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Board of Education

Cold Sprmg Harbor Central School Drstrrct
75 Goose Hill Road

Cold Sprmg Harbor, NY 11724

‘We have been engaged by the Board of Educatlon (the “Board”) of the Cold Spnng Harbor
Central School District (the “District”) to provrde internal audit services with respect to the

District’s internal controls related to capltal projects for the period July 1, 2015 through February
1,2016. ; 5

The objectives of the engagement were to evaluate and report on the District’s internal controls

pertaining to the capital projects and to test for compliance with laws, regulations, and the
District’s Board policies and procedures

In connection with the following procedures, we have provided findings and recommendations
for the internal controls related to the capital projects. Our procedures were as follows:

e Reviewed the District’s ,poiicies, procedures and practices with regards to the
- internal controls related to the capital projects;

e Interviewed key District empleyees involved in the District’s capital projects and
performed a detailed walkthrough of the capital project procedures and processes;

o Reviewed the District’s Five Year Capital Facilities Plan for evidence of proper
 filing, a valid Certificate of Occupancy existed, a Building Condition Survey was
performed on building locations and reviewed the safety rating of school
facilities. Also, reviewed fire drills were conducted during construction period in

- -accordance with Educa’uon Law and an annual visual inspection was conducted.

e Reviewed the District’s eapital projects to determine voter and/or Board approval
existed, and capital project expenditures did not exceed the voter approved/and
~ Board approved amounts;

o Tested a sample of cash disbursements related to capital projects to verify the
expenditure was an allowable cost as per contracts, the expenditure charged did
not exceed the original bid and the architect certified the related expenditure. Also
verified expenditures were properly authorized and approved, were properly
recorded, coded and tracked in the Accounting Information System (“AIS”) and
capital projects were not overspent;
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e Tested a sample of Change C

rders to determine that work performed was not

included in the respective contract, the total amount of the Change Orders did not
exceed 5% of the base bid, multiple Change Orders did not occur that resulted in

cost overruns and schedule
allowance authorization amo

delays, Change Order amounts did not exceed the
unts and Change Orders were properly authorized by

the architect, the contractor and the Board.

Tested a sample of contracts r

elating to the capital projects to verify that a signed

contract existed, the co
documents, evidence existed
phase and proper close-out d

Reviewed the District’s State
to verify the Final Building

tra
to
loc

ctor submitted the necessary pre-construction
support proper supervision during the construction
uments were submitted; and

Aid Building Project Status Report (SA777) report

Project Reports had been filed timely, Final Building

Project Report contained a complete Certification of Substantial Completion form

with the necessary signature

forms were submitted with the Final Building Project Reports.

s and approvals and Change Order Certification

The results of our procedures are presented on the following pages.

Our procedures were not designed to express
projects, and we do not express such an opir
of any internal control, errors or fraud may
controls. Also, projections of any evaluatic
periods are subject to the risk that proced
conditions,

We -would like to acknowledge the courtesy

an opinion on the internal controls related to capital
ion. As you know, because of inherent limitations

occur and not be prevented or detected by internal

n of the accounting system and controls to future
ures may become inadequate because of changed

and assistance extended to us by personnel of the

District. We are available to discuss this report with the Board or others within the District at

your convenience.

This report is intended solely for the informa

ition and use of the Board, the Audit Committee and

the management of the District and is not

11

than those specified parties.

Very truly yours,

Rg Wramar G

R.S. Abrams & Co., LLP
March 11, 2016
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Cold Spring Harbor Central School District
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CAPITAL PROJECTS OVERV[EW

Based upon our interviews and observatmns we have prov1ded a capltal projects overview as
follows

Capital projects are generally long-terr1 and require large amounts of money to develop, make
improvements or to maintain the Varlous bulldmg locations. The Board is responsible for
“oversight and management of the District’s capital projects, monitoring that capital projects are
properly planned and managed, project funding is authorized and related costs are within the
approved budget, while minimizing the possibility of cost overruns.

