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Presentation Notes
Hello and welcome to the Review Process Webinar Series, prepared by the Flood Risk Management Planning Center of Expertise.  The goal of this series is to help study teams with the review process.

This particular webinar will focus on the development of Review Plans.  




REVIEW PLANS

What is a Review Plan?

>Why do we need it?

>When do we write it?

> How do we write it?
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So first off, what is a review plan?

Why do we need it?

When do we need to write it and how do we do that?


D

WHAT IS A REVIEW PLAN?

T

A Foundational Document: J

» Qutlines steps to produce a credible product
* Defines scope of internal and external reviews
* Presents review strategy
» Expertise required
* How review will be documented
* Roles and responsibilities
* Living document



Presenter
Presentation Notes
So a Review plan is a foundational document, meaning that lots of follow on activities and tasks are built on the strategies laid out here. 

The Review Plan outlines the steps to produce a credible product by defining the scope of both the internal and external reviews. 

The review plan is the opportunity to develop a review strategy by identifying the type of expertise required – so basically who the review team members need to be, how the review will be documented and what the roles and responsibilities are.  It is important that this is clear as the study progresses to reduce potential schedule delays if reviews are not set up ahead of time. 

We want to remember that the Review Plan is a living document that evolves with the project and we should update it when changes occur. 


WHY DO WE NEED IT?

 Information Quality Act compliance (it's the law)
Compliance with MSC Quality Management Plan (QMP)

Opportunity to scale reviews
Vehicle for Review Management Organization (RMO) to assist PDT
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Why do we need Review Plans?

Primarily, it is for compliance with the Information Quality Act - we must provide high quality products for the American taxpayer. 
Compliance with MSC Quality Management Plan (QMP)
Opportunity to scale reviews to project size, complexity, and level of risk
Provides vehicle for the Review Management Organization (RMO) to assist PDTs with development of quality documents 



WHEN DO WE WRITE IT?

SCOPING ALTERNATIVE EVALUATION AND FEASIBILITY LEVEL WASHINGTON
ANALYSIS ANALYSIS LEVEL REVIEW

PDT 1 2 3

develops

Review Plan
» Scope

« Schedule , ) :
* Budget

4

RMO
reviews and
endorses

V

Review _ :
Plan * Guides review

msc [ e Revise RP as

approves RP needed
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When do we write it?
The PDT writes the Review Plan during the Scoping phase, to identify the scope, schedule and budget for the review throughout the study.  
This is a critical step because it really guides the review and provides a strategic path for engagement with other USACE staff who will assist the study and the PDT through the review process.

Make sure schedule and budget of reviews are incorporated into the overall study; this will prevent schedule delays and cost overruns.

The Review Plan is also the place to determine if IEPR is appropriate for study, and if so, to start the coordination because IEPR has a long lead time.

Coordinate with your Review Management Organization to have them provide feedback on the Review Plan and then endorse it. It is then sent to the MSC who will approve it before the Alternatives Milestone. 

Remember that the Review Plan guides the review and should be updated throughout the study as changes occur. 



WE WRITE IT?

HOW DO

1. Identify
appropriate RMO

~

They can help you!

e N
2. Use the
|
Template! On the Planning Toolbox
e N

3. Factors affecting
level of Review

Focus on High Risk areas

/

4. Integrate Review
into Schedule

\

Start with template dates

/

5. Estimate review
budget

\

Ranges provided in following slides
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How do we write the Review Plan?

1st we need to Identify appropriate RMO
They can help you!  The RMO is important because they help the PDT define the scope of the review and help ensure the reviews are conducted in a timely manner. 
2nd Use the Template!
Its On the Planning Toolbox and basically provides the framework for the review plan document
3rd think about Factors affecting the level of Review – Include information about the project that is succinct and focused on risks that help determine the level of review
Focus on High Risk Factors
4th Integrate Review into the Study Schedule
Start with template dates that are provided on following slides
 and 5th, Estimate review budget, also integrating this into the overall study budget.
Ranges for reviews are provided in following slides




javascript:MM_openBrWindow('https://gateway.erdc.dren.mil/plan/library/templates/TEMPLATE_ReviewPlan_31Jul2018.docx','','toolbar=yes,location=yes,status=yes,menubar=yes,scrollbars=yes,resizable=yes')

WHO IS THE RMO* FOR YOUR STUDY? ¢

* Generally, the respective Planning Center of Expertise (PCX)

