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Project Approach

Ecsar  benefits to Polaris:

In-house preconstruction project planning specialists in a cross-disciplinary team to continuously link scope and budget  

In-house equipment installation and rigging services from removal, installation, and management of equipment and tooling processes, mechanical and electrical installations including fabrication of sheet metal, piping systems and miscellaneous steel.

A culture of innovation and collaboration

Bicultural 

Ecsar provides our clients with a dedicated bicultural staff of engineers, architects, construction managers, and skilled tradesmen that have studied, trained, and worked in Mexico.

In addition to being fluent in Spanish and English, our staff has the local understanding, know-how, and experience that is necessary to successfully manage design and construction services for projects in Mexico. This local expertise is especially important when developing design documents, managing local trades, and finalizing contract scopes of work to account for local standards and practices.  Understanding the local business culture also allows us to anticipate common performance issues and proactively solve problems before they affect your project.

Current Workload and ability to meet the requirements

 Our Company has the necessary resources to deliver all installation, design and construction services as required to the complete satisfaction of Polaris Engineering.

Range of Corporate Services

· Comprehensive Pre-construction Services, including:

Planning

Programming

Estimating

Scheduling

Cost Control

Procurement

Design

Value Engineering

· Comprehensive Construction Services, including:

Project Management

Field Supervision

Site Safety

Procurement

Self Perform Trades

Scheduling

Change Management

Commissioning

Ecsar is uniquely qualified with experienced personnel and relevant expertise to coordinate, direct and manage activities within the overall project.

What is you organizational structure, the individual roles and their responsibilities within the organization?

 Each project manager is responsible for maintaining close client relationships with their respective clients be it at the plant or corporate level.  Responsibility includes client relationship, estimating, project management and project start-up through validation.   

What tools do we use to manage schedule?

We primarily use Microsoft Project to manage all scheduled activities and milestone objectives including cash and work flow analysis and have included an example for your consideration.  Depending on the nature of the installation program, we may also use Primevera P3 scheduling system.

Describe how Ecsar would approach a turn-key equipment installation deliverable.

We believe Polaris is seeking a company that will deliver the best team that will successfully collaborate within your current project team, one that offers the most innovative approach to ensuring project goals are met, and one that brings with it the strength in commitment to helping you achieve your project and business objectives – Ecsar  is your company.

Based on Four Operating Principles, Ecsar  will deliver industry leading turn-key facility, infrastructure, and equipment installation through the following:

Lean Processes: waste elimination from handoffs, poor communication, waiting, non-value add submittal processes and value creation through enhance budget performance: “one team” common goals and performance based

Partnerships of trust and open communication: VA/VE consideration & transparency – open book change process

Self Performance of Work Activities: Enhancing schedule, cost, and quality

Accountability: owning the process of “getting it done”

The result:

Reduced installation costs

Elimination of unwanted change and associated costs

Improved schedule performance

Improved safety performance

The following is a brief description of the overall role we anticipate having with Polaris:

Facility, Utilities & Equipment Installation 
Comprehensive Preconstruction Services:

Planning

Programming

Estimating

Scheduling

Comprehensive Construction Services:

Project Management

Scheduling

Field Supervision

Skilled trades

Site Safety

Procurement

Scheduling

Change Management

Equipment Supplier Interface
Ecsar will provide schedule and scope interface with the building and other tooling suppliers selected by Polaris.  Our role with this critical element of the program will include:

Identifying and tracking all schedule information

Engineering input

Manufacturing input

Pre-assembly, shipping, installation, and validation

Coordinate the transfer of engineering information between the various tool suppliers and Polaris process engineer.  Here we may provide assistance on the design information provided through data sheets against our experience gained through nearly 30 years of in-plant equipment installation

If Koch requires an additional service prior to shipping the equipment, we will visit manufacturing sites to confirm that all required equipment has been provided including guards, shut-offs, etc. and that the equipment will be disassembled in a manner to minimize on-site assembly problems

