








Capital Project Manager (CPM) — The department or division liaison responsible for developing and
championing their respective project(s). Their role morphs into the administration and managing of
their respective adopted and funded projects.

Master CIP — The list of all the projects being requested that were submitted correctly and on time.
The list will be paired down throughout the process and those projects that remain will become part
of the 5-Year CIP. Those with a lower priority as to not be included in the 5-Year CIP, yet are viable
future projects, shall be included on the Unfunded CIP list.

Capital Projects — Projects/equipment with a cost estimate at or above $100,000 and an asset life of
at least five (5) years. For e purpose of this policy, innovation Technology (IT) minimum cost
estimate for project inclusion is at or above $20,000.

The [RS indicates what constitutes a real property capital improvement as follows:
» Fixing a defect or design flaw
o Creating an addition, physical enlargement or expansion
o Creating an increase in capacity, productivity or efficiency
e Rebuilding property after the end of its economic useful life
» Replacing a majot >mponent or structural part of the property
e Adapting property > a new or different use

Capital Preservation Projects — Major repair and maintenance projects not reaching the above capital
project definition and having a cost at or above $20,000 will be placed in the Capital Preservation
Fund or IT Replacement Fu .

Procedure:
1. General Requirements

A. Annually, the CIP Team will develop the County’s Five-Year Capital
Improvement Program using input from stakeholders including citizens, end
users, com ittees, and implementers. The CIP will be consistent with, and
implement, the Capital Improvement Element (CIE) of the County’s
C nprehensive Plan. The CIE establishe Level o ‘rvice Standards ju |
by law to address the impacts of development as well as guidelines for other
public facilities. Where applicable, priorities for capital improvement projects
shall be consistent with the CIE as well as within the Flagler County
Comprehensive Plan. Projects needed to maintain adopted Level of Service
Standards  all be financially feasible by having identified funding sources
based on current revenue projections for the five year period of the CIP.
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. A Capital Project Unallocated Account shall be established and used as a

centralized location in each capital fund to address shortcomings in project
budget verses actual cost once individual project contingency accounts have
been used. These accounts are funded using remaining budget, minus any
pertinent encumbrances, of completed projects within each fund. The
“unallocated” account may be used to increase the budget of any project within
its fund following County Administrator, or designee, approval or, if the
increase is 10% or greater of the project’s original budget, Board of County
Commissioners approval. Projects added throughout the year (also with Board
approval) may also be funded using this account.

. The CPM shall calculate and include all operating costs for each applicable

project as part of the project’s submission for CIP inclusion consideration.

. The CIP Team led by the Deputy County Administrator, or designee, is

responsible for coordinating the preparation of the Annual Capital
Improvement Program and overseeing the progress of funded projects until
completion.

. The General Services Director, or designated CPM, is responsible for

developing the Master CIP for Capital Projects and Capital Preservation
Projects related to all County-owned facilities. This responsibility includes the
receipt, processing, and evaluation of all requests from departments and
constitutional offices; the preparation of cost estimates including ongoing
operating and maintenance costs; the priority ranking of projects: and making
recommendations for funding within budget constraints. Information on
projects in the Master CIP that were not funded in prior fiscal years will be
updated and included in the evaluation and priority setting process.

. The Chief Information Officer (C10), or designated CPM, is responsible for

developing the Master CIP for Technology.

. The County Engineer, or designated CPM, is responsible for developing the

Master CIP for Transportation.

. The General Services Director, or designated CPM, is responsible for

developii  the Master CIP for Parks.

The Public Lands and Natural Resource Manager, or designated CPM, is
responsible for developing the Master CIP for Land Conservation.
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J. The Growth Management Director, or designated CPM, is responsible for
evaluating roposed projects and making recommendations on the appropriate
allocation "Impact Fees.

K. Departmer Directors and Constitutional Officers, or their designated CPMs,
are responsible for providing General Services and IT their CIP requests in
accordance with the budget preparation calendar established each year.

L. Capital expenditures for court-related facility needs should be funded first from
revenue g erated through the collection of the traffic citation surcharge as
provided for by F.S. 318.18(13)(a). Revenues from this surcharge may also be
used to fund court facilities. including office space leases and utilities. Project
priorities will be established through the annual CIP process and will be
coordinate with the affected Constitutional and Judicial Offices.

