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EXECUTINME SUMMARY

OBJECTIMES

The firstobpctine ofthis enallaton was t© detemine reasons for costo\e runs
connecttd witt tw o construction propcts forw fich te SocialSe cunty

Adm inistration (SSA) contract d--one atSSA H eadquarers in

Woodhwn, Mary hnd, and tte otteratt e Metto WestCom pIx in

Balimore, Mary knd. The second obpctine was to revew te maintnance oftie
Kat abarequipmentt atdeh umidifies tte airfortite Metto WestCom p Ix.?

BACKGROUND

We initattd a re\Mew based on a Bteer from Congressm an Robe rt L. Eh rikch , Jr.
conce ming costowe rruns oftw o construction propcts and t e maintnance of
equipmentt atdeh umidifies te airfortte Metto WestCom plIx in

Balim ore, Mary hnd. Specifical}, t e Congressman asked aboutt e recenth
constructtd Annua W age Report (AW R)com puter room t atrquires mapr

m odifications due to deficiencies in t e originallw orkm anship. He allo asked h ow
much itwoull costSSA to rpairtis room. This computrroom is bcatd at
SSA T Metro WestCompIx in Balimore, Mary knd. The second construction
progctinvo Les renovations ofa fitness center bcatd atSSA H eadquarers in
W ood hw n, Mary hknd. Congressman Eh rkcf w as concemed t att e contractor
may haxe been onermpaid and whet erth e contractor coordinattd witt SSA 3
engineers during e course oftte work. The Congressman allo requestd
inform ation abouta deh um idifying systm, calld a Kat abar. K e asked ifitis
being rep hced because ithas nexerbeen maintained proper¥ ;and ifso, whatte
costwoull be o rphce it

We examined contracts, construction and m aint nance documents,
correspondence, memos, and otter anai bl records re hted t© t e com pute r room
and fitness centr. We intn/ewed privat engineering consu lants and SSA

1 A Kath abarsystm is a desiccantdeh um idification systm t atchemical deh umidifies using a
It ium ch bride solition as te desiccant HKtcooll and deh um idifies alloft e outdoor air brough tin
t rough te \entiktionsysem forthie Metro Westbuilling. Ifoutdoor airis notconditioned
properk by t e Kath abar unit, t e air distributed t rough outt e bui Bing co Bct additiona lm oisture
in ceibhg ducts. The presence ofexcess moisture h as been identified by experts as a source for

m icrobialgrow t s ;and t is presence, in some instances, has been hked to considerabl heak

h azards.



mech anicalle Ictricall ara it cturalland structuralke ngineers, and SSA bui Bing
contractm aint nance personne I We allo revMewed a copy ofte October 1996
reportprepared by an outside engineering and arc it cturakfim hired by SSA
make recommendations for reconstruction oft e com putrroom. Ik addition, we
conductd an on-sit inspection oftt e com putrroom and Kath abar bcations
witin t e SSA Metro Westhbui Bing.

RESULTS O FREVVEW

We found se\erallconditons Bading to construction costoxermuns oftte AWR
com puterroom which were caused by notfo Bbw ing form allprocedures t

docum e ntcontractde ficie ncies and m onitor contractpe rformance. The General
Sen4ces Adm inistration (GSA)did nottake action to ensure contractor com p lance
during construction and Bgaldisputs extnded finallacce ptance oft e contract,
Baning de ficiencies unresolled. ProblIms witt te fitness centr's construction
allo invo led inadequat monitoring ofth e construction contract FHnal}, kck of
training and failire © impEImentan im proneme ntp khn caused ine fle ctine
maintnance ofte Kat abarsystm and te need forits premature rephcement

CONCLUSDNS AND RECOMMENDATBO NS

AWR Com putr Room and Htness Centr

FoBbw controll and procedures t atrquire docum e ntation ofconstruction
deficiencies so tt atSSA canh ol t e contractor responsib I for corre cting
construction de ficie ncies be fore payment

Folbw contract rrquirements and inc bide Dinvsion ofArc it cture and
Engineering Se nMces (DAES)staffin ongoing m onitoring oft e construction
process before ch ange orders are appro\ed.

FoBbw procedures tatrquire ©t e Contracting O flicer (CO) 10 tak e corectine
action on construction de ficiencies when first r ported.

Coordinat Bgalmatiers witt GSA regarding te expenditure ofAgency funds
due to contractnoncom p lnce and failire  exercise penally provsions.

Kath abar Systm

Ensure ttatt e Kat abarsystm is properk tstd and m aintained.

Prope r¥ train m ainte nance and engineering personne lon t e new ¥ installd
Kat abarsystm.



InpEmentte enhanced inspections calld forin tte 1995-199 6 Kat abar
work phn recommended by te outside consu lantfim .

AGENCY COMMENTS

SSA had a numberofgenerallcomment in its response to tie Office oftie
hspector Generall(O IG). SSA did notagree witt te reportfindings t atadditonal
costs forthe construction propcts were caused by ine fle ctive monitoring of
contractt ortt att e Kath abarsystm was ineflectine ¥ maintained. I addition,
SSA expressed conce m t atpe rtine ntinform ation w as notinclided in t e

pre Ininary \ersion oft e report, appropriatt staffh ad notbeen inte nmew ed, and
te auditors talled witt some indinMduall noton te propcttams whowere not
fanibrw it te contractspecificatons. See Appendix A fortie fu llextofte
Agency 3 comments.