‘The New York State Education Depa;'t \ent (“SED”) is charged with the administration and
enforcement of the New York State Uniform Fire Prevention and Building Code (the “Uniform
Code”) with respect to buildings, premises and equipment in the custody of, or activities
undertaken by school districts. The Uniform Code applies to each and every facility owned or
operated by a school district. This includes but is not limited to, school buildings, administration
buildings, bus/maintenance, garages, storage buildings/sheds, press boxes and concession stands.

Obtaining Building Permits
There are two ways SED seeks to enforce the code (1) by requiring an annual fire inspection
- which leads to an annual Certificate of 0ccupancy, and (2) by approving plans and specifications
for all capital construction involving these facilities, based on procedures established by the New
York State Office of Facilities Planmng (the “Ofﬁce of Facilities Planning”), which leads to a
bulldmg permit. , :

: Any capital project where the expected construction contracts will total more than $5,000 but
less than $10,000, a school district may make a formal submission to the Office of Facilities
Planning for a building permit if the nature of the work requires a building permit or will affect
the health and safety of the occupants or users of the building.

For a capital project where the expected construction contracts will total less than $5 000, a
school district must assure compliance with the requirements of the Uniform Code, the Manual
of Planning Standards and the Regulatlons of the Commissioner of Education. For any capital
project that requires a building permit, regardless of the total cost of the construction contracts,
~ the District is required to make a formal submission to the Office of Facilities Planning that
includes plans and specifications which are signed, sealed and certified by an architect or
engineer who is licensed by New York State.

The Board is ultimately responsible for the oversight and management of the District’s capital
projects, even though the responsibility has been delegated to the Director of Facilities. The
Board and management are responsible for designing internal controls to ensure that capital
projects are properly planned, managed, and monitored. Proper planning entails establishing a
written plan that clearly defines the scope of the project, sources of funding, maximum cost
projections, project budget, timeline and other criteria at the beginning of the project. District

officials are also responsible for momtorng that plan to ensure that the project is progressing as
expected.
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Cold Sprmg Harbor Central School District
Internal Audlt Report on Capltal Projects

Each capltal PIOj ject proposed by a school dlstnct requires an appropriation of funds and
therefore, must be properly authorized. Th1s authorization, typically, is the approval of a specific
obJeot and purpose by the voters at the annual meetmg or at a special meeting.

 There are certain exceptions to voter authorization fequirements which are as follows:

Tequires a vote.
Emergencies - costs for m1t1gat10n

Insurance Recoveries - may be
destroyed property by resolution o
Donations (design, labor, materials
the entire cost of the project is

expended for repair or replacement of damaged or

f the Board.

s, funds) - may be expended by Board resolution when

covered by donations (Education Law, Section 1718,

Subdivision 2). If any expend'ttre of DIStI‘lC’( funds is anticipated, then the project

and unforeseen emergency.

Emergencies are defined by the G
other unforeseen occurrence
life, health, safety, or property.

or co;

activities and recovery activities imposed by a sudden

Such act1v1t1es may be advanced by a Board resolution
‘declaring that the costs for the acti

ivities are contingent and do not require authorization.
neral Mumczpal Law (Section 103.4) as an accident or
wdition affecting public buildings, public property or
The Local Finance Law (Section 29.00) defines an

N

emergency as epidemic, conflagr:

ation, riot, storm, flood, earthquake or other unusual

peril to the lives and property

of 01t

zZens.