Engineering Coordination
Ecsar will review the drawings and specifications as they are being prepared by POLARIS  process and facility engineers:

Recommending alternative solutions whenever design details effect construction and installation feasibility

Identify and resolve any differences between requirements of the tooling or equipment and the installation drawings

Leverage our in-plant experience and expertise to identify potential areas of inaccuracies by the tooling manufacturer’s drawings to minimize any unwanted change during installation

Design and Scope Review
Ecsar will conduct ongoing and periodic reviews of the engineering documents and the tool manufacturer’s design to confirm:

Evaluate equipment layouts to ensure that placement will allow for proper and convenient installations along with supporting the operational needs of the equipment

Schedule Coordination
Ecsar will prepare a master schedule at the initiation of our involvement.  The initial schedule will incorporate input from the process and facility engineer and include preliminary equipment shipping dates as furnished by Polaris.  This early schedule will begin to provide out team with an early opportunity to develop an equipment installation phasing plan, as well as identify critical path activities, that may ultimately impact project cost.

As we begin to initiate our direct involvement with the tooling suppliers, we will expand our schedule to include all:

Engineering functions

Data sheet submissions

Manufacturing sequences

On-floor inspections

Shipping dates

Installation dates

Validation

This picture of activities will enable us to finalize all plans necessary for equipment installation.

Shop Drawings and Samples

In collaboration with the equipment suppliers and engineers, Ecsar will establish and implement procedures for expediting the process and approval of shop drawings and samples.  As shop drawings are prepared, we will review them for ease of constructability and installation.

Document Interpretation

Receive all questions regarding the installation documents and review to determine either the best response or refer to the most appropriate source.  Inform Polaris if the answer has cost, progress, or potential change implications.

Equipment Installation

Ecsar will furnish all labor, equipment, and miscellaneous materials required to install all process equipment as provided and shipped by Polaris suppliers.  Ecsar will self perform this activity utilizing its own people and equipment.

Facility Construction Coordination

Ecsar will participate in the phasing and logistics planning of the facility construction process to identify opportunities to improve the equipment installation process.  Considerations shall include identification of:

Access and entry points into the facility

Equipment delivery paths

Staging areas

Coordinate schedule requirements of equipment installation process with the logistics of the facility construction requirements

Change Management

Unwanted change is never acceptable, Ecsar ’s proposed Innovative Approach will eliminate significant cost due to unwanted change reducing over all project cost by 3-5%.  Ecsar will administer for preparation, review, and processing all bulletins, field orders, and change orders.  Also:

Recommend necessary or desirable changes POLARIS, process engineers, and equipment manufacturers

Review requests for changes

Submit recommendations

Advise Polaris of any time and cost implications

Inspection

Ecsar will observe, monitor and influence the work to eliminate defects and deficiencies in the work.  We will work closely with the equipment manufacturers to ensure they are fully responsible for inspection or systems performance.  

Start-Up

With Polaris project personnel, Ecsar will:

Checkout of utilities, operation systems, and equipment for readiness

Assist in the initial start-up and testing 

Project Close-out

Ecsar will verify final completion and provide written notice to Polaris Engineering that the installation work is ready for final inspection.  Ecsar will:

Secure and transmit all required:

Guarantees

Affidavits

Releases

Waivers

Keys

Manuals

Record drawings

Maintenance stocks

Take the lead or assist Polaris in a Warranty Management program

How does Ecsar qualify and quantify the work to ensure proper project objectives are being met?

Ecsar  expertise in turn-key in-house equipment installation and rigging services specifically focused on the removal, installation, and management of equipment and tooling processes has allowed us over time to develop a strong understanding of the various phases of work.  We rely on the following principles to ensure that work progress is validated:

Direct Owner Involvement – Ecsar would anticipate Polaris direct involvement on a daily basis during the installation planning and actual work activity phases of the program.  Collaboratively, the combined perspectives and expert knowledge of our vendors, suppliers, and specific nature of the work will allow us to appropriately gage project progress

Strong sub-contractor, supplier, and vendor relationships – professional relationships of trust, transparency, and mutual project goals enable full collaboration in developing and implementing deliverables necessary to meet project objectives.  Ecsar has work successfully with numerous Polaris suppliers and have gained a strong understanding of each discipline.

