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Activity 1 - Focus of the 2005 Winter Workshops

The focus of the winter workshops is on two things: converting all SOWs to work element-based format and entering them into Pisces.

Support for topics not covered in the workshops can be found through:

· Your BPA project manager (PM).

· The F&W Website. Go to http://www.efw.bpa.gov/contractors/where information will continually be added.

· E-mail fishsupport@bpa.gov.

Which project management documents will be addressed today? 
Contractors are accustomed to creating statements of work (SOWs) to describe the work performed for BPA.  However, the SOW is not the only document required for contract execution or renewal.

Below is an overview of all of the documents required as part of a BPA contract.  The picture includes information about how they fit together to describe project work and which ones we will focus on during this workshop.
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The five components for defining and managing a project or contract are:

1. SOW – Used to describe the work, what the project is to accomplish, project methods, and deliverables. It uses a structure that is based on work elements.

2. Milestone Schedule – Used to identify when work will take place and be completed.  Replaces the work schedule, which will no longer be required.  A stand-alone schedule of work may be generated from the milestones entered into Pisces as part of the SOW. 

3. Line Item Budget – Describes the details of anticipated contract costs:  what the work will cost in terms of labor, travel, materials, etc.   BPA is not currently making changes in this area. Follow existing guidance on how to create your contract budget.

4. Work Element Estimate – An estimate of how much of the total budget applies to each work element.  This is estimate is for reporting purposes, and will not impact the payment of invoices.

5. Status Report – Used by the contractor to communicate the progress of work against the anticipated schedule.

6. Spending Plan – Used to describe when funds will be spent.  This is an important part of helping BPA manage its finances and cash flow.

( The focus of the Winter 2005 workshops is on converting SOWs to work element format, using milestone work schedules, and performing work element budget estimates.  There are no changes to the contract line item budget or spending plan at this time.

Activity 2 – Introduction to Work Elements

Below are answers to some of the frequently asked questions about work elements.

What are work elements?

Work elements are a standard list of project tasks accomplished by the F&W program.  They are the backbone of BPA’s approach to developing SOWs and using the Pisces system.

Examples of work elements are “Install Fence”, “Install Fish Screen”, “Maintain Vegetation”, etc.  Going forward, SOWs will be developed using the standard list of work elements instead of free-form tasks and objectives.

Why is using work elements so important?

Using work elements is important in order to promote consistency in our SOWs, enable reporting on project actions, serve as a foundation for defining biological metrics, and enable SOWs to be entered into Pisces.  By using a common language to describe our work, we can enable program reporting that provides valuable information about our work and accomplishments.

Who developed the work elements?

Work elements were developed primarily by BPA, with input from contractors and other participants in the F&W program.  BPA started with a list of every kind of task being performed under existing F&W program contracts.  By determining the level of detail the program needed to track -- biological, financial, and administrative-- we lumped and split tasks until 88 work elements remained to describe F&W program activities.  We tried to meet our program’s reporting needs without requiring an undue amount of detail or administrative work from the contractor or BPA PM. 

What if work elements change?

The list of elements for FY’05 is considered to be a starting point and will be adjusted as the program identifies additional requirements for FY2006 and beyond.

As work elements change, you will have to use current ones to define your SOW during contract renewal.  You will not, however, be required to update old or existing SOWs to use new work elements.  The only exception may be in the event BPA or the Council identifies an extremely high reporting requirement that calls for us to gather critical information immediately.
As of January 2005, the work elements are fixed for FY2005 SOWs.  While there will be no additions or removal or work elements, there may be adjustments and improvements to definitions and guidance housed on the work element background pages.

What are the work element background pages?

BPA has launched a redesigned website to support our stakeholders, contractors and business partners.  On the new website you’ll find background pages for each of the 88 work elements that include the definition, recommended deliverables and milestones, metrics and environmental compliance requirements, and rules and examples for using the work element.   

Browse the work element background pages at:

http://www.efw.bpa.gov/contractors/statementsofwork.aspx
For guidance on other aspects of contract management, including general SOW and budget preparation, using Pisces, accrual reporting, renewals and amendments, and Contract Management Manual contents, please see:  http://www.efw.bpa.gov/contractors/ 
 Activity 3 - The Current Work Elements

Look at the list of work elements.  Notice the:

Work Category – The purpose of the work category is to provide a grouping for like work elements. Examples of the work categories are “Habitat Improvement”, “Hatchery O+M”, etc.

