conduct its review of the Bid Protest. Alameda CTC may, but shall not be obligated to, hold a 
meeting or meetings in order to obtain additional information and to seek to resolve the matter. In such 
event, Alameda CTC shall give notice to the Protesting Bidder and the Protested Bidder, indicating the 
time and place of the meeting. This notice will be provided by electronic mail.  If the Protesting Bidder 
fails to attend any meeting following not less than three (3) working days’ notice, the Bid Protest will be 
deemed withdrawn and shall no longer be considered by Alameda CTC. 

Response to Bid Protest 
At the conclusion of its review, the Alameda CTC Construction Contract Administrator, in consultation 
with the Commission Engineer, Alameda CTC PM, and RE, will provide the Protesting Bidder and the 
Protested Bidder written notice of the Alameda CTC’s recommendation with respect to the Bid Protest, 

mailto:ACTC_BidProtest@alamedactc.org
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which notice will include a statement of Alameda CTC’s recommendation and a clear explanation. The 
notice will be given via electronic mail. No later than 4:00 P.M. on the third (3rd) working day following 
the date such notice is received, if either Bidder has an objection to the recommendation, such Bidder 
shall provide written notice to Alameda CTC requesting a hearing on the Bid Protest. If no such notice is 
received, Alameda CTC’s recommendation shall be deemed accepted by the parties, and the 
recommendation shall be forwarded to the Alameda CTC Commission for action. 

If a request for a hearing is received in accordance herewith, the matter shall be referred to a Bid 
Protest Panel consisting of three persons knowledgeable with respect to matters related to public 
contracts and bid protests, and at least one person shall not be Alameda CTC staff. The Executive 
Director shall select the panel members and designate one panel member as the Chair. The Executive 
Director will endeavor to pick panelists that do not have, or have not had, financial interest or 
employment with either the Protesting Bidder or Protested Bidder within the past five (5) years. The Chair 
of the panel shall promptly convene the panel to hear the Bid Protest. The Protesting Bidder and the 
Protested Bidder shall be provided a minimum of five (5) working days’ notice of the time and place of 
the hearing. 

The Bid Protest and staff's recommendation regarding the Bid Protest shall be submitted to the Panel for 
consideration at the hearing. Following the hearing, the Panel shall do one of the following: 

a) Accept the recommendation of Alameda CTC as submitted, 

b) Amend the Alameda CTC recommendation, or 

c) Recommend the rejection of all Bids. 

The decision of the Panel is final with respect to the disposition of the Bid Protest. The Panel's 
recommendation will be forwarded to the Commission. Thereafter, the Alameda CTC Commission’s role 
is limited to either awarding the contract as recommended by the Panel or rejecting all Bids. 
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Alameda CTC Bid Forms and Samples 

Advertise and Award Schedule 
Each project shall include an Advertise and Award schedule.  The schedule shall be developed prior to 
contract advertisement and needs to consider the date of Commission meetings, including PPC 
meetings.  

 

  

 

For editable electronic version, please contact Alameda CTC Project Manager.   
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Notice to Bidders (NTB) Sample 
In conjunction with the design team and Construction Contract Administrator, the CMT will develop a 
NTB.   The NTB shall include a general work description, bidding instructions, and any special details 
necessary to convey to bidders.  
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Pre-Bid Meeting   
All Prebid Meetings will have an Agenda and Meeting minutes taken and distributed to all attendees.   
The Prebid Meeting minutes will be issued as an Addendum to the contract bid set.   

 

 

For editable electronic version, please contact Alameda CTC Project Manager. 
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Addendum Format Template 
Addenda may be issued as necessary to modify bid documents.   
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For editable electronic version, please contact Alameda CTC Project Manager. 
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Evaluation Checklist Sample 
All Bids shall be fully evaluated utilizing a bid evaluation checklist.   This will provide consistency during 
bid evaluation and analysis and comply with all federal bidding evaluation guidelines.  
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For editable electronic version, please contact Alameda CTC Project Manager. 
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Bid Item Evaluation Sample 

All bid items shall be analyzed and compared to the Engineers Estimates for indication of either mathematical or materially unbalanced bids.   