M. Requests for additional facility space due to new or expanded program
requirements must include prior approval by the County Administrator.
Constitutional Officer, or Board of County Commissioners, as appropriate,
before such requests can be considered for inclusion in the CIP.

N. The submi I of a request for a Capital Project or Capital Preservation Project
does not guarantee inclusion in the 5-Year Adopted CIP.

O. Capital improvement life cycle and operating costs shall be determined and
coordinated with the development of the operating budget. Future operating,
maintenance, replacement, and energy costs associated with the new capital
improvements will be forecasted, matched to available revenue sources, and
included in the initial and ongoing costs within future operating budgets.
Additionally, all known future operating costs shall be included within all
project detail and description information. If, after review, the County
determines it is unable to provide for future operating costs the project will be
delayed un the operating costs can be funded.

P. Projects will not be considered for inclusion in the CIP unless specific, available
funding is identified. No projects in the CIP will be shown as not funded, N/A,
TBD, or any other variant denoting a lack of funding. Projects meeting this
standard shall be placed on the Unfunded CIP.

Q. The county shall utilize a combination of debt and pay-as-you-go financing for
capital projects. The particular funding mechanism for each project will be
determined and included in the CIP.
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R.

The purchase of vehicles or equipment within an existing replacement fund or
on a fleet/equipment replacement schedule shall not constitute a CIP project or
be considered part of the 5-Year CIP.

2. CIP 5-year plan preparation

A.

B.

The CIP Team is the primary venue for CIP preparation and ongoing CIP issues.

Projects to be considered for inclusion in the CIP by the CIP Team shall include
the most accurate cost available and include ongoing operating and
maintenance costs if applicable.

The CIP Kickoff occurs no later than January 31% prior to the upcoming fiscal
year (considered Year |) and includes all Departments and Constitutional
Offices requesting projects for inclusion in said fiscal year’s 5-year CIP plan.
The Kickoff can be an in-person or virtual meeting (or a combination of the
two).

. The meeting shall include an overall CIP strategy based on the Board’s Budget

Guidelines previously determined as aided by the Capital Improvement
Element within the Comprehensive Plan, the Land Development Regulations,
and Flagler County’s Mission, Vision, and Values.

The Deputy County Administrator, or designee, will coordinate CIP
Preparation Meetings beginning two weeks after the CIP Kickoff meeting and
continuing until the end of March or until this phase of work is complete. The
first of these meetings shall be the deadline for submitting a CIP request for
consideration to be included in the upcoming fiscal year’s 5-Year CIP. The
subsequent meetings will focus on these requests for each functional area of the
CIP and inclusion in the upcoming fiscal year’s budget preparation. It is highly
recommended to begin compiling and calculating a project’s supporting
information (operating costs, maintenance costs, et cetera) well in advance
of the first CIP Prep Meeting as incomplete project requests will not be
considered.

The recommendation for the upcoming fiscal year’s 5-year CIP, resulting from
t! PP ionN i i, 2 ltotl = atys 'r 2 in .
Any suggestions or changes shall be incorporated into the ... If deemed

appropriate and/or necessary, additional meetings may occur in order to put
forth the most accurate and professional CIP.
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G. Project appropriations from prior years for which expenditures have not been
incurred during the current fiscal year shall be re-evaluated, re-prioritized, and
re-incorporated into the new fiscal year’s CIP budget (with the previous budget
being returned to the fund from which it came). The re-prioritization may result
in previously included projects dropping off the CIP due to budget, priorities,
and/or personnel constraints. This process allows for any increase in cost due
to the passage of time or economic changes to be addressed on a yearly basis.
Additionally, this process increases the ability to examine the possibilities of
refocused priorities, project scope changes, available budget, et cetera.

H. CIP funding is as directed by the Board and subject to re-evaluation based on
budget constraints.

I. The first year of the five year CIP will be used as the basis for formal
fiscal year appropriations (i.e. “funded™) during the annual budget
process. The remaining four years are technically not funded.

II. The second year shall be financially feasible.

III. The last three years will be considered “reasonably able to be funded”
to allow for a more accurate picture of Flagler County’s CIP direction.

IV. An Unfunded Projects list will be maintained in order to document
ide ified projects that are needed. yet cannot be addressed due to
ins ficient funding.