O IG RESPONSE

Th e construction de ficiencies we reported conceming te AW R com put r room
were allo identifitd and documentd in a reportt atSSA rrquestd from a privat
contractor. Construction de ficiencies in e fitness centrwere allo identified in a
reportprepared by SSA 3 progctofficer and arch it cturalland e nginee ring staff.
Ourrevew OoFSSA progpctfills and ot erewmdence indicatd t atw ritee n guidance
and procedures requiring m onitoring and tam inspections were notfolbwed ©
ensure adherence o contractrquirements. We revew ed a lldocum e ntation

supp kEd © us by SSA and conductd intnsews wit staffidentfied by SSA,

inc liding t©t ose whom we be B\ed possessed tie firsth and k now Bdge needed ©
tchnical} assess bott renovation progct.
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INTRODUCTION

OBJECTIMES

The firstobpctine ofthis enallaton was t© detmine reasons for costo\e rmuns
connecttd witt tw o construction propcts forw hich SSA contract d--one at SSA
Headquarters in Wood hw n, Mary knd, and te oteratte Metro WestCom p Ix
in Balimore, Mary hnd. The second obpctine was o rexew te maintnance of
te Katt abarequipmentt atdeh umidifies tte airfortte Metro WestCom p Ix.

BACKGROUND

We initated a rexnfew based on a Bteerfrom Congressm an Robe rt L. Eh rikh , Jr.
conce ming costo\erruns oftw o construction progct and t e maint nance of
equipmentt atdeh umidifies te airfortte Metto WestCom plIx in

Balim ore, Mary hknd. Specifical}, t e Congressm an asked abouta rece nth
constructtd com putrroom t atrquires maprmodifications to re pair de ficie ncies
in e originalw orkmanship. He alloasked how much itwoull costSSA to repair
tis room andwhy tte contractorw as paid ift e construction w as deficient This
com putrroom is bcattd atSSA I Metro WestCom p Ix in Balim ore, M ary hnd.
The second construction progctinvwo bes renovations ofa fitness centr bcatd at
SSA H eadquarters in Wood kw n, Mary hnd. Mr. Eh rkh asked ifcostowe muns
were due to hck ofmanagementowersight The Congressman allo requestd
inform ation abouta deh um idifying systtm, calld a Kat abar. H e asked ifitis
being rep hced because ithas nexerbeen maintained proper¥ zand ifso, whatte
costis o rephce it

Mu lip B Com ponents hvo Led in Construction Managem entand O\ersigh t

Responsibi My for construction m anageme ntand o\ersigh tfall undertt e aut onty
oft ree SSA components witin tte Office oftte Deputy Commissioner for
Hnance, Assessmentand Management The Oflice of Facilties Manageme nt3
(ORM) O flice ofReally Management(ORM )directs SSA 3 nationallrrally program .
UnderORM, t e Diusion of PopctManagement(DPM)has t e onerall

responsibi My for assigning a PropctO flicer (PFO) o ensure adequacy of
construction designs and coordination during bott t e design and construction
phases. These responsibi lies inc lide day-to-day construction m anage me nt,

inspe ctions, and ce rtification ofinvwoices. The Office ofOutking BuiBings



Manage me ntprowvdes bui Bing mainenance and h as skilld staffanai bbbl  assist
in construction o\e 1sigh t

Ext malto SSA, t e actuallcontractis adm inistred by GSA. A CO and a
Contracting O ficer3 Tech nicalRepresentatine (COTR)are assigned to tie
contracted propct GSA3I CO is tte onk person witt aut ority ©© gi\e dire ction
O te contractor. GSA 3 COTR, assistd by hisAierown tam ofinspectors, is
responsib I forensuring t atdesigns are com pltd on time, construction is

m anaged, inspections are made, and in\oices are certified.

ORM Wrtien Renjew Procedures

ORM has wrnten revew procedures t be used by DPM. Guidance is ginen so
ttam members willunderstand teirrolls as members ofa propctrevew tam.
During design and construction ph ases, te DPM propctmanageris officialy
designattd as tte PO. The PO acts on beh alFofte Agency andis o ful¥
cooperat wit GSA I CO and COTR to resole any issues w it engineering and
construction contractors. Team members or com ponentstaffmembers cannot
contactt e contractorw it outt e PO 3 know Bdge and appronal

Construction oft e AWR Com pute r Room

h Aprilll99 3, a contractw as aw arded by GSA, in consu laton w it SSA, for a
fasttrack progpctto constructa com putrroom t house te AWR operaton. This
construction was required o impEmentAgency phns to permanenth mowe te
AW R ope ration from t e Nationa BICom pute r Cent r bui Bing in

W oodhw n, Mary hnd, t©o t e Metro Westbui Bing in Balim ore, Mary bnd. Itw as
im pe ratine © com p € construction priorto te end ofte 1993 tax year in order
t preclde processing tte AWR operation in tw o bcations. This data ope ration
facity occupies approxim ate ¥ 11,000 square feet The com putr room consist
oft ree data storage rooms and tw o com putrroom wor areas. The contract

w as initia aw arded for 151,000 ;but, due  contractm odifications, te final
costtotald 9568,004.