Work Element ID – A unique number assigned to each work element, used for identification purposes.. It will never change.  Not every report will order the work element list by the ID.

Work Element Name – This is the work element itself.

Work Element Definition – This information describes what the work elements covers.  In some cases you will find references to other related work elements and suggestions for their use.

EC Required? – This is an indicator of whether or not this work element requires environmental compliance consideration prior to beginning work.  It is used by BPA’s environmental services staff to determine which SOWs they need to review.

Metrics – This is the list of metrics that should be captured for most work element. Metrics are measurements of on-the-ground accomplishments such as acres of vegetation planted or miles of passage opened. Currently, not every work element has a metric. The same metrics can be leveraged to report against NWPA or ESA BiOp goals.
While the work element definition describes how the work element is to be used, later we will introduce a work element description that contains information specific to the SOW.

Activity 4 - What Depends on Work Elements?

Everything.  Biological metrics, project location, target species – in Pisces nearly everything will hang off of the work element.

Because the work element is the hub, our ability to accomplish all of the program’s reporting depends on proper use of the work elements, as shown below.
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Activity 5 – Work Elements And The New Structure of SOWs

Until now, most SOWs followed an objective, task, and deliverable approach.

Below is a representation of the new format for defining SOWs that is based on work elements.
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A: Remove or Relocate Predaceous Animals

 

Title:

 

Remove giraffes and hippos

 

 

 

 

Description:

 

Non

-

predaceous animals provide no populuation control benefit, yet exact a considerable habitat tax 

in the form of vegeta

tion depletion. Resource competition from non

-

pred animals results in substantial 

habitat unit pressure and eventual reduction in focal species populations.

 

 

Sorry, the giraffes and hippos gotta go!

 

 

 

 

Deliverable 

Specification:

 

Remove all giraffes taller

 than 2 meters

 

Remove all giraffes younger than 2 yrs

 

Remove all hippos greater than 0.5 tons

 

Remove all hippos younger than .075 yrs

 

 

 

 

 

 

 

 

 

 

 

 

Milestone Title

 

Start Date

 

End Date

 

Milestone Description

 

Identify count and location of 

giraffes

 

11/17/2004

 

11/19/2004

 

Count 100% of the giraffes, need 

location to the nearest inch test

 

Identify count and location of 

hippos

 

11/14/2004

 

11/16/2004

 

Count 100% of the hippos, need location 

to the nearest inch

 

Obtain permits

 

11/14/2004

 

11/30/2004

 

Get permits #8762 a

nd #9289

 

Set traps for both giraffes and 

hippos

 

12/13/2004

 

12/17/2004

 

Size XXL and XXXL, respectively

 

Bait traps

 

12/20/2004

 

12/21/2004

 

I like to use night crawlers and/or Oscar 

Meyer all beef franks.

 

Collect animals and liberate 

them in the suburbs

 

2/25

/2004

 

12/25/2004

 

Rent U

-

Hauls for transport.

 

Deliverable: <none> complete

 

 

 

11/24/2004

 

Count 100% of the giraffes, need 

location to the nearest inch

 

 

 

 

 

 

 

 

 

 

Work Element Title

This is the title for this specific work element in the

SOW. The reason we use titles is to help distinguish

between multiple instances of the same work

element on a SOW. For example, a work element

title may be "Remove Animals from North Property".

Work Element Description

The description is used to describe the work that will

be completed by the work element. It can be as long

and as detailed as is necessary.

Deliverable Specification

The purpose of the deliverable description is to call

out exactly what will be accomplished by the work

element. Often, it will duplicate information that

could be found be reading the work element

description. However, the deliverable description is

important because it clearly identifies the deliverable

and makes it easy to locate.

Work Elements and Milestones

Milestones

Milestones can be used to

identify significant activities or

events associated with a work

element. there is no standard

format for milestone titles. they

can be anything the contractor

and project manager wish.

Milestone Description

The milestone description is

used to describe the details of

the milestone.

Pisces Statement of Work Report


Activity 6 - Choosing a Work Element / Lumping and Splitting

Choosing the right work element is one of the most critical parts of developing an SOW.

