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Learning Objectives
Today’s Speakers

Learning Objectives

Obtain a strong understanding of the management of 
capital projects.

Learn specific ways to take project participation to 
the achievement level.

Discover an innovative, collaborative approach to 
overseeing major campus projects.

Become skilled at basic facility and financial planning 
techniques.

Session Overview

BRAILSFORD & DUNLAVEY



What makes a successful project?

► Identified and articulated as a campus priority

►Meets the needs of end users

►Financially feasible for both capital and operations

►Finished on time and under budget

►Utilizes industry best practices for delivery

►Offers the opportunity for cultural change

►Safe project for all constituents

►Generates positive excitement

Introduction



Overview of Capital Project Management

Roles
Owner
Architect/Engineer
Builder

Responsibilities
Budget, Site, Program, 
Schedule, etc.

History
Variety of Contracts
Complexity
Evolution

Who is the Owner?
Publicly Appointed Board of 
Trustees

President’s Office

Administration & Finance

Facilities Management

Student Affairs

Development

Students

Faculty & Staff

Academic Departments

Alumni

Neighbors

Consultants



Overview of Capital Project Management

Feasibility
Study

Project
Phases

Programming

Business
Planning

Professional
Selection

DesignBidding &
Construction

Furniture, 
Fixtures & 
Equipment

Commissioning 
& Shake-Out

Start-Up &
Move-In



Student Recreation and Fitness Center

Quick Facts
86,000 GSF indoor facility

LEED Silver certification target

4 acres of site improvements

$25 million comprehensive budget

Tax-exempt revenue bond financing

Self-funding using primarily student fees

Specialized building components

Employing 14 staff FTE and 200 students

Opening Fall 2007



Student Recreation and Fitness Center



Do we need 
additional 
facilities?

Where will any 
new facility be 
sited?

What will be the 
comprehensive 
project cost?

How much 
facility can 
we afford?

How will we 
pay for the 
facility?

What will it cost 
to operate the 
facility?

When does the 
facility need to 
be completed?

How do we 
best redeploy 
current 
facilities?

Student Recreation and Fitness Center

IMPORTANCE OF PARTNERING
During Planning



Market Analysis

SURVEY

Survey Significance
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SURVEY

► 81% Felt New Rec Facilities Should Be “Medium – Very 
High” UMaine Priority

► Fee Support:

• $100 / Sem. Fee Inc.: New Comprehensive Facility

• $75 / Sem. Fee Inc.: Reduced New Facility

• $50 / Sem. Fee Inc.: Small Facility or Expansion

• None of the Above

60%

67%

46%

46%

27%

14%

13%

Choose 1:

Market Analysis



►What spaces need to be in the building?

►What are the technical requirements of needed 
spaces?

►What is required for a sustainable functioning 
facility?

►What adjacencies between spaces are required?

►What are the furniture, fixtures, equipment 
requirements?

►What are the campus utilities implications?

►What are the project priorities?

Student Recreation and Fitness Center
IMPORTANCE OF PARTNERING

During Programming



Student Recreation and Fitness Center
Demand-Based Programming

Activity Peak Accommodation Space Allocation
Weight / Fitness Machines 75% - 85% 11,100 - 12,700 SF

Aerobics 55% - 65% 3,500 – 4,200 SF 

Indoor Jogging / Walking / Running 55% - 65% 22 – 26 Joggers 

Recreational / Leisure Swimming 40% - 50% 1,000 – 1,300 SF

Lap Swimming 40% - 50% 3 - 4 Lanes 

Basketball 40% - 50% 5 – 6 Courts 

Sport Climbing 40% - 50% 93 – 117 Linear Ft

Roller / Floor Hockey 25% - 35% 0 Rinks

Water Aerobics 25% - 35% 1 Lane

Skateboarding 25% - 35% 600 – 800 SF

Indoor Soccer 25% - 35% 1 - 2 Courts

Racquetball 25% - 35% 1 - 2 Courts

Volleyball 25% - 35% 1 Courts

Squash 10% - 20% 0 Courts



Student Recreation and Fitness Center

Parking Issues

Other Site Notes

Permitting Issues

Total Utility Cost

Gas

Storm Sewer

Tel-Com

Steam

Recreational Facility – Analysis of Alternative Sites

Electric

Sewer

Water

Site #5: 
Tennis Courts

Site #4: 
Crossland Hall

Site #3: 
Lengyel Field

Site #2: 
PM Lot

Site #1: 
Stewart Lot



Student Recreation and Fitness Center
IMPORTANCE OF PARTNERING

During Business Planning

► What will it take to pay for 
both capital and operating 
costs?