During t e p knning and construction oft e com putr room, an SSA PO w as
expectd to provde o\ersight, as we HMas reportto GSA 3 COTR.?2 Eflectine and
time ¥ com m unicaton between tte PO and COTR is essentiall iFte PO becomes
aw are ofany dewvations from contractobpcti\es, t ese dewations m ustbhe

2 SSA guide hes rquirr DPM 3 PO to function as tie “6yes and ears”’oftie progct monitorti e
construction site, and reportto GSA 3 COTR.



reported to te CO. Such notificaton enablls t e CO 1 considerexercising
contractprousions t atensure ¢t att e contractoris in com plnce wit contract
requirements and spe cifications.®

Construction oftie Htness Center

The fitness centr, bcatd atSSA H eadquarters in Wood bw n, Mary knd, w as
expanded because membership had increased significanth and m ore space w as
needed. The contractw as aw arded in Ju ¥ 199 3 and constructon was comp ltd
inJune 1994. Fortie fithess centrpropct unke te AWR computrroom, tie
CO was se Icted from SSA 3 Office ofAcquisition and Grants (OAG)rati er th an
from GSA. The PO was assigned from SSA's DPM. The PO oversaw te propct
and reported construction progress to OAG. The PO aloworked witt DAES,
which designed t e progct, promMded t e draw ings and spe cifications, and
provded € ch nicalinputto ensure adherence t t e design and spe cifications
during construction.

Monitoring t e Kath abar Systm

The Kath abarsystm is a deh um idification system which chemical} deh umidifies
te airby using a it ium ci bride solition. The systm is bcatdin te Metro
Westbuilling. There are tw o Katt abars: one senes tte Nortt Builling and te
otersenes te Sout Builling. This systtm cooll and deh umidifies aloft e
outdoor\enti ktion fortt e Metro Westhbui Bing. HWoutdoor air is notconditoned
properk by t e Kath abarunit, t e airt atis distributed t rough outt e builling
colct additionalmoisture in ceibhg ducts. The presence ofexcess moisture h as
been identified by experts as a source formicrobiallgrow ¢ s and, in some
instances, tis presence has been kked t considerabl heal h azards,

e.g., Bgionnaires® disease. ProbIms hawe beenexperenced witt bot systms
oertie years, butte sysem senang tte Nortt Builling was in a stat ofcritical
disrepairandwas rephced in Aprilll99 7.

SCOPE AND METH ODO LOGY

We examined contracts, construction and m aint nance documents,
correspondence, memos, and otter anaihbll records re hted t© t e com pute r room
and fitness centr. We intn/4ewed engineering consu lants and SSA mech anicall

% GSAR 552.246-75 guarantees - Ifw it in any guarante period, t e CO finds t atguaranted
wor requires repairor a ange because ofdefctive orinferiorm atriall, equipment, or

w orkm ansh ip, oris notin accordance w it contractrquirements, t e contracting officer sh a Bnotify
t e contractor in w riing. Th e contractor m ustprom pth, and w it outadditionalkxpense t te
Gowemment, conectallguarantted w ork and alldam ages resu lling from t e unsatis factory
guaranted work. Ifte contractor faill  proceed prom pth, e Gonemmentmay h ave such w ork
performed atti e expense oft e contractor.



e Ictrical ard it cturalland structuralke ngineers, and SSA bui Bing contract
maintnance personne I We allo rexvsewed a copy oftte October 199 6 report
prepared by an outside engineering and arch it cturalfir hired by SSA tomake
re com m e ndations for re construction oft e com putrroom. Ik addition, we
conductd an on-sit inspection oftt e com putrroom and Kati abar bcations
witin t e SSA Metro Westhbui Bing.

Ourevalation was conductd from Novwember 1996  June 1997. This
inspection w as conductd in accordance wit te Qualty Standards for
hspections issued by tte President?3 Councillon htgrty and Efficie ncy.



RESULTS OF REVIEW

AWR COMPUTER ROOM CONTRACT CLOSED W ITH OUT
DEHCENCES BENG CORRECTED

A b ough SSA and GSA ack now Bdged construction de ficiencies, te AWR

com put r room contractw as cbsed outw it outresoling many oft e problms.
We found se\erallcircum stances contributing to t e premature cbsure and t e
subsequentadditionallcosts incurred in order to conectt e de ficiencies.

W rnten Procedures to Docum entContractDe ficie ncies and M onitor Contractor
P rform ance Existd butWerr NotFobwed

Specific guide bhes estabkh asystm for reporting de ficiencies as tiey are
disconered. The guide hes allo provde for syst matic m onitoring and fo Bbw -up
documentation oft e wor being done t conectdeficiencies. There is allo

w ritie n guidance w it in OFAV requinng am inspections during t e diferent

ph ases ofconstruction. Exen t ough DPM has w ritfe n guidance and procedures
o exp hin t e responsibilies ofon-sit staffand t e PO during construction, t e
procedures were notfolbwed. On-sit staffreported ttey were unaw are oft ese
procedures and unce rtain aboutt e reporting requirrment.* Contractstaff, who
were allo responsibl for bui Bing m aint nance, were notprovded wit a
construction schedull which woull haxe enablld tem t© m onitor progress of
wor schedulld for com p 1tion on any gi\en day.

h January 1994, te AWR com putrroom was occupied afe r construction w as
substanta® compitd. Ihmediat F, numerous substantine com p hints were
reported by t e occupants to tt e bui Bing m aint nance pe rsonne Bconce ming h igh
tmperature and humidity Ihe I, mafunctioning oft e autom atic & m pe rature
controbkystm, and watr Bakage into tte computrroom space. The builling
maint nance staffinmediat ¥ responded t tese comp hints and atemptd
sen/ce and maintain te computrroom. Howe\er, tey found tey coull not
repair tt e air conditioning and t mpe rature pane I because ttere was no access t
te contolunits. This situation was onk te firstin aseries ofmany com p Rints
t att e buiBling maintnance staffwoull atemptto sensce. They informalf

4 These guide hes require on-sit staff o participat in progress inspections, sene as tam
members, and meetprogress schedulls.

5 BuiBing m aintenance personne latt e Metro W esthbui Bing consists ofprivat, on-sit contractors
and SSA maintnance staff. Bot senjce t e builling fulitime.



reported tese conditons and oters o te PO witt tte be Eft atte reported
de ficiencies w ou B be brough tto t e contractor's ate ntion for prom ptcore ction.