What is Lumping and Splitting?

By now you should be familiar with the fact that the work element is a critical component of the structure of an SOW in Pisces.  Because the work element is “the hub”, all other information will be organized around it including biological metrics, budgeting information, etc.

In order to enable Pisces to create accurate reports about our biological achievements or program spending, we need to use work elements correctly.

Most rules for using work elements have to do with “lumping” versus “splitting.”  For reporting purposes, it is important not to lump too many activities into a single work element.  See below:
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Work Element Details

A: Install Fence

Title:

Install and Maintain North Fence

Description:

Install and maintain a fence that will...

There is a lumping and splitting rule

that requires all operations and

maintenance work (O&M) to be called

out in a separate work element.

This SOW is 

incorrect

 

because it “lumps” too much into a single work element.

Correct SOW

Work Element Details

A: Install Fence

Title:

Install North Fence

Description:

Install a fence that will…

This SOW is correct because it uses

two work elements - one for each of

the fence installation and

maintenance work.

This SOW is 

correct

 because it “splits” out the O&M into a separate work element.

B: Maintain Fence

Title:

Maintain North Fence

Description:

Maintain the north fence...

This work element will need to

become two.

Not every rule will require the splitting

of work elements. There are some

situations were lumping is OK too.


The primary place for information about work elements and lumping and splitting rules is on the work element background pages found on BPA’s F&W website at http://www.efw.bpa.gov/contractors/statementsofwork.aspx.  There, you can find a webpage dedicated to every work element that describes the rules and provides examples for using each work element correctly. 
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Work to install various types of fence and or gates.  Can also include cattle guards or water gaps for livestock if

associated with the fence and not stand alone work elements.

Deliverables (recommended)

·

Miles of fence (.01)

·

Number of water gaps

·

Gates and cattle guards

Rules and Examples (work element scenarios and associated rules)

Rule 1:

  Any ESA, NEPA, permitting, or other environmental compliance work should be split out as a separate

work element under 

WE# 165, Produce Environmental Compliance Documentation

.

Example:

WE:  Install fence

WE Title:

  

Construct 3 miles of fence at Johnson site.

WE:  Produce Environmental Compliance Documentation

WE Title:

  

Obtain local permits and ESA compliance associated with the construction of fence at Johnson site.

Rule 2:

  If you are installing fence at various locations, a work element must be created for each location to

document metric requirements.  This does not require multiple work elements for 

WE# 165, Produce

Environmental Compliance Documentation

.

Example:

WE:  Install Fence

WE Title:

  

3 miles of fence at Johnson site.

WE:  Install Fence

WE Title:

  

2 miles of fence at Brown site.

WE:  Install Fence

WE Title:

  

4 miles of fence at Smith site.

Milestones (may include)

·

Prioritize areas to provide riparian protection

·

Create agreements with landowners

·

Flag area for fence location

·

Complete and send out bid packages

·

Select contractor for construction

·

Fence construction

·

Approve construction work

·

Environmental compliance requirements complete

Metrics

·

Number of miles of fence

Associated Work Elements

·

WE# 34, Develop Alternative Water Source 

(Note that this should be included in WE# 40, Install Fence if

associated with fence work and not stand-alone work.)

·

WE# 39, Install Cattle Guard 

(Note that this should be included in WE# 40, Install Fence if associated with

fence work and not stand-alone work.)

·

WE# 47, Plant Vegetation

·

WE# 22, Maintain Vegetation

·

WE# 53, Remove Vegetation

·

WE# 18, Maintain Terrestrial Structure

·

WE# 26, Investigate Trespass

Install Fence

WE #40

Habitat Improvement
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Activity 7 – Complete the Contract Description

The first work-related item in the SOW is the contract description.

The contract description is a free-form area where you can record background information about your contract and SOW.  This is the place where you would capture high-level details that you wish to clearly identify, rather than embedding the information in a work element field.

Because the current support for an SOW in Pisces does not provide a specific place for objectives, the contract description is a good place to document them.

The contract description is also a good place to capture any special information that connects your work to the original proposal.

Pisces cannot currently accept photos or maps in the contract description, but will be able to in the near future.

Activity 8 – Complete the Work Element Title

Once you have chosen a work element, it’s time to fill in the work element title.