Project Budgeting

Projects below $20,000 are accomplished using the appropriate Department’s
general operating budget. A quick breakdown for these projects is as follows:

e $1to0$19,999 Regular operating budget
e $20.000 and above  Capital Preservation and IT Replacement Funds
e $100,000 and above Capital Project Fund

A. CIP Contingency Account

I. Ea CIP project budget shall include a reserve for contingency. The
amount shall be between 5% and 10% of the estimated project cost, as
determined appropriate by the project's CPM, and be explicitly
identified within the project or in a contingency line within a Guaranteed
Maximum Price (GMP) contract.
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1) If project costs require the budgeted contingency account, the
project shall be brought to the Board to increase the project’s
budget/scope.

2) The contingency account cannot be used to change the scope of
the CIP, add a project, or delete a project without the approval
of the Board of County Commissioners.

B. Project audit

I. A construction manager-at-risk (CMAR) contract audit shall be
performed on all projects with budgets of $2 million or more.

II. A construction manager-at-risk contract audit shall be performed on all
new construction regardless of the project’s budget.

III. Cost for the audit shall be included in the project’s budget.
4. CIP Implementation

A. If an ongoing capital project is to span more than one fiscal year, it shall first
be agreed to continue the project, then recommended that the remaining budget
for these projects carry forward to the new fiscal year.

B. Capital projects being added, deleted, or changing scope (to include cost
increases of 10% or more) that must be made during the fiscal year must be
approved by the Board along with an amendment to the Adopted CIP and a
budget amendment/transfer, if needed, prior to project start or adjusting any
project budgets. The funding for HVAC and Roof Replacement Projects may
be redirected to other locations as deemed necessary by the General Services
Director without prior approval or amendment by the Board.

C. Any capital project additions deemed an emergency by the County
Administrator, or designee, shall be initialized immediately and subsequently
submitted to the Board for approval at the first regularly scheduled Board
meeting following the emergency action.

_. Revenue from 1terials recycled as p¢  >f a construction project may be ade
available as a funding resource for said project.

5. CIP Project Closeout

A. Project closeout procedures
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L.

The Capital Project Manager is tasked to send a Closeout Form to the
Deputy County Administrator, Financial Services Director, Clerk of
Court, and all other relevant parties. Closeout Forms are to include the
total cost of the project and the length of time to completion at a
minimum. Absent a Closeout Form template, the CPM will create a
memorandum that includes all pertinent project information and data.

B. Account closure

L

I1.

II1.

The party responsible for the project determines the amount of the
outstanding encumbrances and moves the remaining funds to the CIP
Ur located Account (described earlier).

Bu et remaining 90 days after the completion of a project is considered
avi able to be transferred to the CIP Unallocated Account.

After remaining funds are transferred to the Unallocated Account, the
Financial Services Department shall request the Clerk of Court to close
the roject’s account/number as appropriate.

6. Quarterly CIP eport

A. Aftereach quarter, Capital Project Managers must create an electronic quarterly
report outlining each of their capital projects and submit it to the Financial
Services Department no later than the last day of the month subsequent to the
end of a quarter (i.e. January, April, July, and October) for inclusion into the
Comprehensive CIP Quarterly Report that is submitted to the CIP Team for
review. Information on each project shall include, at a minimum:

L

I1.

IIL.

IV.

VL
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Project name and description
Fiscal year the project was adopted
Current budget amount

Cu nt actual expenditures
Current encumbered amount
Current “phase” of the project

1) Percent of the total project that is complete
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2) If completed, the Closeout Form shall be included within the
Quarterly CIP Report submittal package

VII. Any project specific issues that may change the Board's originally
expected project parameters

1) Over/under budget
2) Over/under completion time
3) Other
VIII. Expected/Actual completion date and total cost of project

IX. Any other pertinent information that is deemed important

Emergency CIP Purchases

A.

CIP projects are deemed to be an emergency by the County Administrator, or
designee. As such, reasonable funding latitude is given to stabilize the
emergency then followed up with the required documents and action detailed
previously.

Emergency purchase protocols must be followed as defined by the Flagler
County Purchasing Manual.

This section is not meant to delay any immediate actions necessary to address
emergency health and safety issues present.



