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Your Money, Your Project 

Reducing Risk & Adding Value

O
R
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How do you want your project dollars to be used?

O
R

How does your community perceive you are using their money on 

construction and maintenance projects?
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Contractual Relationships
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• The role of the Owner is significant. 

• Numerous Decisions

• Are you fully informed?

• Do you have the right team with the right skill sets?

• Are you being good stewards of taxpayer money?

• Could we do better?

• Do you understand your Owner Project Requirements?

• Do you understand the project vision?

• Are stakeholders aligned or fragmented?

• Optimize or replace?

Understanding the Role of the Owner
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• Projects are becoming more complex. 

• More demanding of the Owner.

• Owner’s don’t fully understand where some of the inherent risks exist.

• Engage a team with the right skill sets.

• Am I asking the right questions?

Why is the Role of the Owner Significant?
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Delivery Method Options: Traditional
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Delivery Method Options: Design-Bid-Build

Architect
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Delivery Method Options: Construction Management

Figure 1: CMA Figure 2: CMR

Architect
Architect
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Owner
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• Do I have the staff to plan and develop a significant project?

• What major gaps do I have to plan and implement a Capital Project?

• How do I fill those gaps?

• What do I know about my current facilities?

• Who are my stakeholders?

• What are my goals and objectives?

• Do I have a sufficient budget?

• Do I have a realistic schedule?

• Have we completed a sufficient risk analysis of our project?

Questions to Ask Ourselves When Considering a Project
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Are We Using the Right Project Delivery Process for our Project?

Owner’s 

Needs
Architect Contractor

Planning Construction Project Close-outPre-construction
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What is the Common Design Process used by School Districts?

Planning 
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What are all the Project Considerations?
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What are all the Project Gaps?

Educational 
Planning & 

Programming

Evaluation of 
Existing 
Facilities

Life Cycle 
Costs

Cost/Energy 
Modeling

Schedule 
Management

Cost 
Management

Project 
Management

Stakeholder 
Management

Design 
Management

Sustainability

Post 
Occupancy/

Owner 
Training



Midwest Facility Masters Conference – June 11, 2021

Post 
Occupancy/

Owner 
Training

Educational 
Planning & 

Programming

Evaluation of 
Existing Facilities

Life Cycle 
Costs

Cost/Energy 
Modeling

Schedule 
Management

Cost 
Management

Project 
Management

Stakeholder 
Management

Design 
Management

Sustainability

Post 
Occupancy/

Owner 
Training



Midwest Facility Masters Conference – June 11, 2021

Do I Have the Right Team in Place?

The Role of the Owner is significant

• Projects take significant resource to successfully manage

• The level of effort to manage a project is not even

What resources are available to the district?

• Engaging team members with the right skill to

• Identify and manage project risk

• Confirm taxpayer money is being appropriately spent



Midwest Facility Masters Conference – June 11, 2021

Do I Have the Right Team in Place?

Owner will have a lot of decision to make

• Timing of decisions can be critical

• Need to take the time to evaluate each issue

• Must have the resources with the right skill sets to independently

evaluate

Do I need to supplement my team?  
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Managing Project Costs

• Project Cost

• Construction 

• Design Fees

• Land Acquisition 

• Legal Expenses

• FF&E/Telecom/Data

• Owner Costs

• Contingency – Construction, Design, Owner 

• Use PFB to manage overall costs
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Software and Technology

Assemble
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Managing Project Costs

• Construction Cost is the main project cost driver

• Needs to be managed from project initiation 

• Conceptual cost modeling 

• Recommend using an independent cost consultant who is an expert on K-12 constructions costs 

• Work closely with education planner to identify options and develop preliminary costs
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Facility Condition Assessments 

Facility condition data is the key to uncovering the condition of your assets, putting them to best use today, 

and planning projects and capital improvements for the future.
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• Support/Lead the development of OPR, including: 

• Technology

• Energy Considerations

• Sustainability

• Operational needs 

• Facility requirements

• Stakeholders

• Commissioning

• Enclosure Commissioning

Owner Project Requirements (OPR) Development



Midwest Facility Masters Conference – June 11, 2021

Post 
Occupancy/

Owner 
Training

Post 
Occupancy/

Owner 
Training

Educational 
Planning & 

Programming

Evaluation of 
Existing Facilities

Life Cycle 
Costs

Cost/Energy 
Modeling

Schedule 
Management

Cost 
Management

Project 
Management

Stakeholder 
Management

Design 
Management

Sustainability

Post 
Occupancy/

Owner 
Training



Midwest Facility Masters Conference – June 11, 2021

• Owner’s program needs and system requirements 

are not met resulting in:

• Unfulfilled program needs

• Future modifications, redesign, and costs

• Higher initial costs

• Increased operating costs

• This can happen during all phases of the project 

but has the most significant impact early: 

• Pre-design

• Design phase

Common Program & Planning Gaps
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• Insufficient time is spent identifying needs before a team is hired to design a solution

• Existing conditions are not assessed and documented

• Needs and requirements are not clearly identified

• Early budgeting is not accurate

Owner’s Program Needs are not Met – Pre-Design
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The Importance of Early Design Decisions
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• Article 5 of the Standard Agreement between Owner and 

Architect requires the Owner to furnish a program:

• Often this is done during the design phases without a 

thoughtful planning and pre-design process

• Adequate time is not spent understanding needs

• Lack of rigorous pre-planning process creates gaps 

that disrupt design process

Time to Plan – Pre-Design

• Objectives 

• Schedule 

• Space Requirements

• Expandability

• Systems

• Site Requirements 
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Maintain Program & Manage Costs - Design
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The Benefits of Parallel Estimating

•

• All major scope items are covered 

• We are carrying suitable allowances for scope items not 

yet designed 

• Manages scope creep between design deliverable 

milestone 

• All Contingencies are identified and are appropriate for 

the level of risk

Parallel Estimating reduces risk and uncertainty during the early stages of design by 

confirming the following:
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• Plan changes made after a design is approved 

negatively affecting the owner’s program

• Systems engineering and design is not integral to the 

building design resulting in higher operating and 

maintenance costs, inadequate performance, and 

compromise space use

Owner’s Program Needs are not Met - Design
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Avoiding Plan Changes - Design
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• Document user group meetings with design team 

• Complete program variance review at phase milestones

• Fully develop feature space concepts or specialty systems early

• Storm shelters

• Atrium

• Security or Technology

• Use the design process to explore options – don’t settle 

• Schedule phase milestones and review periods

• Cost reconciliation

• Phase sign-off by Owner’s Team
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Integrating Systems - Design
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• Documented code analysis

• Fully incorporate systems in all design phases

• Complete Owner’s Project Requirement and Basis of Design

• Perform life cycle and systems performance analysis

• Engineering concept drawings 

• Equipment size, location and serviceability

• Trunk and branch lines sizes for locating vertical and horizontal chases

• Owner provided systems or equipment information is provided to the design team
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Who Are My Stakeholders?
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• School Board 

• District Leadership

• Building Leadership

• Teachers

• School Staff

• Students

• Parents

• PTO / PTA

• Taxpayers

• Community Groups

• Neighbors

• Business Community

• Maintenance Staff

• Contract Service Providers

• Food Service

• Transportation

• Maintenance

• Utility Companies

• First Responders
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How Do I Manage My Stakeholders?
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Have I Considered the Total Cost of Ownership?
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Life Cycle Costs

Stakeholder 
Management
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Post-Occupancy & Owner Training

Stakeholder 
Management
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Owner
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How do I fill those gaps?
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Ted Neitzke, CEO, CESA 6

https://vidmails.com/v/dkfm8qUb9l
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Questions and Answers
Feel free to contact us!
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Presenters:
PANELISTS INFO:

Kerry Leonard, Educational Facility Planner; Kerry Leonard, LLC

(847) 420-5045; kerryleonard17@gmail.com

John Duggan, Chief Operating Officer; The Concord Group

(414) 305-7955; jduggan@concord-cc.com

Eamon Ryan, Chief Operating Officer; The Concord Group

(312) 882-2515; eryan@concord-cc.com

Mike Lodge, Director, Technical Services; The Concord Group

(404) 323-0579; mlodge@concord-cc.com
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