The work element title can be used to:

· Provide more specific information than can be communicated in the work element field.  A work element title, “Design for two dike breaches (Hatfield’s/McCoy’s)” provides significantly more information than the work element, Produce Design and/or Specifications.

· Help keep multiple instances of the same work elements straight.  “Hatfield site dike breach” and “McCoy sit dike breach” can help keep two instances of the Enhance Floodplain work element clear.

· Connect work elements together.  “Landowner Coordination for two dike breaches” provides a valuable linkage between the coordination activity and dike breaching work.

· Identify a work element’s support of an objective.  “Plant Vegetation for Objective 1: Erosion Control” can demonstrate the ultimate purpose of the work element. 

Guidelines to consider in choosing a work element title are:

· Spell it out.  It is best not to use a series of abbreviations.

· Be brief. This name will appear within Pisces screens and on reports; if the name is longer than 80 characters, the latter part may be cut off.

· Name the action definitively.  Choose a name that can effectively communicate the information to a reader who is not familiar with your project. Also, you may have more than one of the same work element so you’ll want to title each one clearly. For example, “Install Johnson Property Fence” and “Install Smith Property Fence.”

Activity 9 – Complete the Work Element Description

Each work element has a description field where you can capture details of the work.

This section is the place where you should document everything from descriptive information to prescribed scientific approaches.

There are a couple of other places that you can capture information about a work element, such as the deliverables section and milestones.  However, it is a good idea to also provide any relevant details as part of the work element description because this is the primary place a reader will go to access information about the work element.

Work element descriptions should include the classic “who, what, when, where, and how” information.  Some information will be described in further detail by other sections such as the deliverable specification and milestone description.

Examples of suitable items to include in your work element description are:

· An easy-to-understand description of what is to be accomplished, such as the installation of a fence.

· The location.

· The name of a landowner or other notable partners.

· Technical details about how the work will be conducted.

· Identification of a subcontractor who may perform the work.

Activity 10 – Define the Deliverable

Each work element has a deliverable description where you can capture specific information about what it will produce.

In some cases, information in the deliverable section may overlap with the work element description.  A good rule to follow is that the work element description should contain general information, as well as the work element’s methods, while the deliverable should include a definition of the final product.

BPA’s definition of a deliverable is:

“The primary product of work; something verifiable by BPA.”

In the case of tangible work, such as installing a fence, the deliverable is the completion of the fence - not a report.  If a report is needed, there should be a separate reporting work element for which the deliverable will be a report.

In the case of less tangible work such as coordination, there will often be no verifiable deliverable.  Instead, there will often be a companion work element such as “Produce Status Report” for which the deliverable will be the report.

A good deliverable specification typically includes:

· The quantity of the deliverable to be produced, such has 10 miles of fence.

· Measurements or physical characteristics that are relevant to the deliverable, such as ”A barbed wire fence”, or “An 8’ by 4’ rotating drum screen with ¼” mesh or “A three-pole jack fence”.

· Information about the anticipated level of quality, such as “plants are expected to survive for 6 months after planting”.

Sometimes you will be faced with a decision of how much to include in a single deliverable.  As illustrated in our lumping and splitting rules, there are some work elements for which the decision will be made for you, such as a fish screen, where we require you to use a separate work element for each screen.  In this case, the deliverable of each work element is the fish screen.

However, some other work elements will allow you to “lump” like types of work together in a single work element.  For example, you can use the collect data work element to describe work that gathers different types of data from numerous locations.  In this case, it would seem like there are many deliverables associated with the work element.

Instead, our approach is to treat multiple collect data actions as a single, composite deliverable.  What this means is that we will consider the work element complete only once all of the data is collected.

 Hence, we have a rule that every work element can have a maximum of only one deliverable. 

In some cases a work element may have no deliverable.  It is appropriate for a work element to have no deliverable when:

· The deliverable may be scheduled for completion in a future year, beyond the duration of the contract.

· Certain types of work may pertain more to services that don’t have hard deliverables. See the work element background pages for guidance.

Activity 11 – Identify the Milestone

All contracts will be required to complete a schedule that describes critical activities and when they will be completed.