During ourinendew witt te PO, we were ol t atform alldocum entation of
construction progress t GSA 3 COTRw as notrquirrd norw as form all
substantiation ofde ficiencies needed. This particu bhr propctw as notseen by tie
FO as hrge, costh, or compkatd enough t necessitat giving ot ertam
members a construction schedull to check forprogress.® We were allo informed
tatte PO f kt athis indimdua linspections were sufficientand @ athe did not
reqgulrf innvolle otterttam members in required inspections. Moreo\er, he
reported directh © GSAT COTRwit outregubrf conferming wit otertam
members dunng construction. kshoull be noted t atneitertte PO northe CO
had a daif presence att e construction sit and on ¥ monitored its progress on an
inegu bkr basis.

SSA and GSA Did Not Tae Action to Ensure Contractor Com p lance During
Cons truction

SSA and GSA sh ared responsibi My for m onitoring t e contract Mullipl

de ficiencies were reporttd t GSA by SSA on separat "punch Bt'" durng t ree
diferenttime perods afersubstantallconstructon was complltd. GSA hadit
ow n inspection tam 1 perform owersigh tduties and h ad © e opportunity t©
obsens any deficiencies and h axe t e contractor correctde ficiencies as tiey were
identified. H owe\er, GSA did nottake any action t address de ficiencies untill
construction w as substanta® complittd and te AWR com putr room w as
occupied.

GSA 3 COTR ack now Bdged t atconstruction errors were identified whill
construction w as in progress. H owexer, GSA cbsed outt e contractafer

18 mont s ofdisputs conceming t ese deficiencies wit outrequiring te
contractor to conectti e deficiencies. GSA instituted Bgallprocedures to im pose
penalies onk aferte room was compltd and occupied. GSA 3 COTR t ough t
t e contractneeded to be cbsed outfor practicallreasons zi.e., te AWR staff
needed  use t e room and te equipmentw arranty w as going 1 e xpire in a year.

® RederalAcquisition Regu ktion 52.236-15 Sch edu Is for Cons truction Contracts - The contractor
shaBwitin5days afertie work commences on tie contract. . . prepare and submitto te CO
for approval. . . a practicabll schedull showing te orderinwhich te contractor proposes to
perform tie wor, and te dats onwhich te contractor contemp ktes starting and complting . . .
tework.

7 During tie finalw al-t rough by bui Bing m ainte nance staff, tiey inspectt ¢ outstanding
de ficiencies and identify ttem ona "punch bt This ktis promded to GSA3 COTR,who is
obbatd tomake sure t attese prooIms are conectd witina rrasonabll time.



SSA and GSA did nottake action o h axe te deficiencies corectd during
construction. Im proned construction data and o\ersigh thetw een SSA and GSA
are needed forenforcing contractcom p lance. Concunentinspe ctions pe rformed
1t rough outconstruction coull h ane prexentd tis conditon. A Hon-sit builling
staffm ustbe ginen a construction schedull in order to o\ersee construction
progress on a dai ¥ basis and produce progress reports o which management
responds as deficiencies are reported. Htese conditions had beenmet bott GSA
and SSA woulll h axe been in a betier positon to assess te poentallbbilty of

t e contractor.

SSA K ird Anoter Ard itcturalHm to Assess t e Deficie ncies

Afer GSA chbsed outt e contract, probIms persised witt te AWR com putr
room and SSA hired an outside arch it cturalfirm , Sorg and Associats, to assess
t e deficiencies and rrcommend how © repairtem. h it October1996 reportto
SSA, Sorg and Associates confirmed mulipl deficiencies ¢ atwere attributabll ©
t e originalw ork m ansh ip, inc kding de ficiencies in t e design, construction, and
ope rationa Bconditions in t e computrroom. The report which costdr3,000,
recom mended generalldesign and construction conective measures. lems t at
had been consistntk, butinformal}, reported by t e bui Bing m aint nance staff
during constructon were allo il’nestigatd, documentd, and confimmed.

Some oft e specific design and construction de ficiencies cited in t e report
inclided: improperk instald § VAC® equipment, im properk installd piping on te
roof I\e B firr alhm speakers phced above t e suspended ceibhg, im properk
sized conde nsation drain piping, e Bctrica ldesign de ficiencies, failirr to tstand
certify new ¥ installd e Bctricalland mech anicabkystms, failirr © obtain te
contractor 3 \erification © att e com puter room H VAC equipmentins ta lhtion
rrquirrments conpEkdwit te equipmentmanufacturer3 standards, and an air
conditioning unitim prope r¥ supported by te roofstructure. lh December1996,
we asked e PO, his immediat supensor from DPM, and GSA 3 COTR ift ey
coull commenton te findings oftis report;we were informed t att ey h ad not
read it

SSA has recentlh contractd to redesign te AWR com putr room due t ch anges
inuserneeds and allo repair de ficiencies due to t e originalconstruction. This
contracth as been aw arded for $118,824.

SSA incurred additionallcosts for th e outside firm 3 assessmentand w i Bincur
re novation costs, in part, due t ine flie ctive contractm anageme ntby bott GSA
and SSA. During construction, opportunities were missed to take action  ensure

8 { eating, \£nti ktion and Air Conditioning



t attese deficiencies were conrecttd. SSA T OFM managementw as unabll ©
eflectine § ke action o ensure tt at GSA did e\eryt ing possibll o rpresent



SSA3intrst t tte contractor. This was furth er com pounded by tie
unce rtainties and ine fle ctine ness in fo w ing reporting and m onitoring procedures
int malo SSA, and between GSA and SSA.