Strength of Internal Project Management Team – Ecsar has the industries most experienced project personnel having direct relevant experience in paint, body and powertrain equipment installation.  Each has over 15 year’s minimum direct relevant experience with multiple automotive based projects.  Each project manager gains vital knowledge and expertise through years of direct field experience.  Field experience in:

Equipment installation

Supervision

Operations

Third Party Consultants – where appropriate, external support will be leveraged in order to verify and validate areas or portions of the program when necessary in order to ensure the overall program’s objectives are being met.

Strong Management Tools - primarily through Manpower Loading, Schedule Management, and Budget Status Reporting.  

Manpower Loading – provides information of the weekly manpower statistics.  This information provides vital detail identifying work completed to date and work yet to be completed through man-hours.

Schedule Management – Ecsar tracks each operation within each category of work activity.   

How do we communicate project status from kickoff to equipment start-up and Commissioning?

Ecsar  primarily uses three tools:

Daily Progress Discussions and Report – completed on site, these discussions assemble the team informally both in the morning prior to the beginning of the days work to discuss safety and will include task planning, expected work activities to be implemented, continued, or completed, and special activities that require extra attention.   In the late afternoon, discussions include work activities completed, anticipated work activities to occur the following day and safety issues. A daily report is provided indicating man power, main equipment, progress, machines, major issues and site conditions.

Weekly Progress Meetings – during these weekly discussions, the entire team openly discusses in a formal setting key issues that impact the progress of the project.  Meetings agendas are tailored accordingly to the nature of the project and typically include:

Safety

Progress

Change Management

Open Issues

Monthly Progress Report – here Ecsar will provide Polaris with a monthly document that chronicles the project’s progress from month-to-month.  Typical table-of-contents includes:

Ecsar Progress Summary – executive summary of project progress per each bid pack

Safety – project statistics that outline compliance with both state and federal requirements

Schedule Management – outlines overall progress of each individual supplier and work activities aimed at communicating to Polaris Engineering production the progress of each piece of equipment

Cost Management Report – communicates Change Management and contract/PO status 

Man Power Statistics – man-hours tracking of each subcontractor/suppliers work including project status for awarding minority or disadvantaged work

VA/VE Log - status of submitted opportunities to positively effect budget, quality, and schedule all aimed to improve the overall performance of the project

As a company, how do we manage costs?

As a tool, Ecsar primarily uses Explorer and FTP Sites, as the standard document management software.  

Document tracking and cost control are managed in one common database, so all interrelated information for the project can be easily found and correlated.  You see where the budget stands as of that instant or can check on the status of an RFI or submittal.  Our project engineer is responsible for the maintenance of all contract documents, RFIs, shop drawings, and submittal logs.  

The areas of document control and project record keeping can be divided into the following project index.  (Samples of any of the documents mentioned will be provided at your request.)

1. Document Review Records

Agency correspondence/permits

Surveys

Estimates

Constructability Studies

Progress Drawings

2.
Record Design Documents

Specifications 

Drawings

Field Directives/Addenda

A/E Correspondence

RFI Log

Submittal Log

3.
Project Directory

Listing of all key project entities with emergency phone numbers 

4.
Cost Control

Anticipated Budget

Change Order Log

Billings

5.
Record Correspondence

Owner/ A/E Correspondence

A/E Correspondence

Meeting Minutes

Monthly Project Report  

Foreman Weekly Trade Meeting Minutes

7.
Inspection/Testing Files

Inspection Reports

Independent Test Reports

Surveys

Photos

8.
Field Reports

Daily Job Reports

MSDS Sheets

Trade Contractor Safety Plan

Incident Reports

Site Safety Managers Log
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