The difference between a c,apltcl project for reconstructlon and one for an Energy
Performance Contract (EPC) is that the EPC does not need to be authorized by the voters

but instead is authonzed by Board

resolutlon

A request for a capital project may be mlt ated from a few different sources as follows:

O

The Interim Assistant Superintendent for

" The Director of Facilities m

The five year Building Conditibn'

generate the need for a cap1ta1 Pproj
The now suspended Annual Visu

Survey identifies specific building conditions that can
ect;

al Inspection will also point out infrastructure needs

requiring capital project investment and correction;

Curriculum changes and other edu
projects committee’s attentio n b y

cational and functional needs are brought to the capital

principals and department heads;

Code compliance changes requiling capital investment are presented by the architect or

Director of Facilities; ;
The District’s Health and Safety
operations and maintenance coces

intains a list

':ommittee may present issues if not addressed through
that may require capital project investment;
of items that affect the day to day operation,

management and env1ronment of the school buildings and grounds and these are offered

to the Capital Projects Committee
The Board performs an annual w

for consideration; and :
alkthrough of the District and capital project needs are

discussed with all individuals pres

ent. ,

Business

and the Finance Manager will determine what

- sources of funding are readily available to perform the capital project work. The Interim

Assistant Superintendent for Business determines
reserve and will request a cost estimate from the
from the capital reserve originally approved by voters.
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The District performed various renovatrons at the different locations that included roof framing,‘
renovations on the music room and replacement of kitchen hoods. Additionally, other work was
performed on asphalt, the alarm system, secunty tanks and a storage building, univents, drywells,

ceilings, playground at one location, art room stage and security, flooring, doors, buﬂdmg shell .
' repalr ﬂoormg and rooftop fans. ,

GOVERNANCE

BaSFd upon our review of the Board policy manual, we noted that the District has adopted the
foll Wing policies that relate to capital projects: ~

Facilities Development Goals ,
‘The District’s Facilities Development Goals pohcy No. 7000, states that the Board will establish
goals to integrate facilities planning with other aspects of District-Wide planning and address
state learning standards and student educational needs in developing school building
spec1ﬁcat1ons Additionally, the Board will seek involvement from the community, District staff
and experts with facilities development by establishing a facilities advisory committee, while
prov1d1ng adequate space for future 1mprovements in educational programs and services.

,Faclhtles Plannmg
The District’s Facilities Planning pohcy No. 7100, establishes that the Superintendent shall be
responsrble for developing and unplementmg a comprehensive long-range facilities development
plan which will be re-evaluated annually and contain the District’s educational philosophy,
present and projected pupil enrollments, space usage and state rated pupil capacity of existing
- facilities. The Superintendent shall also be responsible for developing and implementing a five

year capital facilities plan which will be updated annually and shall include an annual estimation

of expenses for items such as repalrs and mamtenance and include a District-Wide building
mventory S

Construction Safety : :
The District’s Construction Safety policy, No. 7365, establishes that the Superintendent shall be
responsible for ensuring the safety and health of students and staff during the pre-construction:
stage by ensuring proper planning, hiring a New York State licensed architect or engineer, and
~ ensuring safety issues are addressed. Notice should also be provided to parents and staff in
advance for any construction pmJect costing $10 000 or more and the District’s emergency
management plan should be revised Where appropriate. The Superintendent is also responsible
for additional measures such as ensuring fire drills are conducted, valid Certificates of
Occupancy exist and ensuring compliance with state and regulatory requirements with respect to

lead and asbestos testing, noise abatement air quality and fire and hazard prevention during the
construction phases .

School Building Safety : : '

The District’s School Building Safety pohcy, No. 8110 establishes that the Board will appoint a
health and safety committee consisting of district administration and staff, bargaining units and
parents. The policy also states that the Board will review and approve building condition surveys
and take action to remedy serious conditions in school buildings, when applicable.
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' Health and Safeg Committee '

~ The District’s Health and Safety Commzttee pohcy, No. 8112, establishes that the health and

safety committee will consult with District officials in completing safety ratings of school

buildings and reviewing and addressmg complalnts related to health and safety during
,constructlon Additionally the Director of Facilities will perform a walk through inspection to
ensure the area can be utilized upon the. completron of construction and the Health and Safety

Commlttee will be expanded to mclude the architect, construction manager and/or contractor.

