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"Hello and welcome to the Review Process Webinar Series.  The goal of this series is to help make reviews more efficient and effective and make the guidance for review more accessible and understandable for Project Delivery teams.   

Today is webinar 3.1 on the ATR charge statement, what it is and why it’s important.”
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This webinar will define the ATR charge, discus why it is important and some of the nuts and bolts behind it.  

It will provide guidelines for developing the charge, provide some of the key considerations you should use when developing it, and provided you with some tips on creating a better ATR charge statement.



WHAT IS THE CHARGE?

* Provides instructions to review team

* Includes review objective and specific
advice sought

* Focuses reviewers on details critical to
successful project performance

* Prepared by the ATR lead, on behalf of
RMO, with PDT input
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The “Charge” to reviewers for ATR Teams, IEPR panels, and SAR panels contains the instructions regarding the objective of the review and the specific advice sought.  

Review is conducted to identify, examine, and comment upon assumptions that underlie analyses (i.e., public safety, economic, engineering, environmental, cultural, real estate, and other types of assumptions) appropriate to the “Charge”, as well as to evaluate the soundness of models and analytic methods. 

Perhaps the most important aspect of the charge is that is should focus the reviewers on the key details critical for successful project performance.

The RMO, with project-specific input from the PDT, will prepare the “Charge” considerations/questions.  Remember, despite the specifics of the charge, a reviewer is still bound by guidance and professional ethics to review and comment on anything they deem is critical to project performance.
 



WHY IS THE CHARGE IMPORTANT?

* A clear charge helps the review team focus on most
important issues at hand

 Areas of high risk

 Critical analyses and assumptions that affect
project selection, implementation, or operations

* Gives ATR team direction and sets expectations

* Makes review more efficient - |

« Saves time and resources -a/’j
d
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The importance of a review charge is that it can focus the review to what are the most important issues.  With risk-informed decision making, the charge should focus the review on high risk areas or decisions.

All projects have a number of analyses reported out in the documents under review.  But some of those are more critical than others, particularly when it comes to say…plan selections.  The ATR charge can ensure that those analyses get needed scrutiny by calling it out specifically.

Every team needs some direction and the ATR charge provides that – reviewers can be directed to focus on specific areas of concern or provide increased scrutiny to a particular analyses or set of assumptions.

A focused review team saves both time and money.



ATR “CHARGE” GUIDELINES

* Develop charge to include directions for
ATR Team

 ATR Team reviews work products
against USACE guidance

* Project Study Issue Checklist includes
many of the more frequent and
sensitive policy areas encountered in
studies

« Waivers for deviation from USACE
guidance should be obtained before
review and highlighted in the charge
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Here are the basic ATR “Charge” Guidelines that apply to virtually all reviews.  This is a good place to start when developing your charge or understanding why the charge was developed like it was.

The ATR Team needs to review the work products against published guidance, including Engineer Regulations, Engineer Circulars, Policy Guidance Letters, implementation guidance, project guidance memoranda, and other HQ guidance.   That’s why reviewers have to be certified before performing reviews.  Efficiency demands our reviewers have a comprehensive knowledge of all our guidance BEFORE they conduct a review.  Even so,  if there is specific guidance pertinent to the project or study, the ATR charge should call it out and direct the reviewers to it.

Make sure that where applicable, the “Charge” discusses appropriate focus on validating assumptions, documentation, and level of detail.  A well-defined charge can help alleviate the different interpretations individual reviewers bring to the table.  It won’t solve all of them, but it can definitely help.

Make use of existing checklists, particularly the Project Study Issue Checklist – directing reviewers to the more frequent policy areas of concern in the charge can ensure a level of consistency in the review.

Any justified and approved waivers for any deviations from USACE guidance should be obtained from HQUSACE before the start of review



KEY PDT CONSIDERATIONS

* Make sure you understand the review
process

» Familiarize yourself with typical
“charge” for your business line

* Help the review team understand the

unique aspects of your project through
the ATR charge.

» Recognize reviewers should verify that \
information is being used correctly by I .
other disciplines 1F
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PDT’s need to be sure to understand the review process and what it is supposed to accomplish – it’s not supposed to be adversarial.  Also familiarize yourself with what’s typically expected in a review of the business line you are working in.

Help the review team understand the unique aspects of your project using the ATR charge…and kickoff meeting.

PDT’s should recognize that the interdisciplinary nature of our studies is under review – so before documents go to review, the PDT should do an internal review for consistency of information and assumptions!


BEST PRACTICES

* PDT should work with RMO/ATRT Lead to
develop charge

 Start with the standard and customize to
project

* Highlight unique considerations (e.g., local
laws that may affect project)

» Consider Risk Register/High Risk Items in
charge

* |dentify any policy waivers and status of
approval
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Here are some tips for ensuring a useful and helpful ATR charge

Don’t just let the RMO or ATR Lead use a template ATR charge – insist on one that is developed specifically for your study, with it’s unique situations.  
Make sure those unique situations are clear and comprehensible to a reviewer new to your area.  If it’s a local law or ordinance that affected your formulation or a constraint that is not universal.  
Make sure that any high risk items in your risk register are called out in the charge so reviewers are aware of them and how they affected your analyses.  And remember to use your risk register as part of your response to a comment by documenting a new risk management option for consideration or by documenting a new risk.
Ensure that the RMO is aware of any project specific guidance or waivers, so that can be taken into account in the charge.  No sense getting a comment from a reviewer on an issue that you have already resolved through a waiver or project specific guidance.
And always review the charge for accuracy before it goes out to the ATR review team.
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IM_ Planning Community Toolbox

Home Y Planner's Library lf SMART Guide|f Project Delivery |f People |f 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)

.
Frequently Asked Questions (FAQ) e
Planning Models

ﬁ Suggestion 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 ﬁ

= Partnering with the U.S. Army Corps of Engineers: A Guide for C ities, Local Gover: ts, States, Tribes, and Non-G

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
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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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