 
For editable electronic version, please contact Alameda CTC Project Manager. 
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Appendix E – DBE Good Faith Effort Review Process 
When a bidder fails to meet the DBE goals as specified in the contract, the Disadvantaged Business 
Enterprise Liaison Officer, in coordination with the Construction Contract Administrator, will evaluate the 
Low Bidder’s Good Faith Effort (GFE) documentation.   Details on requirements for a GFE evaluation can 
be found in Chapter 9 of the LAPM Chapter 9 Civil Rights & Disadvantaged Business Enterprise (ca.gov) 
and the Federal Highway Administration Federal-aid Essentials Evaluating Good Faith Efforts - Civil 
Rights- Federal-aid Essentials for Local Public Agencies (dot.gov) A report shall be prepared in the 
format and instructions contained in Exhibit 9-E “Sample Evaluation of Good Faith Efforts” of the LAPM. 
Chapter 9 EXHIBIT 9-E SAMPLE EVALUATION OF GOOD FAITH EFFORTS (ca.gov).  The report shall be 
reviewed and approved by the Alameda CTC Executive Director or designee. 

Administrative Review and Reconsideration 
If it is determined that the apparent successful bidder has failed to meet the DBE goal and the GFE 
requirements, the apparent successful bidder will have the opportunity for administrative 
reconsideration in accordance with 49 CFR 26.53 as follows: 

1) The apparent successful bidder must provide written documentation or argument concerning 
the issue of whether it met the goal or made adequate good faith efforts to do so within five 
working days of notification by Alameda CTC that it has failed to meet the GFE requirements. 

2) The reconsideration will be made by Alameda CTC staff designated by the Executive Director 
that did not take part in the original determination that the apparent successful bidder failed to 
meet the goal or make adequate good faith efforts to do so. 

3) The apparent successful bidder will have the opportunity to meet in person with the reviewer to 
discuss the issue of whether it met the goal or made adequate good faith efforts to do so. 

4) The apparent successful bidder will be provided a written decision on reconsideration, 
explaining the basis for finding that the bidder did or did not meet the goal or make adequate 
good faith efforts to do so. 

5) The written decision on reconsideration is deemed final and not appealable as a Bid Protest or in 
any other form. 

 

https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/ch09.pdf
https://www.fhwa.dot.gov/federal-aidessentials/catmod.cfm?id=85
https://www.fhwa.dot.gov/federal-aidessentials/catmod.cfm?id=85
https://dot.ca.gov/-/media/dot-media/programs/local-assistance/documents/lapm/c09/09e.pdf
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Appendix F – Award and Notice to Proceed Letter Templates 
Notice of Intent to Award Letter 
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Notice of Contract Award Letter 
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Notice to Proceed 
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Appendix G – Insurance Limits 
NOTE: The following are excerpts and are not the complete insurance specifications for Alameda CTC 
Construction contracts. They are included here for the convenience to show the liability insurance limits 
and the documents needed to show proof of insurance. Please refer to the contract special provisions 
for the complete insurance specifications of your contract.   

 

INSURANCE POLICIES 
The successful bidder must submit: 

1) Copy of its commercial general liability policy and its excess policy or binder until such time as a 
policy is available, including the declarations page, applicable endorsements, riders, and other 
modifications in effect at the time of contract execution. Standard ISO form no. CG 0001 or 
similar exclusions are allowed if not inconsistent with section 7-1.06. Allowance of additional 
exclusions is at the discretion of the Department. 

2) Certificate of insurance showing all required coverages. Certificates of insurance, as evidence 
of required insurance for the auto liability and any other required policy, shall set forth 
deductible amounts applicable to each policy and all exclusions that are added by 
endorsement to each policy. The evidence of insurance shall provide that no cancellation, 
lapse, or reduction of coverage will occur without ten (10) days prior written notice to the 
Alameda CTC. 