FIVE YEAR CAPITAL FACILITIES PLAN

| Based upon our interviews and obsewatlons, wenoted the procedures for the District’s Five
Year Capital Facilities Plan to be as follows:

Pursuant to Section 155.1 of the Regu1ations of the Commissioner of Education, a school district
is required to develop and maintain on file a comprehensive long-range plan pertaining to
educational facilities and the plan needs to be re-evaluated and updated on an annual basis.
Long-range building plans are important because of the life expectancy of the District’s
educational facility and should include a well designed maintenance plan. The purpose of the
long-range maintenance plan is to not only ensure the safety and welfare of pupils and staff, but
also to maintain school district propertles and ensure that they remain in sound structural
condltlon A sound long-range plan will help redu ce the extent to which districts routinely defer
needed repair and maintenance proj ects

The Commissioner of Education requlres the District and the Board to utilize the safety rating of
each facﬂlty in developing or amendlng the plan. The five-year facilities plan should also be
developed in conjunction with the Dlstne s comprehensive long-range plan.

According to Section 155.1 of the Regu‘latlons the long-range educational facility plan should
include the followmg

e The educational phllosophy of the District, grade level patterns and program
- requirements; ,
Present and projected enrollments ;
Special education pupil projections and classroom needs;
“Space use and state rated pupil capacny of existing facilities;
Priority of need of maintenance, repair or modernization of existing facilities, including
consideration of the obsolescence and retirement of certain facilities; and
“e The provision of additional facrhtres

As per New York State Education Department (“SED”) guidelines, a District submitting a capital '
construction project for approval to the Office of Facilities Planning will be required to provrde a
copy of the executive summary of the Dlstrlct’s five-year capital facilities plan.

The goal of the five-year plan is to collect, coordinate, analyze, and prioritize facility
infrastructure and building program needs on a District-Wide basis. Information collected in the
Building Condition Survey helps to prioritize the existing individual building needs, with a focus
on resolving health and safety issues and prioritize the existing building needs and new facility
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needs on a District-Wide basis. As. work is accomphshed each year or new situations emerge .
the remaining tasks are to be re-prrorumec as necessary to concentrate on the critical needs.

While it is anticipated that the ma]orlty of the work identified in the five-year capltal facilities
plan would have been previously identified in the Building Condition Survey, resources that
should be cons1dered when developmg or updating the plan are as follows:

Fire Safety Inspectlon Report

AHERA (Asbestos Hazard Emergency Response Act) Plan;
Annual Building Vlsual Inspectlon Reports

ADA Self Evaluatrons
School Facility Report Cards; and

Building Environment Evaluation (An evaluation of each building that may be
prepared by the Director of Facilities, the principal, or the Health & Safety
Committee based on the general appearance, cleanliness, acoustics, lighting
quality, thermal comffoﬁ, air quality, and space adequacy, etc.)

On an ongoing basis, the Director of Facilities meets with the Interim Assistant Superintendent
for Business and the architect to dlscuss facrhty needs. The Interim Assistant Superintendent for
Business identifies funds that were avarlable in the prior year versus funds needed in the current
year. Additionally, the Director of Facﬂltres and/or members of the health and safety committee
will perfOrm a walk—through of the Drstnct fac111t1es where necessary repairs are showcased.

Once the funding source has been determmed the Drrector of Facilities and the Interim Ass1stant
Superintendent for Business and the Capltal Projects Committee will meet with the District’s
architect to discuss facility needs and the pnonty of the necessary capltal projects. The District’s
five-year capital facilities plan is prepared by the architect hired by the District and the architect
and the Director of Facilities perform a thorough mspectlon on the District’s facilities every five
years. The Board has also appointed a health and safety committee consisting of administrators,
staff and parents who are responsible for performing an annual visual inspection of the District’s
facilities. The District then utilizes the above plan and the annual visual inspection to help
determine the priority of capital projects needed. :

Consultants for Over"75 years Page 5
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ESTABLISHI\IENT OF A CAPIT AL PROJECT

Based upon our interviews and observatlons we noted the procedures for estabhshlng a capltal '
pl‘O_] ject to be as follows : '