Primary Project Purpose

RMO

Flood Risk Management

FRM-PCX@usace.army.mil

Coastal Storm Risk Management

PCXCSRM@usace.army.mil

Ecosystem Restoration

ECOPCX@usace.army.mil

Water Management and Reallocation

WMRSPCX@usace.army.mil

Deep Draft Navigation

DDNPCX@usace.army.mil

Inland Navigation

PCXIN@usace.army.mil

Multiple Project Purposes

MSC designates Lead PCX

Dam or Levee Safety Modification

Risk Management Center (RMC)

All Others Including Continuing Authorities Program
(CAP)

MSC, unless MSC requests PCX to act as RMO

*(Review Management Organization)
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Who is the RMO for your Study? 
Generally, it will be the Planning Center of Expertise aligned with the primary project purpose.  So if your study is a Flood Risk Management study, the RMO would be the FRM-PCX.  
The other study purposes include Coastal Storm Risk management, ER, Water Management and Reallocation, Deep Draft Navigation and Inland Navigation and the respective PCXs are shown here. 

If the study has multiple project purposes, consult with your MSC for help in designating the lead PCX. 
For Dam or Levee Safety Modification reports, the Risk Management Center would be the RMO
And for all other studies, including CAP studies, the Major Subordinate Command or MSC would be the RMO unless they request the PCX to act as the RMO.


mailto:FRM-PCX@usace.army.mil
mailto:PCXCSRM@usace.army.mil
mailto:ECOPCX@usace.army.mil
mailto:WMRSPCX@usace.army.mil
mailto:DDNPCX@usace.army.mil
mailto:PCXIN@usace.army.mil

WHO IS THE RMO* FOR IMPLEMENTATION?

* Generally, the MSC, but....

e
foe

Primary Project Purpose RMO
FRM requiring a Safety Assurance Review (Type |l IEPR) | RMC
FRM not Requiring a Safety Assurance Review MSC

Inland Navigation

Inland Navigation Design Center

CAP Sections 103 or 205 Projects Involving Modification of
Dam or Levee Systems

RMC

All Others Including Remaining CAP Projects

MSC

*(Review Management Organization)
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Who is the RMO for Implementation Documents?  
These are documents that are developed during PED or Construction such as Design Documentation Reports, Plans & Specs, Engineering Documentation Reports or Other Work Products.
Generally this will be the Major Subordinate Command or MSC office, otherwise known as the Division office.
But, For FRM projects with a Safety Assurance Review, or Type two IEPR, the RMO will be the Risk Management Center (or RMC)
For FRM projects without the Safety Assurance Review, the MSC will be the RMO
For inland navigation, the Inland Navigation Design Center will be the RMO
For CAP studies with dam or levee systems, RMO will be the RMC but all other CAP studies, the RMO will be the MSC. 




D

USE THE TEMPLATE

<

Template provides starting point

* Project Fact Sheet

» Factors Affecting Levels of Review
* Review Execution Plan

» Team Roster/Expertise

Check out the Review Plan Template on the Planning Toolbox:
https://planning.erdc.dren.mil/toolbox/current.cfim?Title=Peer%20Review&ThisPage=Peer&Side=No

US Army Corps
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Use the template to help you write the Review Plan and check out other Review Plans that are on the Planning Toolbox to use as examples. 

You May not have a lot of details at the start, but the Review Plan can and should be updated as the study progresses.
The template includes a brief project fact sheet and then a series of questions that help identify the factors affecting the level of review. 
The Review Execution Plan section describes each level of review to be conducted. 
Focus on identifying the appropriate level of expertise required for reviewers; this will help the RMO find reviewers with suitable experience. 


https://planning.erdc.dren.mil/toolbox/current.cfm?Title=Peer%20Review&ThisPage=Peer&Side=No

FACTORS AFFECTING f\ \
LEVEL OF REVIEW

 |dentify areas unique to your study that might need specific focused review
« Targeted ATR of critical analyses can prevent having to redo work
* Think critically about how review can help!

Check out other existing Review Plans on the Planning Toolbox:

https://www.usace.army.mil/Missions/Civil-Works/Project-Planning/Review-Plans/ *
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The template includes a series of questions that will help the PDT identify the factors affecting the level of review.   
These questions are meant to help Identify those areas unique to your study that might need specific focused review.  It also looks at what level of review matches the importance of the technical analysis. For example, Targeted ATR of critical analyses earlier in process can prevent having to redo work later on. 