► What are the projected 
non-personnel operating 
costs?

► What are the projected 
personnel operating costs?

► What replacement reserves 
are required?

► Who is in charge of 
operating the facility?

► What are the required start-
up costs?

► How long is the ramp-up 
period for operations?

► What is the draw schedule 
for funding?

► What needs to be included 
in the comprehensive 
budget?



Student Recreation and Fitness Center

Business Plan Model

UNIVERSITY OF MAINE
STUDENT RECREATION CENTER

PROJECTED BASIC OPERATING PRO FORMA

1 2 3 4 5 6 7

First Year

INCOME Base Year Factor Year 1 Year 2 Year 3 Year 4 Year 5 Year 6 Year 7

New User Fee Income (New Student Fee and Memberships) 2,557,000 100.0% 2,557,000 2,752,000 2,900,000 2,984,000 3,062,000 3,145,000 3,228,000

Current Student Fee Income 375,000 100.0% 375,000 375,000 375,000 375,000 375,000 375,000 375,000

Other Income 171,000 100.0% 171,000 200,000 230,000 261,000 269,000 277,000 286,000

TOTAL INCOME 3,103,000 3,103,000 3,327,000 3,505,000 3,620,000 3,706,000 3,797,000 3,889,000

EXPENSES

Existing Campus Recreation Personnel Expense: 244,879                100.0% 244,879                257,123                269,979                283,478                297,652                312,535                328,161                

New Facility Personnel Expense:

 Full-Time Staff Salaries and Fringes 512,000 100.0% 512,000 579,000 653,000 685,000 720,000 755,000 793,000

 Part-Time Staff Salaries and Fringes 394,000 100.0% 394,000 414,000 435,000 456,000 479,000 503,000 528,000

 Work Study Return (36% of Student Salaries) -133,000 100.0% -133,000 -140,000 -147,000 -154,000 -162,000 -170,000 -178,000

New Facility Subtotal 773,000 773,000 853,000 941,000 987,000 1,037,000 1,088,000 1,143,000

New Facility Subtotal less Existing Personnel Expense 528,121  528,121 595,877 671,021 703,522 739,348 775,465 814,839

Existing Campus Recreation Operating Expenses: 105,067                100.0% 105,067                110,320                115,836                121,628                127,710                134,095                140,800                

New Facility Operating Expenses:

  Utilities - Electricity 129,000 100.0% 129,000 135,000 142,000 149,000 156,000 164,000 172,000

  Utilities - Steam 107,000 100.0% 107,000 112,000 118,000 124,000 130,000 137,000 144,000

  University Overhead Charge 0 100.0% 0 0 0 0 0 0 0

  Management, Marketing & Admin 85,000 100.0% 85,000 89,000 93,000 98,000 103,000 108,000 113,000

  Building Maintenance & Repairs 43,000 100.0% 43,000 45,000 47,000 49,000 51,000 54,000 57,000

  Custodial 125,000 100.0% 125,000 131,000 138,000 145,000 152,000 160,000 168,000

  Service Contracts 86,000 100.0% 86,000 90,000 95,000 100,000 105,000 110,000 116,000

  Miscellaneous Expenses 35,000 100.0% 35,000 37,000 39,000 41,000 43,000 45,000 47,000

Start-Up Budget 24,000 100.0% 24,000 25,000 26,000 27,000 28,000 29,000 30,000

  Sports Equipment Maintenance & Repairs 0 0.0% 0 0 50,000 53,000 56,000 59,000 62,000