When the District is con31der1ng a Capltdl construction prOJectthat has been approved by the
respectlve Board, the Superintendent must submit a Letter of Intent form to notify the
coordinator of the Office of Facilities Planmng that a capital project is being considered. The

Office of Facilities Planning will then appomt a project manager to guide the District during the
pI'OCGSS :

In the preliminary stage, the Ofﬁce of Facilities Planning will submit a response letter to the
District indicating the name of the project manager, a project control number and the name of the
building with directions for a complete preliminary submission of pertinent forms. The project
manager will then advise the District in writing of the necessary forms and procedures to be
' performed A prehmmary submrssmn needs to mclude but is not limited to:

Application for Examination and Approval of Preliminary Plans (Form FP-P);
Facilities Needs Assessment Summ ary;
'Instructlonal Space Review Form;
Scope of proposed project (mcludmg proposed revenue sources and project budget);
Evaluation of Existing Buzldmg Fo orm; '
Preliminary floor plans; |
Site plan; e
Outline Specifications; and ,
State Historic Preservation Office notlﬁcatron for a new facility or for work performed on
‘a building that is at least 50 years old.

- Once the preliminary documents have been submltted and approval of the preliminary plans has
been obtained, an application for a bu11d1ng permlt can be submitted. Upon completion of a
formal review and approval by both a project manager and an architect, a Notice of Approval of
Prelzmznary Plans will be sent to the District. This notice would include the building aid units to
be utilized for the project as well as any educational or construction or mechanical exceptions

' that would have to be corrected in the ﬁnal submission documents.

Initially, the District’s arch1tect submlts the pertinent documents with the Office of Facilities.
Planning. Once the approval and the building permit have been obtained, the architect will
establish a request for proposal for prospective bidders. The District may not advertise for public
bids until the Office of Facilities Planning has reviewed and approved the plans and
specifications. Additionally, the Office of Facilities Planning must approve all revisions to
‘construction drawings and specifications after they are submitted for obtaining a building permit.
These changes may be in the form of a Change"' Order after the bids have been accepted and
contracts have been awarded, and throughout the course of the actual construction work.
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Permit

Projects Which do not Require a Bmldm

The 'followi’ng cases do not require a huﬂding permit:

e Site development - mcludmg earth movmg finished grading and planting, fencing and
paving will not require a bulldmg permit. However, irrigation prOJects shall be submitted
for a building permit. Addltlonally, site development which is in conjunction with a

~ building project, and for which plans and specifications are submitted together with those
~ for the building pl‘OjeCt w111 be reviewed and a building permit issued for the whole
project; : '

‘¢ Bleacher and grandstand pro;ects Which mvolve only the installation of pre—engmeered 0
factory—bullt equipment. Slmllar projects with enclosed areas such as a press box,

~ concession stand, or storage rooms will require a building permit;

¢ Playground projects which involve only the installation of pre-engineered factory—buﬂt
equipment. However, playgroundt which involve on-site construction of various features
and structures will require a building permit;

e Special structures, such as plfe-,eng‘ineered flag poles and towers which are less than 100
feet in height. Structures more than 100 feet in height will require a building permit; and

e Small buildings or storage structures Whlch are less than 350 square feet and do not
include mechanical systems do not Trequire : a building permit, however they are part of the
District’s annual fire safety mspectlons

Once the bid has been submitted by the architect, the contractors will perform a site visit for the -
upcoming capital project where they will have the opportunity to ask questions on the particular
capital project. The District utilizes the expertise of the architect to help determine the lowest
respon31ble bidder. If the bids result in an amount higher than the architect’s estimate, then the
architect may redo the request for proposal or if a contractor does not submit all the pertinent bid
documents, the contractor will be disqualified from the bid process. Once the bid has been
aWarded following the normal bidding process, then the contractor sends a submission package
in which the Director of Facilities and the architect review for completion. If the contractor has
* not sent all the pertinent documents, the contractor will be disqualified. Finally, the architect is
respon51b1e for providing the District with a written plan for each proposed capital project that
describes the criteria and specifications for each ,capltal project.

