TIPS FOR PROJECT MANAGER OF

COMMISSIONING AGENTS

1. Provide the commissioning agent with a clear scope of work.

· Make sure the scope is easy to understand

· Make sure that it contains sufficient detail

2. Read the commissioning specifications and the commissioning plan front‑to‑back.

· In order to manage the work, you must be familiar with all aspects of the commissioning requirements.

· Ask questions as needed.

3. Give your commissioning agent clear authority (if you hired him or her)

· Give the commissioning agent authority to review documents, procedures and tests and to inspect the installation and operation of equipment. Remember, the agent works for you, but is often hand‑tied because he or she lacks the authority to do more than "recommend."

4. Let the construction team and A/E know you support your commissioning agent.

· At meetings, verbally express support for the commissioning agent. The A/E and construction teams may use lack of overt support from you as excuse to not give the commissioning agent their full support.

5. Have dear reporting and paper paths.

· Meet with construction team to decide reporting and paper paths. Decide what commissioning documents will go where, and for what purpose (review, information, approval, etc.).

· Decide what role the commissioning agent will have in normal construction submittals and operation and maintenance manual reviews and where commissioning agent comments should go.

6. Make sure all change orders, architects supplemental instructions (ASIs), and requests for information that relate to commissioned equipment are copied to the commissioning agent.

7. Insist on frequent progress reports and updates from the commissioning agent.

· Have the commissioning agent provide to you with frequent updates on how the commissioning process is going. Keep the commissioning agent thinking ahead.

8. Check in periodically to see how the commissioning agent is doing and how you can assist him or her. 

· The commissioning agent may need motivation to keep the work moving along as quick as possible and may need a sounding board to bounce problems and challenges off of.

9. Follow through in a timely manner on the tasks assigned to you.

· Don’t be the holdup for any of the commissioning work. Remain accountable for all assigned tasks.

10. Show interest in mechanical issues. 

· There are many important issues for project managers to deal with besides what may be mundane mechanical details. However, the commissioning agent needs your support and interest in these areas to fulfill their work.

11. Make sure the commissioning activities are scheduled in advance.

· Have the commissioning agent provide an initial schedule with frequent updates and  
   more detail as the project progresses.

· Make sure the commissioning is included in the master construction schedule.

12. Have the commissioning agent describe the exact format and content of the commissioning records he or she is keeping and what will be turned over to you. 

· Work with the commissioning agent to establish the format for records at the beginning of the project, so there are no surprises at the end of the project.

13. Review a sample prefunctional checklist and functional test to get an idea of what the commissioning agent will be providing. 

· To prevent surprises on what exactly will be provided, have commissioning agent submit sample documents.

14. Have the commissioning agent keep a current deficiency or issues log. 

· Receive regular updates.

· Incorporate into regular project punch lists, as appropriate.

15. Develop a clear policy on dealing with identified deficiencies. 

· Determine when and how deficiencies or issues identified during commissioning will be made known to the A/E and construction team and who will be tracking them and providing feedback to the commissioning agent.

16. See that all deficiencies are corrected in a timely manner. 

· To prevent the project and the commissioning work from being delayed, the project manager must ensure that the contractors correct each deficiency in a timely manner.

17. Schedule or facilitate regular commissioning meetings.

· Increase the frequency of the meetings as the project progresses.

· Don't let regular construction topics creep in and control the commissioning agenda items.