Compared to work elements, milestones are less rigidly structured.  Although each work element has a list of recommended milestones, there are no firm rules or standard lists of milestones, as there are for work elements.  Milestones are designed to afford the contractor and BPA PM maximum flexibility in meeting the needs of their individual project.

Milestone schedules will be the foundation on which contractors will use Pisces to complete status reports beginning in July 2005.  Note: Milestones that “slip” will not impact the payment of an invoice or require a contract amendment for cost-reimbursement contracts.
Every work element is required to have at least one milestone that describes when the work will be complete.

Some screens in Pisces will show work element duration in the form of a start and end date.  The work element doesn’t actually have its own dates.  Instead we use the earliest milestone start date and the latest milestone end date to calculate the work element’s duration.

 Below is a representation of how milestones will be defined for a work element:
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Environmental compliance
documentation
requirements complete

Equipment mobilization
complete

Start Date
6/30/2005

8/1/2005

End Date
7/1/2005

8/8/2005

Milestone Description

Dike has been breached per engineering
design, cofferdam(s), if any, have been
removed and water is allowed to flow onto site.
The work does not require acceptance by BPA
COTR to be considered complete.

Equipment needed to begin implementation,
including temporary offices, have been
delivered to the work site.

Subcontractor hired for
implementation

Materials for
implementation obtained

Deliverable complete

7/1/2005

8/15/2005

7/31/2005

8/19/2005

9/30/2005

Soliciation is completed and a subcontractor
has been retained.

Dike has been breached per engineering
design, cofferdam(s), if any, have been
removed and water is allowed to flow onto site.
Does not require acceptance by BPA COTR to
be considered complete.





The above is just an example.  The milestone description field can contain as much information as is necessary.

Milestones can be used for two purposes:

1. Milestones can be used to identify an important step in the process of completing the work element, such as “Old culvert removed”.  This is the most common use of milestones. 

2. Milestones can be used to segment a work element into smaller parts, such as “Elk county coordination” versus “Johnson county coordination”.  This usage typically applies when a work element lumps multiple actions together.

Unlike work elements, you may name a milestone whatever you deem appropriate.  Options for the different way to identify a milestone are:

· A portion of the work, such as “North tributary coordination”.

· A description of an event “Old pipe removed”.

· A number of something to be completed, such as “100 acres planted”.

· A percentage of something to be completed, such as “50% of data collected”.

· The completion of another work element upon which you are dependent, such as “Produce Plan – Complete”.  (Eventually, Pisces will track how the completion of one work element affects another).

Guidelines for choosing milestones:

· Choose milestones that are clear events, not ongoing activities.  Milestones that have a duration of the entire contract period are often ineffective, unless they are truly an ongoing activity that is subject to status reporting.

· Consider how useful the milestone will be for status reporting.  A milestone for being 99% complete does little to help manage the completion of a work element!

· Ensure the milestone is objective and easy to measure progress against.

·  In general, a few good milestones are better than too many poor ones.  Milestones should not be used to identify all of a work element’s activities – just those critical ones that are important for status reporting.

Each work element has a list of recommended milestones on its background page.

Activity 12 – Define the Milestone Start and End dates

The start and end dates describe when a milestone is scheduled to begin and end.

Some rules for milestone dates:

· All milestones must have both a start and end date, except for the “Deliverable Complete” milestone, which Pisces generates.  The “Deliverable Complete” milestone is allowed to have only an end date.

· The end date cannot be before the start date.

· All milestone dates must be within the current contract performance period.

· Milestone start and end dates may be on the same day to signify a single-day activity or event.

Activity 13 – Complete the Milestone Description

Each milestone has a description where the details of a milestone can be kept.

Guidelines for completing the milestone description:

· It is important the milestone description clearly describes exactly what the milestone includes.  Be as specific as possible.

· It is important that the milestone description is specific enough to facilitate accurate and meaningful status reporting.

· The milestone description may repeat some information housed in the work element description.  This is acceptable and can be useful for describing specific milestones.

· Identify who is completing the work.  If you are including a milestone for work completed by another organization, be sure to identify them in the milestone field.

Activity 14 – Work Element Budgeting

The purpose of a work element budget is to identify what percentage of a total contract budget is associated with each work element.

Today, contract budgets detail line items such as labor, travel, and materials, but are seldom broken out by task or type of work.  The result is that we are unable to create reports that identify how much the program budgets for installing fish passage improvements versus maintaining vegetation versus producing status reports.