The Interim Assistant Supermtendent for Busmess reviews the District’s eligible aid on the
SED’s website and discusses the mformanon and prospective capital projects with the Director
of Facilities, the architect, the Capital Projects Committee and the Board, so that capital project
plans can be developed. Once the plans have been approved by the Board, the Interim Assistant
Superintendent for Business and the Director of Facilities provide the architect with a list of the
approved capital projects so the architect can prepare cost estimates for the capital projects. Once
the District has obtained the voter approval, the District files a Letter of Intent form to SED to
receive a project number to begin the capital project. The architect also submits an Application
for Apportionment of Building Aid signed by the Board and the Superintendent.

RS. Abrams & Co, LLP - Accountants & Consultants for Over 75years  Page7 .
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CONTRACT FORMATION

Based upon our interviews and observ atrons, we noted the procedures for contract formation to ,
“be as follows:

Constructlon contracts entered into by ;af District and every amendment to the contract entered
into bya Board should be approved byfth g Commissioner of Education.

Once the b1d is awarded the architect sends an award letter to the Interim Assistant
Supermtendent for Business who W1]l place the recommendation on the Board agenda for
,approval Once the approval has been obtalned a construction contract will be drafted by the
school architect. The contractor must submit all the pertinent documents before the contract work

is to be performed which are as follows '

e Insurance Certificate (that usually lists- the D1str1ct and the archltect as the additional
insured parties);

* Signed performance bond, a,payment bondj and maintenance bond, if applicable;
Specimen drawings; and :
e A sample of matenals/mstallah’ procedures (may be sent to the architect).

The insurance certificate usually covers general liability, automobile liability, excess/umbrella
liability, workers’ compensation and emrl yee hablhty and New York State disability insurance.
A performance bond represents the guar’a.ntee of the work to be performed for the respective
 capital pro;ect The performance bond protects the District that in the event that the contractor
left the construction project, the District will be. able to obtain a substitute contractor. A payment
bond guarantees that a contractor wil pay suppliers, laborers and subcontractors for labor and
materials. A maintenance bond is sometimes utilized by contractors and construction companies
to guarantee against defects for a specific time penod following a proje ject's completron

Once the contractor has submitted all the pre—constructlon documents, a meetlng will be
scheduled with the architect, the respect1ve contractors and the Director of Facilities. Discussion
items at the meeting include the expectations of the capital project, procedures to be followed,
and the process for Change Orders and any request for information. The Director of Buildings
and Grounds may also provide the contractor with a list of contact numbers and maps of the floor
plans. The Director of Facilities and the architect will schedule future meetings.

Additionally, the architect usually requires primary contractors to submit construction-phase
-schedules which are then discussed, modified and coordinated at the initial job meeting which
takes place prior to construction. The general contractor or main contractor lays out a phase
schedule and the other contractors also lay out their phase schedules. The general contractor will
then review the phase out schedules and determine if adjustments are necessary and to ensure
milestones exist as to when certain sta ges of Work will be completed.

- The architect visits the construction site penod1ca11y to track the work performed against the
plans and specifications and time constraints. The Director of Facilities and the architect will
conduct regular meetings to review the progress of work performed. The Director of Facilities
presents any progress information to the Board which may be verbalized or presented in a
written report e '
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In cases where a work or cost d1spute oceurs, a Request for Information is submitted by the
respective contractor to the architect who will provide the information and direct the contractor
to perform the work. The contractor’s signed agreement also states a clause that a penalty will be
owed to the District if the contracto 1 mplete the capital project. If the work dispute -
continues, the architect will notify the Dlrector of Facilities. The final step will be to contact the
bondmg company that issued the performance bond whereby the bonding company is placed on
- notice. The District then pays any resuiual amounts owed to the bonding company who must in -
turn pr0v1de a substitute contractor. '
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CAPITAL PROJECT ADMINISTRATION

