
Project Processes
• Basic Responsibilities specific to education capital projects:

• For education capital needs, Board of Education identifies needs, prioritizes and submits to 
the county commission for funding (note- if budget is off can create time delays in 
process).  After funding and before implementing a project, BOE could request a change if 
priorities shift.

• County government figures out how to fund along with other county capital 
responsibilities.  This can impact  timeline, etc.  There is some funding that has to be jointly 
pursued like lottery and occasionally schools can access grants independently, but schools 
aren’t able to finance independently.

• Example:  Funding for last five years for HVAC projects (not repairs/maintenance) $6.07 
million from 

• Annual County HVAC Capital Funding:  $1,892,000 (does not include lottery match)  *BOE identifies and 
prioritizes requests, county funds)

• Lottery:  1,728,589 ($630k county+ remainder lottery)  *BOE initiates request, but BOC must agree
• ESSER (one time ARPA funding directly to schools): $2,445,156  *BOE decision

• Best Practice:  (Currently being used)
• Collaborate on assessing and prioritizing major capital needs (Axias Report)
• Build major project planning and maintenance replacement items into a longer range 

financial picture (Using Axias Report to build five year capital plan that integrates into 
other county capital planning)

• How to fund- financing methods, revenue streams, cash- stays with county government 
because only commissioners can raise revenue to pay debts so they have to commit.



Project Processes
General Public Project Process Steps
❑ Preliminary Scoping and Probable Cost

❑  Define work to be completed, 
Professional cost est, project budget, soil 
testing, survey ordered, timeline, financial 
planning

❑ RFQ Process and Contract with 
Professional (6 weeks)  (can also be 
CMAR stage)

❑ Design (varies)- refines scope, cost and 
timeline

❑ Permitting- Erosion Control, Floodplain
❑ Bid (6 weeks min formal bid) 
❑ Financing if requires loan/bond sale
❑ Award and Contract (1-2 weeks)
❑Mobilize Contractor (2 week min)
❑ Construction (varies)
❑ Close out

❑ Preliminary Scoping and Probable Cost
❑  Define work to be completed, Professional 

cost est, project budget, soil testing, 
survey ordered, timeline, financial planning

❑ For renovations, involves assessment of 
condition, review of previous project design 
documents and estimating repair/replace.

❑ For new construction, involves estimating 
based on building type of construction on a 
per foot basis with some site cost 
estimations.

❑ Reference Preliminary Engineering Reports, 
Preliminary Architect Cost Assessment, 
Program Cost Estimate or Building 
Condition Facility Needs Report Cost 
Estimate

❑ Budget needed for financial planning 
includes:
❑ Construction (usually single contract with 

subs)
❑ Professional Services (architect/engineers, 

CMAR)
❑ Contingency *Higher for renovation due to 

unknowns such as hazardous material 
mitigation (asbestos) and other factors 
encountered once more assessment is 
completed)
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Project Processes
• Managing Project Budgets

• Contracts determine the work to be performed, under what terms and cost.  Contracts (includes purchase orders) 
have to be signed by the chief executive AND preaudited by the finance director- this assures that the adopted 
project budget is available, or approved, with funds that will cover that contract.  (modified accrual accounting in 
NC local Government)

• Project budgets authorize contingency to allow project management staff the ability to approve change order 
needs without holding up a project (slower project= cost increase)

• For a typical design- bid project, the contractor must perform the work to the design specs for the cost provided 
ad remains responsible for any mistakes on their end. 

• If the designer makes an error that costs, there are errors and omissions insurance required under the state and 
tied to the professional seal to be carried by architects and engineers (ex- didn’t design for the soils on site when 
there was a soil test report)

• If a project ends up having a cost come up that exceeds the project budget, staff cannot authorize work 
without getting the project budget amended by the governing board.  This is why there is the pre-audit 
requirement as a control to prevent contracts to be committed without funds available to complete the project.  

• Project budgets sometimes get modified after going to bid, but a contingency approval of 5-10% is standard so 
that project management staff can keep a project moving.

• Project managers are responsible for monitoring for quality control, holding contractors to the contract they 
signed and making sure that work is progressing.  Finance staff process invoices, review paperwork for 
compliance and make sure that the budget is approved to cover contracts before they are signed (this prevents 
overcommitment of funds)



Project Processes
• Current Timeline for Step One Investments Projects (renovations)

• The first scope and the EC Wing have proceeded under emergency statutes
• The CMAR will provide pricing for the scope of work and schematic designs prepared by the architect

• The architect is designing to current code and materials, but keeping with the closest cost 
efficient replacement.  This is different from new construction because it has to consider 
existing systems that need to integrate into the current work.

• The CMAR will finalize a Guaranteed Maximum Price (GMP) that pairs with a timeline for 
conducting the work.  The CMAR will be factoring in subcontractor availability, lead time ordering 
and how to be most efficient to complete work and keep costs down while still completing the 
scope of work.  This will include some contingency that will return to the owner if it goes unused.

• Once the architect and CMAR are able to review the pricing and refine, it will be ready to go to 
the subcommittee to review any recommended scope changes.

• Any changes that change the budget totals will have to go back to the governing boards to 
approve.  Funds can’t just move from project scope to project scope without approval.

• Expecting to have a subcommittee meeting in January or February.
• Establishing the GMP will give a clearer path on timeline to expect work to progress and design 

drawings will be moving forward quickly.

• This is just an overview, so please let me know if you’d like to meet with 
me to do a deeper dive!  Jaime.laughter@transylvaniacounty.org
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