Work element budgets will support the F&W program in achieving the level of reporting it needs.

Work element budgets are intended to be estimates, and while they won’t be perfectly accurate, they should meet the F&W program’s reporting needs while not requiring too much detail on behalf of the contractor or BPA project manager.

Below is an example of a work element budget:


[image: image9.wmf]A: Produce Design and/or Specifications - Design for 2 dike breaches (Hatfield's/McCoy's)

B: Coordination - Landowners for the 2 dike breach locations

C: Produce Environmental Compliance Documentation - Supplemental Analysis

D: Enhance Floodplain - Hatfield site (Dike Breach)

E: Enhance Floodplain - McCoy site (Dike Breach)

F: Plant Vegetation - Hatfield site

G: Maintain Vegetation - Hatfield site

H: Collect/Generate/Validate Field and Lab Data - Effectiveness Monitoring

I: Produce Status Report - Monthly Reports via Pisces

J: Produce Annual Report - Annual Report

K: Manage and Administer Projects - Prepare New SOW for FY06

$21,500.00

$7,500.00

$2,400.00

$66,000.00

$58,000.00

$7,500.00

$12,500.00

$11,500.00

$1,200.00

$1,000.00

$10,200.00

Total: $199,300.00

Work Element - Work Element Title

Budget


Guidelines for creating your work element budget are:

· Divide the total contract costs across all of the work elements.

· Do not breakout overhead and indirect costs separately.  Instead, allocate the total overhead across all of the work elements, as is appropriate.  (The F&W program does care about tracking overhead, but that information can be accessed from the contract line-item budget.)

· Recognize that this exercise is an estimate.  A well-considered estimate should be accurate enough to give the program the information it needs.  If you are feeling frustrated with this activity, you are probably working too hard at it.

If you already break out your line item budget by tasks or work elements, it should be easy to rollup your total costs into work element totals and allocate overhead across them.

Note:  As of this writing, functionality to support work element budgeting in Pisces is not yet available.  When it is, you will be able to estimate your work element budgets and have Pisces do the math for you right on the screen.

How will work element budgets be used?

· Work element budgets can be rolled up to report on how much we budget by target species, project location (such as state, county, ESU, etc.).  

· Work element budgets can be connected to status reports to determine the financial impact of when work runs ahead or behind schedule.

· Work element budgets can be used to help benchmark how much future program actions might cost.  Recognizing that different actions cost more or less for good reasons, a work element budget can provide a general cost range for common actions, such as the replacement of a culvert.

The payment of an invoice will not be impacted by a work element budget.

Until work element budgeting functionality is available in Pisces, work element budgets should be completed in Microsoft Excel or the Work Element Excel template (available at http://www.efw.bpa.gov/contractors/projectbudgets.aspx) and submitted to your BPA project manager.

In the future, there will be two changes associated with work element budgets:

· At the end of the fiscal year, contractors will be required to provide a similar estimate on how much they think was spent on each work element.

· In the future, contracts than span fiscal years will provide one additional number that helps BPA allocate costs by fiscal year.

Glossary of Terms 

Deliverable:  The primary product of work; something verifiable by BPA.

Line Item Budget:  Describes the details of anticipated contract costs:  what the work will cost in terms of labor, travel, materials, etc. 

Metrics:  Measurements of on-the-ground accomplishments such as acres of vegetation planted or miles of passage opened.  Used to report against NWPA or ESA BiOp goals.
Milestone:  1) Identifies an important step in the process of completing the work element, such as “Old culvert removed” (most common).  2) Segments a work element into smaller parts, such as “Elk county coordination” versus “Johnson county coordination”.  This usage typically applies when a work element lumps multiple actions together.  

Milestone Schedule:  Describes the schedule of when work is to be completed.  Replaces the work schedule.

Pisces:  A collaborative software tool that will enable contractors and BPA project managers to create Statements of Work based on work elements, and manage project scope, budget, deliverables, and milestones, and will provide enhanced reporting capabilities. 

Spending Plan (or Monthly Spending Plan):  Describes when expenditures will occur throughout the year.