Based upon our interviews and observatlons, we noted the procedures for administering capital
prOJects to be as follows: ' : :

After final plans and specifications for a capital constructlon project are approved by the Ofﬁee o
of Faeili'tie’s Planning, two copies of the Notzﬁcatzon of Building Project Form (“SA-4”)
“worksheet is sent to the Office of State Aid and the original of the form is maintained by the

Office of Facilities Planning. This form indicates whether or not all or part of the project is

eligible for building aid. This form records information furnished by the District regarding

approved methods of financing (capi 1ta1 reserves, honds, or BANSs, or budgetary appropriations)
‘and related dollar amounts and cost estimates for the construction work. The Office of State Aid
then utilizes the information on the SA—4 Worksheet to compile the actual SA-4 form, a copy of
, whrch will be sent to the District. :

There are two instances when the SA-4 can be revised at the time the contracts are signed (prior
to the filing of the Request for Building Project Data Form SA-139 (“SA-139") form with the

Office of State Aid and at the time that the Final Buzldzng Project Report is sent to the Ofﬁce of
Facilities Planning.

Upon receipt of the SA-4 worksheet the Ofﬁce of State Aided Programs submits a SA-139, a
copy of the SA-4 form, and a copy of the new Request for Revision of Financial Information
Revision Form (“FP-FI1”) to the DlStI‘lCLVV After construction contracts are signed, the school
 district must complete the SA-139 form. No state aid payments can be calculated or generated
: w1thout this financing and cost information. If it is apparent at that time that the total cost of the
project exceeds the authorized ﬁnancmg that was reported on the SA-4 form, or if any method of
financing has changed, then the Office of Fa0111t1es Planning must be requested to revise the
financial information. Additionally school districts will then need to enter into a Grant
Disbursement Agreement with the Dormi ory Authority of the State of New York (“DASNY”)
and provide DASNY with documehtatlcn substantiating the costs for which reimbursement is
sought’ before the SED certified amo”uﬂts can be reimbursed by DASNY.

Dunng the course of the capital pI'O_]eC there are job meetings conducted every one to two
weeks whereby the meeting starts with a review of the last meeting of the prior week to discuss
the progress of the existing capital pI‘O]GCt and any new conditions found and additional costs.
Progress reports may also be completed along with minutes of the meeting. The Director of
Facilities visits all construction sites regularly for observation and to address issues with the
architect. The architect’s responsibilities include visiting the construction site at various intervals
to determine the progress and quality of the work being completed. The architect must certify
any payments due to the contractor befbre the payment can be processed by the District.

Bulldmg prmc1pa1s are respon31ble for conductmg fire drills during construction to familiarize
students and staff with revised emergency plan procedures. The Director of Facilities and the
health and safety committee will review for any safety violations to ensure that Certificate of
Occupancy requirements are continuously maintained. The architect, the Director of Facilities
also continuously inspect and observe the construction site to ensure compliance with certain
items such as noise abatement, ventllatlon and air quality. Additionally, the District evaluates
cach project independently and wntten nohces are posted only when deemed necessary to ensure -
health and safety. ~ N = ' ' :
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In order for 2 capital construction prOJect to be eligible for building aid, it must meet the
followmg minimum criteria: &

e  The building involved in the project must be used for instruction of students (that
is, it must have a state—rated capamty) or the building must be a school bus
facility; . : '

¢ The work must be bonaﬁde capital construction--not maintenance or repair work;

o The construction contract< must total at least $10,000 (exclusive of incidental

: costs); ”
e The pl‘O]CC'[ must have recelved approval by the Commissioner and a Building
- Permit prior to advertzsmg for bids. (Chapter 315 of the Laws of 1990); and

e The project must have been properly authorized, generally by a vote of the

taxpayers.