CONTRACT REQUREMENTS WERE NOT FOLLOWED NN OMERSEENG
TH E HTNESS CENTER PROJECT

The adm inistration oft e contractduring t e renovation oft e fitness centerw as
te responsibilty ofOAG. The CO assigned from OAG is tte on¥ person

aut orized to modify tt e contractor take action to entror ¢ ange a contractual
commitmenton beh alFofFSSA. DPM 3 PO and DAES staffwere assigned to

m onitor tt e contractor3 pe rform ance in accordance w it t e contractdocuments
and re Ry € ch nicallinform ation w h en potntiallprob Ims occuned. The PO and
DAES were to promMde on-sit monitoring and t ch nicalldirection to e CO in order
tensure tattte work was within te scope oftte contract Theirtch nical
o\ersightwoull enabll OAG to make informed decisions aboutissuing ch ange
orde rs or contractm odificatons atan additonallcostt SSA. Howe\er, e final
decision to acceptordeche ch ange orders is made by OAG.

The construction m anage me ntprocess is contro Bd by t e contractdocuments
and intt mallprocedures t atrquire coordination between te CO, DPM and
DAES. The contractdocuments, which consistofarch itecturalldraw ings, a

w ritie n contract, and spe cificatons, mustbe folbwed so t atDAES and tte FO
can adequat ¥ monitor, troub Ish oot, and respond t probIms as t ey occur.
The failirr o folbw contractrquirrments and t e kck ofcoordinaton whill
monitoring t e fithess centerpropctrsuled in costowermuns and inconsistnt
rexvew ofcontractor pe form ance during re novation.

Th e specific contro Hunctions oft is contractwere t©: ol regu br conk rences
witt te contractor, conducton-sit \sits, approne € ch nicalldata submitied by
t e contractor, and promMde adequat direction to tt e contractor. Many oft ese
contractfunctions were notfolbwed. Forexampl:

Construction w as stared w it outa pre-construction meeting imvo ling all
contractparties. This meeting w as notschedulld untilmidw ay t rough
construction, atw hich pointt e PO and DAES staffh ad conce ms about
coordination w it OAG and monitoring tt e contractor? performance. These
conce ms ino Led c hrification oft e specifications, reporting requirrment t
OAG inwling the ch ange order process, and procedures for m onitoring and
m e asuring construction progress.

The contractrrquired a pre-construction conference to re\vew construction
documents This meeting shoull coner alimatiers ©t atneed t be chrified in order



t awoid a misunde rstanding oftt e contractrrquirements. These maters usualy
inc Bide c hrification oft e specifications ortte contnts ofte staementofwonr ;
qualty contro I reporting requireme nts, and procedures for m onitoring and

m e asuring construction progress. Durng tis pre-construction meeting, t e
construction schedull is discussed t ensure ime comm itm ents for com p 1tion
and to show te sequence inwhich e wor is T progress.

Change orders 1,3, and 6 were prepared and work was compltd e\en t ough
t e contractorh ad notsubmitied a notification o te CO which shoull h awe

inc Bded submission ofsh op draw ings and an estimat oft e costfor additional
work. Change order3was ful} funded despit te PO 3 concem tatte
additionalw ork w as alkeady inc lided in t e orginallcontract During tese
situations, DAES staffdid notenallatt whetterthe change orderw as vald or
how e work was to proceed.

The contractrequired t e contractor to notify te CO in w riting ofa pe nding
change order. This pemitt te Gonemmentt enallat te requestd ch ange
and: (1)confim t atitis a\ald change, dirrctt e mode offurt e r pe rform ance,
and p kn for its funding zor (2) counttm and t e ch ange and notify t© e contractor
t atno ch ange is considered t h a\e occuned.

Regarding tte work re hed to ch ange order 6, tt e contractor faild o fil a
reportw it te CO specifyinghow demoltion work woull be performed. The
contractorw as ol to rrmo\e adoorandenhrge tte doorentrance. The
change orderspecified t atift e doorwas filld witt concret, e was to cut
te pmbsohe woulln Tdamage te wall DAES and PO dai ¥ bgs indicat
tatte contractorhammered e pmb and damaged te wall No notification
w as promded by te contractor prior to de m o lion e xp hining h is approach t©
resolung t e unanticipatd sit conditon. As aresulkofte damage tie
contractor caused to tie door pmb, tte costofte change orderw as
increased and subsequentl approned for funding.

The contractrquired t atifunanticipatd mech anicall e BIctricall or structural
elIments which conflctwit te intnded function ordesign are encountred, tie
contractoris  submitareportto t e CO identifying such conditions in w ritien
accurat detaill The contractallo requires t att e contractoris responsib il for
dam ages caused by defective workm ansh ip

AdditionaHunding w as appro\ed for ch ange order 8 to construct prot ctine
bamers, exen ttough tie costwas alkkady inclided in t e contract

The contractrrquired t e construction ofdustproofencbsures or partitions for

protection where dusty ordirty work was performed atno additionallcostto t e
Govemment
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Afertie propctended, o he b awid future misunderstandings, te PO and DAES
staffconfned t rough formalmemos aboutt e propctand submitied a reportto
OAG and DPM managementm ak ing recom m endations 1 im pro\e o\ersigh tand
be te r docum entcontractch anges. They furtterrecommended @ atm anagement
estab kh contractor requirrments  provde a base e construction progct
schedull, show percentages ofcom plltion atregu bhr meetings, and conduct
meetings priorto t e startofconstruction o ensure t ataBlparties h ave an
understanding oft e propctand its requirrments. The folbwing are high Igh
from te reportDAES and tte PO submitied to tieirmanagementand OAG
rraffiming te resulk ofourre\ew :

Three diffrentCOs were assigned by OAG, resu lling in inte muption in
continuity because meeting nots and discussion resuls were notpassed on
suCCessors.