Think critically about how review can help!  What are the Key uncertainties that indicate higher level of expertise or IEPR is needed? Identifying those areas of low risk can help streamline review. Capture those assumptions in the Risk Register and Decision Log. 


https://www.usace.army.mil/Missions/Civil-Works/Project-Planning/Review-Plans/

LEVELS OF REVIEW

Mandatory <

Required for <
certain products

/'

hY4

* DQC

* Managed by home District

» Reviewers from home District
« ATR

 Managed by RMO

* Reviewers from other USACE Districts

 [IEPR
» Coordinate through RMO
 Reviewers external to USACE
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The Review Plan acknowledges the various levels of review. First off, there is mandatory review which includes DQC and ATR which must be completed for all studies. IEPR is required for studies that meet certain thresholds which will be discussed later. 

DQC is Managed by the home District. The District identifies reviewers identified before the Alternatives Milestone. 
DQC Team composition should reflect the technical make-up of the PDT and others deemed appropriate
ATR is managed by the RMO. The PDT works with RMO to identify ATR Team, and the Reviewers must be certified
IEPR, if required, is coordinated thru the RMO and the Reviewers are outside of the USACE.  This coordination should occur early in process to get the IEPR contract awarded to avoid schedule delays. 




IEPR THRESHOLDS

-

Mandatory Triggers
£ -
Project Cost
over
$200 Million*

<

&

/

\

Governor
requests IEPR

\

/

p

\

Project is
Controversial

~

-~/

Discretionary — Resource Agency requests IEPR

Optional — Risk Informed Decision that Study would benefit from IEPR

*Exclusions may be granted
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Independent External Peer Review Thresholds. Type I IEPR may be required for decision documents under certain circumstances. This is the most independent level of review, and is applied in cases that meet criteria where the risk and magnitude of the project are such that a critical examination by a qualified team outside of USACE is warranted. A risk-informed decision is made as to whether Type I IEPR is appropriate. This decision is documented in the Review Plan. 

If the study meets the mandatory triggers – cost over $200 million, the Governor of the State requests IEPR, or the Project is considered controversial, then IEPR is warranted. 
Exclusions to IEPR may be granted for projects above $200 million that don’t meet the other criteria.
The study may be deemed controversial when there is significant public dispute over the size, nature, or effects of the project or the economic or environmental costs or benefits of the project. This includes but is not limited to projects requiring an environmental impact statement (EIS)).

If IEPR doesn’t apply, document this in the Review Plan and no further documentation is needed. 

There are Other reasons to conduct IEPR such as:
 Discretionary – when the head of a state or other federal agency requests IEPR due to likely significant adverse impact on environmental, cultural, or other resources

Or Optional – when a Risk Informed Decision has been made that the study would benefit from IEPR. 





  Life safety issues
  Novel methods/models
  Complex challenges
  Conclusions likely to change prevailing practice
  Chief of Engineers determines IEPR is warranted 

→Document Risk Informed Decision in RP



INCLUDE MILESTONE SCHEDULE

Use typical durations as starting point

- ALTERNATIVES AGENCY DECISION
Slgn MILESTONE _ TSP MILESTONE MILESTONE
Vertical T Vertical Team concurrence on A 4 b
FCSA array of alternatives tentatively selected plan ’ é?;r;;)rln L;rrr) dc;r;;rlr;nt of the
3 months 9 months 6 months I 12 months | ~6 months
SCOPING ALTERNATIVE EVALUATION AND FEASIBILITY LEVEL WASHINGTON
ANALYSIS ANALYSIS LEVEL REVIEW
! J I
1 I | 2 3 DQC
District Quality
Control (DQC) DRAFT ALR Agency
* REPORT Response
Review Plan | to IEPR
« Scope Targeted *, »
« Schedule ATR FINAL CHIEF’S
o Budget REPORT State & REPORT
Agency
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Use these durations as a starting point to help forecast when reviews would occur and integrate review into the study schedule.  -Signing of FCSA is a typical starting point

We will be conducting seamless DQC and any targeted ATR during the alternative evaluation and analysis phase in the lead up to the TSP milestone. This is normally about 9 months from the Alternatives milestone to the TSP milestone. 

Then we have about 6 months from the TSP milestone to the ADM milestone during which time concurrent review would occur.  Remember we normally schedule about 60 days from the TSP milestone to the release of the draft report. 

And then we have about 12 months for the Feasibility level analysis phase where we refine the TSP and compile the Final report.  We should also be conducting DQC on these documents and be sure to leave time for the ATR of the Final Report. 

After the Final report is sent to the Vertical team, the Washington level review phase starts which is normally about 6 months. 