New Facility Subtotal 634,000 634,000 664,000 748,000 786,000 824,000 866,000 909,000

New Facility Subtotal less Existing Operating Expenses 528,933 528,933 553,680 632,164 664,372 696,290 731,905 768,200

TOTAL EXPENSES 1,407,000 1,407,000 1,517,000 1,689,000 1,773,000 1,861,000 1,954,000 2,052,000

NET OPERATING INCOME 1,696,000 1,696,000 1,810,000 1,816,000 1,847,000 1,845,000 1,843,000 1,837,000

Debt Service Recreation Center (Issue #1) 1,393,778 100.0% 1,393,778 1,394,850 1,394,850 1,394,975 1,393,475 1,394,138 1,395,138

Debt Service Recreation Center (Issue #2) 234 001 100 0% 234 001 237 368 235 597 232 901 233 568 233 984 234 150



►Who are the best firms for the project?

►What are the campus requirements for procurement?

►How much should their services cost?

►How long should it take to perform their services?

►What is the optimal contract structure?

►How to implement a qualifications-based process?

►How should the committee(s) be structured?

Student Recreation and Fitness Center
IMPORTANCE OF PARTNERING

During Professional Selection



University of Maine - Student Recreation & Fitness Center
Architecture/Engineering Team Interviews

19-Jul-07

Team:

Selection Criteria Weight Score 1 to 5 Comments

1 Staffing

2 Design Capability

3 Project Approach

4 Site Approach

5 Experience

6 Answers to Questions

7 Quality of Presentation

Total Points

Student Recreation and Fitness Center



Student Recreation and Fitness Center
IMPORTANCE OF PARTNERING

During Design
► Are any adjustments to the 

space program required?

► What image and aesthetics 
fit with the campus?

► What are the sustainability 
criteria?

► What impacts are there on 
the business plan 
projections?

► Can building materials 
comply with campus 
standards?

► What are the operational 
impacts of selected 
materials?

► What is the projected cost 
at major design 
milestones?

► What is the method and 
schedule for bidding?

► What is the schedule for 
required public approvals?



Student Recreation and Fitness Center
IMPORTANCE OF PARTNERING

During Bidding & Construction

► What is the critical path for the construction schedule?

► What is the status of the project budget during 
construction?

► How will the construction team mobilize and stage 
efforts?

► Can any construction by-products be re-used?

► Will construction efforts have any impact on campus 
events?

► Are installed materials consistent with the specifications?

► Are the monitoring and testing requirements followed?
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Student Recreation and Fitness Center
IMPORTANCE OF PARTNERING

during Commissioning & Close-out

► Are warranty and operation 
manuals complete?

► Are budget tracking and 
auditing efforts complete?

► Have “as-builts” been 
incorporated into a final 
drawing set?

► What are the requirements 
for a certificate of 
occupancy?

► How long is the operations 
shake-out period?

► Are furniture, fixtures, and 
equipment items on 
schedule?

► What is the schedule for 
operations start-up?

► What training is required for 
building users?

► Are there any LEED 
documentation 
requirements?

► Have commissioning 
requirements been 
incorporated?



Student Recreation and Fitness Center

LEED 
Scorecard



Lessons Learned
Partnering assembles many strengths while minimizing 
knowledge gaps

Excellent planning and programming are a critical foundation

Partnering minimizes many negative impacts of campus 
politics

Establishment and constant monitoring of the business plan 
is an effective tool

Consider public relations throughout including media, tours, 
and campus events to maximize investment

Student Recreation and Fitness Center



University of Maine
Brailsford & Dunlavey 
Pizzagalli Construction
Cannon Design

Lessons Learned

Student Recreation and Fitness Center

First Rec Center 
Membership, 

UMaine President 
Robert Kennedy

Signing of the Beam



“It is said that success has 
many fathers but failure 

has only one.”

Student Recreation and Fitness Center

“It is said that success has 
many fathers but failure 

has only one.”

BRAILSFORD & DUNLAVEY
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Capital Projects:



Student Recreation and Fitness Center

Charrette Video