DAES staffrquestd, priorto tte startand during t e progct, a
pre-construction meeting witt OAG t discuss tte rolls ofkey SSA personne 1
in connection witt tte propct This meeting did nottake p khce unt midw ay
t rough te propct Priorto tis meeting, t e contractorw as m ak ing m apr
de\ations from contracts pe cifications and construction documents. DAES
staffand t e PropctManager (PM)m ade an e flort to bring ttese probIms and
dewvations to OAG 3 atie ntion on num e rous occasions butwere denied t e
opportunity to presenttem formall © OAG.

DAES staffperiodical notifitd OAG ofcontractobp ctinves notbeing methy
t e contractorduring tte propct No conectinve action w as initated by tie
OAG rpresentative and tte contractorw as pem ited t continue w ork e\xen
t ough contractobpctines were notbeing met

There was confusion among SSA propctrpresentatives as to teirrolls and
teirre Rtionship wit te contractor regarding contractua Bland & ch nicall
direction. As aresullk tte propctsufiered from a bss ofqualty, higher costs,
and sch edu lhg and m anage me ntde ficie ncies.

The finalcostoft e fitness centtrw as 9210,687, ofw hich approxim ate ¥
$B10,000 w as due t contractch anges. DAES staffand tte PO maintain t atsome
oft e $B10,000 coull h axe been saxed ifcontractprousions had been folbw ed
and ift e int malladm inistratine procedures between OAG and DPMV h ad been
efectne B impImentd. We concurw it t atconclision.

We be Bxe OAG managementshoull ensure t atcontractrrquirements are
impEmentd and systmatical} fo Bbw ed during constructon. This woull allo
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ensure t atcontractch anges are \vald and notdue t© a hck ofconstruction
p knning, and a Madditionalcosts associated w itt contractch anges are albw abll.
Contractor Privy to OAG and DAES Disagreements

When progress meetings ok phce, procedurallprobms t atexistd between
OAG and DAES were openk discussed wit te contractor present DAES and FO
dai ¥ bgs show tatietms fordiscussion inc lded incone ctspe cifications,

im prope r cons truction m anage me ntprocedures, failirr t© prouMde contract

docum entation © a Mparties inno led, de hy ofti e contractdue t© hck ofmoney,
te anaibhbilty ofmoney for a ange orders, tumo\er oftt e contracting officiall

(bt ree imes), and questions regarding t e cone ctdocum entation for th e ch ange
orde r process.

DAES recorded in its dai ¥ bg t att ese situations sh ou ll noth ave been
discussed in tie presence oft e contractor and t att is inform ation enh anced t e
contractor3 position because he was made aw are ofte hck ofo\ersigh t
control. h response to ourdraftreport, SSA statd t at

“ttw as possibl t at, during ti e exch ange ofa progress meeting, te
contractormay h axe witnessed disagreementon aspects oft e
progct among \arious ttam members. H owe\er, we h ave no ewudence
0] supportt athe used tese meetings o intuita kck ofprogct

o\ersigh torto in some way increase contractcosts to his
advantage .””

DAES staffw as allo informed, in bt e presence oftte contractor, t att e Bad

arch itectw as no bnger to im part  ci nicaladuce atallduring t e meeting. DAES
staffand te PO made requests to meetwit teirmanagementand OAG in
privat t discuss t ese organizatonallprob Ims and construction de ficie ncies, but
tey were notginen an opportunity to do so. We be Bxe tt atSSA staffcou

m ore e flicientlh and e flectine ¥ m onitor tt e prousions ofa contractift ey
presentd a unified approach when intracting wit a contractor.

SSA S MANAGEMENT ONMVERSIGH TOFKATH ABAR SYSTEM
NEAECTME

SSA 1 VAC engineers, bui Bling contractors, and m anufacturing consu lants
reported t attch nicallprobIms witt te Kath abarsystm hawe persistd as a
resukofim properm aint nance, especial}f due to ke of training ofm aint nance
personne Band €sting oftie equipment Aferre\mewing avai kbl inspection data
from 1980 to Aprill996 from SSA and outside consu lants, we found t at
maint nance probIms persisttd oxert e entire span oftime.

Prope r Maint nance Procedures NotimpImentd
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As eark as 19 80, an outside consu lantrecommended t atce rtain parts oft e
Kat abarsystm be rephced oradjusttd toe Ininatt Bakage inorderto bwerte
airsupp ¥ humidity to acceptabll Ine 1. A 1994 summ ary ofactinvties prepared
by a privat consu lantconclided: (1)t e bui Bing contractors did notappear
conductan actine progran to m aintain and exallat te eflectiveness oftie

Kat abarsystm z(2)neit ertt e bui ling m ainte nance contractor nor Metro West
facilty staffconductd tmperature, re htine h umidity, or airfbw measurements 3
and (3)t e builBing managers were noteflectine ¥ using t eir Kath abar
subcontractor. The outside consu lantconclided t at w it oute xt maBassis tance
from tem, tte builling managers wou ll notbe capabll ofe\aliating or corre cting
identified de ficiencies in e Kati abarsystm.

An Aprill7, 1996 report re\xealld tt atoutside consu lants once again
recommended © atSSA imp EImentprim ary and enh anced e nginee ing m aint nance
forbott Kath abars. The documentallo states t©t at SSA shoull impEImentallof
t e proposed 1995-1996 maintnance w ork p lhn recom mendations t ath ad not
beenimpimentd t dat.