Products to undergo Review

Draft Feasibility Report and EIS

Draft Feasibility Report and EIS

Draft Feasibility Report and EIS

Final Feasibility Report and EIS

Review Level

DQC

ATR

Policy and Legal
Review

Policy and Legal
Review

Start Date

mm/dd/yy

mm/dd/yy

mm/dd/yy

mm/dd/yy

End Date

mm/dd/yy

mm/dd/yy

mm/dd/yy

mm/dd/yy

Cost Complete

Yes/No

Yes/No

Yes/No

Yes/No
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This is a table in the Review Plan template that lays out all the reviews, schedules for those reviews and the budget for the review. This table is a tool to help the PDT coordinate with the RMO for identifying and scheduling the reviews in a timely manner. 


ESTIMATE REVIEW BUDGET

« Budget should reflect level of complexity of project
« Typical Review Costs — does not include PDT labor!

DQC* Team ATR Team ATR Duration IEPR Contract
Draft Report $40-$70k $50-$60k Assume 6-8 weeks $80-$120k
Final Report $20-$30k $20-$30k Assume 4-6 weeks

*DQC Budget should be determined by each District 12 US Army Corps m

of Engineers.
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Estimate your review budget – here we have a table showing ranges of costs for reviews that have been used for previous studies

Budget should reflect level of complexity of project – the more complex the project, the more likely the review costs will be  higher.

This Budget is for the review team only; it doesn’t include PDT costs for coordination and responding to comments. These are rough estimates; each PDT should coordinate with RMO on the review budget.

We also show a rough timeframe for the ATR duration however this will vary depending on the project. As will the cost of the IEPR contract. 


D

KEY TAKE AWAYS

k }Coordinate with RMO

N\ J Risk determines level of review

HHHHHHHH

e } Reviews should be integrated in project

schedule and budget

} Update RP as new risks are identified
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Our key take aways include:

Coordinate early and often with the RMO – they can help you!

The level of risk determines the level of review – the review plan is the place to scale the level of review appropriate for the study

Reviews should be integrated in to the study schedule and budget to avoid delays and cost overruns

And finally, remember to update the review Plan as new risks are identified that might necessitate changing the level of review. 


Planning Community Toolbox X 4

« > C 0 @ planning.erdc.dren.mil/toolbox/index.cfm

IM_ Planning Community Toolbox

Home | Planner’s Library || SMART Guide |f Project Delivery |f People | Tools

About Corps Planning
* About Us

* Work with Us

* Current Initiatives

Popular Topics
Reports to Congress
Chief's Reports
Civil Works Review Board
Corps Civil Works Project Planning
Corps Planning Centers of Expertise (PCXs)

NEW

) Frequently Asked Questions (FAQ)
Planning Models
B diaz and Policy SharePoint @
Planning Qyidance
Review

ﬁ Suggosﬂon Box Google the Planning Community Toolbox ‘

OPlanning plays a vital role in supporting the Corps of Engineers Civil Works water resources development mission. Through planning activities, including feasibility
studies, Continuing Authorities Program studies, watershed studies, comprehensive/large scale studies, general reevaluation studies, validation studies and other post-
authorization change studies - and more, Corps planners help decision-makers identify water resources problems, conceive solutions to them, and compare the importance of
the inevitable conflicting values inherent in any solution.

The Planning Community Toolbox includes a wealth of information for planners and projeet delivery teams, including the policy, guidance, processes, and tools that are used
every day in planning.

Hot Topics '313?

= Partnering with the U.S. Army Corps of Engineers: A Guide for C ities, Local Gover! ts, States, Tribes, and Non-Governmental Organizations -
Partnering with the U.S. Army Corps of Engineers: A Guide for Communities, Local Governments, States, Tribes, and Non-Governmental Organizations provides potential
sponsors with information on the programs and processes available for non-Federal partners and USACE representatives to work together to address the Nation’s water
resources problems. The Guide includes an overview of the USACE Civil Works Program and describes how USACE can work with local, State, Tribal, and Federal
agencies and other non-Federal partners on activities ranging from technical services and advice to planning and constructing water resources projects. A previous version
of this document was originally published as the Project Partnership Kit by IWR back in 1996 and revised in 2001.

= Single Phase Feasibility Study Resources S Resources for District Project Delivery Teams and non-Federal sponsors beginning single phase feasibility studies post

WRRDA 2014. Materials such as fact sheets and memos can be customized by the teams as needed and reflect single phase feasibility studies (no reconnaissance phase),
the 3x3 rule, SMART Planning milestones and processes, and risk-informed planning tools. If you have questions or additions to this list of tools, please let us know at
hgplanning@usace.army.mil

US Army Corps

of Engineers.
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Thank you for listening to this webinar.  Please refer to the Planning toolbox for more information on reviews and contact information for the Planning Centers of Expertise. 

thanks and good luck with your studies!
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