If the successful bidder uses any form of self-insurance for workers compensation in lieu of an insurance 
policy, it shall submit a certificate of consent to self-insure under Labor Code section 3700. 
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Sample Section 7-1.06D “Liability Insurance” of Contract Standard Specifications 

 

Liability Insurance 

General 
Carry General Liability and Umbrella or Excess Liability Insurance covering all operations by or on behalf 
of providing insurance for bodily injury liability and property damage liability for the following limits and 
including coverage for: 

1) Premises, operations, and mobile equipment 

2) Products and completed operations 

3) Broad form property damage (including completed operations) 

4) Explosion, collapse, and underground hazards 

5) Personal injury 

6) Contractual liability 

 

Liability Limits/Additional Insureds 
The limits of liability must be at least the values shown in the following table: 

 

 

 

 

 

Note:  All contracts shall be evaluated to determine the appropriate amount of insurance required.  This 
must be done prior to project advertisement and bidding.
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Appendix H – Sample CM/GC Scope of Work 
SERVICES RELATED TO CM/GC CONTRACTOR – PRE-CONSTRUCTION PHASE 

The pre-construction services provided by the CM/GC contractor may include tasks such as on-site 
potholing, material sampling, and data collection to support the Design Consultant. These services do 
not involve engineering or design-related activities. 

Before finalizing the main construction services agreement, the CM/GC contractor’s scope includes 
pre-construction services and, if requested by Alameda CTC, certain advance construction work 
packages. 

Potential tasks include: 

 Validate Project Design: Ensure the project design aligns with budget and schedule constraints, 
proposing necessary changes to meet Alameda CTC’s delivery goals. 

 Determine Staging Requirements: Identify the requirements and locations for project staging 
areas. 

 Site and Access Evaluation: Assess the project site and access routes for constraints, providing a 
cost and feasibility analysis. 

 Construction Approach: Offer insights into the project’s construction, including equipment 
placement and site access, to define the project’s footprint and impact. 

 Design Review: Identify errors, omissions, ambiguities, constructability concerns, and 
opportunities for value engineering or minimizing project impacts and risks. 

 Collaborative Brainstorming: Work with the Design Consultant and Alameda CTC in 
brainstorming sessions to address design, utility, construction, and environmental challenges. 

 Value Analysis: Evaluate alternate design options, considering their impacts on time, cost, and 
the environment. 

 Feasibility Studies: Conduct studies to find solutions for specific design issues. 

 Local Industry Capability Review: Assess local contractors and subcontractors regarding 
equipment, technology, expertise, and labor availability. 

 Operations and Maintenance Recommendations: Provide input to improve the operational and 
maintenance aspects of the completed project. 

 Market Queries and Surveys: Inform decisions on materials or construction methods based on 
current pricing and availability. 

 Project Approvals and Permits: Assist the Design Consultant in obtaining necessary project 
approvals and permits. 

 Independent Quantity Takeoffs: Review the Design Consultant’s item and quantity schedule. 

 Construction Scheduling: Develop and update the construction schedule using the Critical Path 
Method (CPM) at key design milestones. Maintain and update a risk register and risk 
management plan. 

 Cost Modeling: Create and maintain a project cost model. 

 Cost Estimations: Prepare estimates at various design milestones and a final price proposal. 
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 Guaranteed Maximum Price (GMP) Estimates: Prepare breakout GMP estimates for possible 
early-award work packages. 

 Field Investigations: Conduct pre-construction investigations such as utility verification and other 
site work. 

 Support for Right-of-Way Acquisition: Provide assistance as needed for right-of-way acquisition, 
including minor modifications to third-party facilities. 

 Advance Construction Work: Undertake limited advance work such as demolition, utility 
relocation, and tree trimming, if requested by Alameda CTC. 

 Final Price Proposal: Prepare a final price proposal or GMP at the final design milestone and 
negotiate with Alameda CTC to finalize the construction contract price. 
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Appendix I – Sample Innovation Register 
Innovation Register Project Name:  Date: 

Innovation 
ID Description Date 

Proposed 
Project 
Phase Expected Benefits Cost Estimate Responsible Party 
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