Faibhg Nortt Kat abar Rep hced

SSA rephced t e failhg Nort Builling's Kat abarsystem wit a new “Kat apac””
sysem which was installd in April1997. The costforrephcing tte Nort

Kath abarw as 98 50,000. The Kat apac is cunentlk being ope ratd and

m aintained by t e contractor, butsoon SSA personne lwillake onertie
maintnance. SSA T bui Bing m aint nance staffand t e on-sitt contractors h a\e
receined training from te Kath apac m anufacturers. SSA3 PM willkknallat te
adequacy oftraining t ey have receined and, on t e basis oftt ose findings, SSA
mustdetmine iffurtt er training is necessary before tey take onertis

m aint nance function from te manufacturer.

h additon o e high costfortis equipment, additonabheal and safty aspects
musthbe considered to ensure t att e equipmentis maintained adequat ¥ and
tstd rgulrf. An SSA document®alloshowed t atte costofr bcating
emphbyees woull be extreme § proh ibitine and tie bgisticallprobIms woull be
onerwhe hing ifte Kat abaris notm aintained properk.

* Summ ary Reportand Recom mendations oftie 1995 Coo bhg Season, Te Bcom m unications
Sendce CenterMetro Westint nention Progct, by NeilIC. Dawus, FederallO ccupationall ealh
Contractor.

1 Anintmalmemorandum © GSA ¥ Chesapeake Really Sendce from SSA 3 ORM, datd
October 16, 1996.

13



CONCLUSD NS AND RECOMMENDAT DNS

h answert Congressman Eh rkh 's inguiry aboutcostowe nmuns and m onitoring of
construction sites by SSA, as we Bas tte rephcementand maintenance oft e

Kath abarsystm, we found sexerallareas t atneed impronement To awoid future
ine flicie ncies and unnecessary spending, we recommend © at SSA:

AWR Com put r Room and Htness Centr

1. Folbw controll and procedures t atrquire documentation ofconstruction
de ficiencies so tt atSSA canh ol t e contractor responsib l for corre cting
construction de ficie ncies be fore payment

2. Fobw contractrquirment and inc ide DAES staffin ongoing m onitoring of
t e construction process before ch ange orders are appro\ed.

3. Fobw procedures tatrquire te CO to take conective action on construction
de ficiencies when firstr ported.

4. Coordinatt Bgalmatkers witt GSA regarding t e expenditure ofAgency funds
due to contractnoncom p lnce and failire  exercise penally prowvsions.

Kath abar Systm

5. Ensure t att e Kat apac systm is properk std and m aintained.

6. Properk train m ainte nance and engineering personne lon t e new ¥ installd
Kath abac system.

7. hpImentte enhanced inspections calld forin tte 1995-199 6 Kat abar
work phnrecommended by e outside consu lantfim .

SSA 3 GeneralComments

SSA had a numberofgeneralcomment in its response © O IG. SSA did not
agree witt te reportfindings t atadditionallcosts fort e construction progcts
were caused by ine flectine monitoring ofcontracts ortt att e Kath abarsystm

w as ineflectine ¥ maintained. bk addition, SSA expressed concem t atpe rtinent
inform ation w as notinclided in t e pre Ininary \ersion oft e re port, appropriat
staffh ad notbeen intenMew ed, and t e auditors talled witt some indivdual not
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onte propcteams whowere notfaniblarw it te contractspecificatons. h
addition, SSA w as disappointtd t att e draft rportcontinued to contain a

num be r ofinaccuracies and om issions criticallto obpctine § enalating e\ents t at
transpired. SSA indicatd t atitw as im practicalto app ¥ a traditona Baudit
approach to compxissues with impkations beyond t e construction progct h
addition, SSA notd t atto approach tese issues from te perspectine t at
increased onersigh twoull have solled tese problIms is notw e BlHounded.

O IG Response © GenerallCom ments

Th e construction de ficiencies we reported conceming te AWR com put r room
were allo identifitd and documentd in a reportt at SSA commissioned entitld
h\estigation and Exallation ofti e Annua W age Re port Com pute r Room
Expansion Propct This reportw as prepared and issued by te arch it ctand
engineering firm ofSorg and Associats on October4, 1996. Construction

de ficiencies were allo identified in t e reportRenovations & A Erations o te
Socia BSe cunity Adm inis tration Htness Centrprepared and issued by SSA 3

arch it cturalland engineering staffand te PO fortte propct OurremMew OoFSSA
progctfills and ot erexdence obtained during t e course oft e evallation
conoborated t atw rite n guidance and procedures requiring m onitoring and & am
inspections were notfolbwed t ensure adi erence o contractrequirements. We
allo rported on studies prepared by an outside consulantin 1994 and 199 6
which attributed te Kath abarsystm malunctions t im prope r m aint nance and
recommended im proned training and enf anced engineering m ainknance. We
rexvew ed a lldocum entation supp kd to us by SSA and conductd intnjews w it
appropriat staffidentified by SSA. We allo conductd intnjews witt oters
whom we be B\xe possess te firsthand know Bdge needed to tch nical} assess
bott renowation propcts and te critria underwhich tese propcts were t be

m onitored.