Statement of Work (SOW):  Used to describe the work, what the project is to accomplish, project methods, and deliverables.  ALL F&W program SOWs will now use a structure that is based on work elements.

Status Report:  Provides information about progress compared to plan.  Used by the contractor to communicate the progress of work against the anticipated schedule.

Work Category – A grouping of like work elements, sorted by topic to enable to find a particular work element more easily.  Examples of the work categories are “Habitat Improvement” and “Hatchery O+M”.

Work Elements:  Work elements are a standard list of project tasks accomplished by the F&W program.  They are the backbone of BPA’s approach to developing SOWs and using the Pisces system.  Examples of work elements are “Install Fence”, “Install Fish Screen”, and “Maintain Vegetation.”

Work Element Estimate (or Budget Estimate by Work Element):  An estimate of how much of the total budget applies to each work element. This is estimate is for reporting purposes, and will not impact the payment of invoices.

Work Element ID:  A unique number assigned to each work element, used for identification purposes.
B
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Work to install various types of fence and or gates.  Can also include cattle guards or water gaps for livestock if associated with the fence and not stand alone work elements.
Deliverables (recommended)
�	Miles of fence (.01)
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Rules and Examples (work element scenarios and associated rules)
Rule 1:  Any ESA, NEPA, permitting, or other environmental compliance work should be split out as a separate work element under WE# 165, Produce Environmental Compliance Documentation.
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WE:  Install fence�WE Title:  Construct 3 miles of fence at Johnson site.
WE:  Produce Environmental Compliance Documentation�WE Title:  Obtain local permits and ESA compliance associated with the construction of fence at Johnson site.

Rule 2:  If you are installing fence at various locations, a work element must be created for each location to document metric requirements.  This does not require multiple work elements for WE# 165, Produce Environmental Compliance Documentation.
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WE:  Install Fence�WE Title:  3 miles of fence at Johnson site.
WE:  Install Fence�WE Title:  2 miles of fence at Brown site.
WE:  Install Fence�WE Title:  4 miles of fence at Smith site.
Milestones (may include)
�	Prioritize areas to provide riparian protection
�	Create agreements with landowners
�	Flag area for fence location
�	Complete and send out bid packages
�	Select contractor for construction
�	Fence construction
�	Approve construction work
�	Environmental compliance requirements complete
Metrics
�	Number of miles of fence
Associated Work Elements
�	WE# 34, Develop Alternative Water Source (Note that this should be included in WE# 40, Install Fence if 			associated with fence work and not stand-alone work.)
�	WE# 39, Install Cattle Guard (Note that this should be included in WE# 40, Install Fence if associated with 			fence work and not stand-alone work.)
�	WE# 47, Plant Vegetation
�	WE# 22, Maintain Vegetation
�	WE# 53, Remove Vegetation
�	WE# 18, Maintain Terrestrial Structure
�	WE# 26, Investigate Trespass�
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A: Install Fence�

Title:�

 �

Install and Maintain North Fence�

Description:�

Install and maintain a fence that will...�

There is a lumping and splitting rule that requires all operations and maintenance work (O&M) to be called out in a separate work element.�

This SOW is incorrect because it �lumps� too much into a single work element.�
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A: Install Fence�

Title:�
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Install North Fence�

Description:�

Install a fence that will��

This SOW is correct because it uses two work elements - one for each of the fence installation and maintenance work.�

This SOW is correct because it �splits� out the O&M into a separate work element.�
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B: Maintain Fence�
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Maintain North Fence�
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Work Element Title

This is the title for this specific work element in the SOW. The reason we use titles is to help distinguish between multiple instances of the same work element on a SOW. For example, a work element title may be "Remove Animals from North Property".�

Work Element Description

The description is used to describe the work that will be completed by the work element. It can be as long and as detailed as is necessary.�

Deliverable Specification

The purpose of the deliverable description is to call out exactly what will be accomplished by the work element. Often, it will duplicate information that could be found be reading the work element description. However, the deliverable description is important because it clearly identifies the deliverable and makes it easy to locate.�

Work Elements and Milestones 
�

Milestones

Milestones can be used to identify significant activities or events associated with a work element. there is no standard format for milestone titles. they can be anything the contractor and project manager wish.�

Milestone Description

The milestone description is used to describe the details of the milestone.�

Pisces Statement of Work Report�


