
December 13, 2018 

TO: CLUUC Board of Trustees 
 
FROM: Maryann Dillon 

Co-Chair, Renovation Committee 
 
RE: MANAGING CONSTRUCTION PROCESS 
 
As we move past the capital campaign fundraising period and into the next phase of decision making on our 
renovation plans, I thought it might be helpful to lay out for you how I would suggest managing the design 
development, project financing, and construction management of our renovation project. 
 
Design Development:  
 
Once the Board decides to proceed, the Renovation Committee will give instructions to our architects, Ritter 
Norton (RNA), to continue its feasibility study of the two options we’re now considering: (1) converting 
office/library wing to a large lounge and moving offices to current lounge area, or (2) enlarging current lounge with 
new addition and making minor modifications to existing offices.  RNA will meet with key stakeholders at CLUUC, 
such as Board, staff and team leaders, to ensure their needs and priorities are incorporated into the plan.  
 
 We would seek a proposal from RNA to complete this next phase of work (“schematic drawings”), which I would 
estimate to be about $50,000 to $75,000, and would involve consulting with civil and structural engineers as well 
as a general contractor or cost estimator.  We believe it best to engage the general contractor (“GC”) we intend to 
use for construction during this earlier phase so the GC can review plans as they are developed, making cost 
estimates along the way, and recommending the best methods and materials to get the job done efficiently and 
cost effectively.  I suggest we develop a Request for Qualifications and invite a few select GCs familiar to us or to 
RNA to submit their qualifications as well as their fee schedule. 
 
RNA has represented to me that, if given notice to proceed in January, they could develop schematic plans 
necessary to develop a more accurate construction budget by June, in time for our Annual Meeting.  During this 
period of time, we can build a consensus among the congregation, leading up to a vote to accept one specific 
concept.  After this vote, RNA would be engaged to complete full construction drawings which could take another 
six months.  Obtaining a building permit could take another six months.  This points to an estimated start of 
construction by Summer, 2020. 
 
Project Financing:  
 
Prior to construction, we will incur what’s called “pre-development costs” which we will have to pay for out of 
capital campaign proceeds.  These costs will include most of the architectural and engineering costs, permitting 
fees, and other “soft costs”.  Once we have proposals from RNA and any engineers and consultants, we can create 
a budget for this, but I would expect to spend at least $400,000 in this phase. 
 
By the time construction starts, assuming Summer, 2020, we will be two years into raising funds under the capital 
campaign, so we can expect to have raised half the funds.  We will want to consider a construction loan to pay the 
balance of the construction costs, with the debt to be retired as more donations are paid into the capital campaign 
fund.   There are many banks that specialize in construction lending, including CLUUC’s main bank, Eagle Bank.  I 
can obtain 3 proposals (“term sheets”) from potential lenders to present to the Board for decision when we get to 
this stage.  The benefit of a construction loan versus , say, a mortgage, is that you can draw down only as much of 
the loan as you need to pay each construction draw, so you’re only paying interest on the balance borrowed. 
Because we would spend down our capital campaign contributions first, we would only need to draw on the loan 
for, say, the second half of construction.  The lender would require “collateral” to back up the loan, which could be 
the future pledged pay-ins on the capital campaign fund, or it could be backed by the real estate of our building 
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itself.  At the end of construction and campaign pay-ins, should there still be a balance left on this loan, we could 
convert it into a permanent mortgage.  
 
To track the costs for the entire development period, I am offering to create a master draw Excel spreadsheet that 
lists the sources and uses of funds.  Sources would include actual cash in our capital campaign account plus 
proceeds from any draws on our construction loan.  Uses would include detailed line items such as architect, 
engineers, permitting fees, loan fees and interest, and construction contract.  The spreadsheet would track all the 
“predevelopment costs”, and then monthly draws for paying all the expenses during construction.  Each month I 
could update the amount in our capital campaign account plus our outstanding loan proceeds so we can track 
interest expenses.  
 
During the course of construction, we will encounter many necessary changes to the plans, called “change orders”. 
These are changes made necessary by the discovery of hidden conditions, such as pipe repairs, that we can’t know 
until we actually open up walls.  Or there could be changes caused by a detail that the architect left out, or a better 
method of construction suggested by the general contractor.  Once we order specific finishing materials, there may 
be change orders if there are substitutes made.  It is not unusual to have 50 to 100 change orders in a large 
renovation job like this.  I plan to include a 15% “contingency cost” line item in the budget to cover the costs of any 
of these change orders not included in our original construction contract.  I will track these change orders and 
record their expenses on the monthly draws. 
 
Construction Management: 
 
Once we actually start construction, our general contractor will assign a project manager to manage the job.  The 
project manager schedules and coordinates all the subcontractors, oversees the work, manages changes orders, 
and prepares monthly construction draws for payment for our review and approval.  Usually there are weekly 
construction team meetings, which would include the project manager, site superintendent (who works for 
general contractor), the architect, CLUUC’s Owner’s Rep, and key CLUUC personnel.  Once a month there’s a draw 
meeting at which the general contractor presents their construction draw for payment.  The architect and Owners 
Rep will oversee inspecting the work performed and approving the draw.  CLUUC will then approve the draw as 
well and pay the invoice. 
 
We should consider hiring an Owners Representative (“Owner’s Rep”) who would be a construction professional 
who can review plans and specifications as they’re being developed and as they’re priced to make sure CLUUC is 
getting the best deal.  The Owner’s Rep would also inspect construction in progress and review monthly 
construction draws to make sure the work is done properly.  Keep in mind that the Owners Rep is really the only 
professional hired whose sole purpose is to help the owner negotiate contracts, review change orders and resolve 
conflicts.  
 
We will set guidelines with the Board for clear authority to manage the project and to seek Board approval for 
significant changes during design development and construction.  
 
Along with the rest of the Renovation Committee, I intend to remain very involved with design development and 
construction while tracking expenses until completion of this project.  I expect to attend most if not all 
construction meetings and definitely the draw meetings.  I see it as my responsibility to ensure that we have a 
smooth and cost effective process that reflects the priorities of the congregation and that is transparent and 
accountable.  I welcome the opportunity to work closely with the Board to get this exciting project off the ground 
and transform our space! 
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