Specific SSA comments and O IG responses conce ming each recom mendation
fobw :

AWR Com putr Room and Htness Center

1. Folbw controll and procedures t atrquire documentation ofconstruction
deficiencies so tt atSSA canh ol t e contractor responsib I for corre cting
construction de ficiencies before payment

SSA Comment

SSA has controll and procedures in p hce © docum entconstruction
de ficiencies. These procedures promde for day-to-day construction
m anage me nt, inspe ctions, docum e ntation of contractor cons truction
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de ficie ncies, and time ¥ notification © t e contracting aut ority ;i.e., SSA's
OAG and GSA. Alpropcttam members in ORV are ginen a copy ofte
procedures t rexfew att e beginning ofa propct Team members are
assigned on a rotating basis. Atone tme or anotier, neark allORV em p byees
hawe sened on propcttams. kh additon, tam members are made aw are of
t eir responsibi Mies under Fede raBAcquisition Regu ktion (FAR) t rough

m andat d training.

O IG Response

Ourrewvew dischbsed t atcontrol and procedures t docum e ntconstruction
de ficiencies were notimpImentd on a day-to-day basis whill construction
w as in progress. We allo coull notfind exsdence in SSA fills &t attam
inspections were partoft e monitoring process during construction.

. Folbw contractrquirements and inc lhde DAES staffin ongoing m onitoring of
t e construction process before ch ange orders are appro\ed.

SSA Comment

This is standard O FM practice. W ritien procedures spe cifical} address
estabkhing a muli-disciphary propcttam. The propcttam routine §

inc Bides arch ite cturalland engineering staff, as w e Mas security, enronmentall
healh and safty, and sh op personne Ie Bctricians, ope rating e ngineers,

p Embers, and campentrs)

O IG Response

During our rexfew ofbot propcts, we found t atongoing m onitoring of
construction in process w as ine flective and t atexisting procedures were not
fobwed. There was a khck ofcoordination am ong t e \arious com ponents
whowere required t participat on propcttams st erefore, adequat
o\ersigh toft e construction process w as notensured. Tech nicalktaffon bot
propcts were notassigned clarrolls to enallat te progress ofconstruction.
These tchnicabktaffand managers confimed t att ey did nottake partin a
coordinattd tam eflortand were notdirected t participat in alph ases ofte
construction p knning process. These phases inc bded participating in pre-
construction meetings, receivng tie construction schedull o measure te
contractor3 progress, daikf sit \sits, progress meetings, inspections w it
GSA, and producing progress reports to identify de ficie ncies.
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3. Fobw procedures tatrquire te CO to take conectine action on construction
deficiencies when firstreported.

SSA Comment

SSA has procedures in phce forresponding time ¥ © reported and documentd
construction de ficiencies. FAR and te £ ms and conditions ofOAG and GSA
cons truction contracts address and promMde forsuch comrectine action. The CO
can ch oose from se\erakinds ofconectine actions (\erbaladm onishments,

w ritien adm onishments, defauk® m ination 3, etc.)depending upon te CO’s
de t m ination ofth e nature and se\erty oft e situation.

O IG Response

Ourrevew dischbsed t atconstruction de ficiencies were notidentified during
t e construction process. We be Bxe t atinadequat monitoring and
inspections whill work was in process prexentd t e identification of

de ficie ncies during construction.

4. Coordinat Bgalmatiers witt GSA regarding t e expenditure ofAgency funds
due to contractnoncom p lnce and failire  exercise penally provsions.

SSA Comment

SSA routine ¥ coordinats wit GSA during construction progcts, and h as input
and recom mends corrections for contractnoncom p lnce. During construction,
apenaly is imposed by witth o Bing a percentage oftt e contractor's mont ¥
progress payment Afersubstantialcom p Ition and/r be ne ficia loccupancy
(dat offinallacce ptance )and t e generation ofa ""punch kt'(probIms to be
addressed), tte CO may impose penalies ift e contractor faill to conect
"punch EBt'deficiencies. H owe\er, t e contractoris ginen e\ery opportunity,
inc Biding pro bnged negotiations, t conectde ficiencies before penalies are

im posed. The finaldecision  im pose penalies rests wit te contracting

aut ority (OAG orGSA)and it lgaktaff

O IG Response

GSA waittd untillt e com puter room was occupied and substanta® compltd
prior to initiating Bgallprocedures t im pose penalies. We be Bxe the time ¥
im position ofpenally chuses forfailirr © compk wit contractprousions
woull have resuled in cornrection ofde ficiencies prior to e xpiration ofw arranty
pe rods.
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Kath abar Systm

5. Ensure t att e Kath apac systm is properk £std and m aintained.

SSA Comment

The new Kathapac systm, which rephced te Katt abarsystm intie

Nortt BuiBing ofMetro West, was std and h as been ope rating corre cth
since Aprilll, 1997. The new systm is being operatd and m aintained
according to tte manufacture r's specifications. SSA m aintains inspe ction bgs
which documentinspections oftte new system by te maintnance contractor.

O IG Response

We be Exe SSA T continued atle ntion t inspe ctions and ope rationa
maintnance wililmaximize tte Me ofte new Kath apac systm.

6. Properk train m ainte nance and engineering personne lon t e new ¥ installd
Kat apac systm .

SSA Comment

A BEcontractm aint nance personne land alSSA em p byees responsib l for
o\erseeing e maintnance and inspection oftie systm haw been trained.
This is supported by documentation. The Metro Westbui Bing 3 m aint nance
contractexpires in August1997. IFte new contractis notaw arded t t e
cune ntcontractor, training w i lMbe schedu ld for alinew m aint nance
personne |

O IG Response

We agree witt SSA 3 phn to train new m ainknance personne 1

7. mpEImentte enh anced inspections calld forin tte 1995-199 6 Kat abar
work phn recommended by te outside consu lantfim .

SSA Comment

The enh anced inspections recommended in tie reportare being conductd.
hspe ction reports documenttmperature and h umidity measureme nts from
1995t te present

O IG Response
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We not t atSSA is impEImenting t is recom m e ndation.
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