However when the District needs to 1evfise a SA-4 form, it should send the completed FP-FI
form directly to the appropriate project manager in the Office of Facilities Planning. The Office

- of State Aided Programs will initiate, receive and review all other forms needed to claim
buﬂdmg aid such as the SA-139 form or SA-23 form. Form SA-23 is referred to as a Request for
Building Aid Estimate whereby a schoolf district completes to help determine the indebtedness
need ed for a capital project. ,

The Interim Assistant Supenntenden’t for Business monitors the revenues and expenses related to
the cap1ta1 projects in Finance Manager and in an Excel spreadsheet. The Interim Assistant
Supenntendent for Business monitors the building aid received from the various state aid reports
for the District. Building aid documentation is then maintained on file.
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CHANGE ORDER BROCEDURES

Based upon our interviews and observat' ons, we noted the change order procedures to be as
follows: ' ! :

Change orders reﬂect costs mcurred as a result of changes to a project after the project has been
approved by the Commissioner of Educatlon and after the contract has been awarded. Change
orders can arise from many circumstances including unforeseen conditions during construction, -

design errors or omissions or a school d1str1ct requesting changes to the project after approval.,

A change order is used to ofﬁ(:lally make changes o a signed contract for capital construction to
add or delete certain portions of the Work, or otherwise change a condition or the amount of the
contract. A change order may be awarded to a contractor without competitive bidding, however,
an important change cannot be made that varies the original plan or is of such importance as to
constitute a new undertaking. A change order cannot expand the scope of work, or represent a
basic departure from work already mcluded in the contract. '

 The most common improper change orders presented to the Office of Facilities Planning is one
expending unencumbered funds. Most often this occurs near the end of a project and the
proposed change order introduces types of work that were not included in the original plans and
specifications. Change orders for such work will not be approved for building aid. However, ifa_
list of desirable items was included in the original plans and specifications as “Add1t10na1'
Alternates” change orders to these alternatlves would be approved.

A Change Order form needs to be subrmtted to the Office of Facilities Planning which needs to
be signed by the Board President, the architect and the contractor. A Change Order Certification
is then certified by the Supermtendent and the archltect and submitted with the Change Order to
~ the Office of Facilities Planning. The SED project control number and the name of the project
manager needs to be present on each Change Order and the scope of the work and why its being
done should also be submitted to the Ofﬁce of F acrhtles Planning.

‘Change orders which exceed the bidding threshold of $35,000 must include, on the Change
Order Certification, an explanation of Why it is in the best interest of the school district and the
public to award a change order mstead of putting the work out to a public bid.

The Office of Facilities Planning w111 approve all change orders that are compliant with the New
York State Uniform Fire Prevention and Bu1ld1ng Code, however, those that lack sufficient detail
to be properly evaluated will be returned. Change orders that clearly depart from the original
scope of the project, as well as those that exceed competitive bidding thresholds, may be
approved for code compliance but disapproved for building aid. In emergency situations, a
District may be able to justify the expense of a large Change Order disapproved for building aid. -

Typically, the contractor initiates the change order process then the architect visits the site to
inspect the condition which will be reported to the Director of Facilities. If deemed necessary,
the architect then prepares a Change Order Log and the architect prepares a Change Order Form
(A1A Document G701) which is signed by the Board President, the architect and the contractor

indicating the reason for the change, the base contract price and the revised contract price after
- the Change Order. '
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CONTRACT CLOSE-O UT PROCEDURES

Based upon our interviews and ob<er$iations, we noted the District’s contract close-out

procedures to be as follows:

The "archltect and Director of Facilities will determine if the facility post construction is safe and
ready to be. utilized for -public usage by performmg a final walk-through inspection. The contract
closeout phase occurs when the capital pro_]ect is substantially completed. A Certification of
Substantial Completion is a document prepared by the architect on the basis of inspection which
states that the work or a designated portlon of the work is substantially completed in accordance
‘with contract documents as of a partrcular date. This also establishes the date of substantial
completlon with respect to the responsrbrhtles of the entity and the contractor for security,
, mamtenance utilities, damage to the work and msurance. '

The close out process begins W1th procedures to ensure the contractor has met all of the
contractual requirements including satisfactory completron of punch lists (an official detailed
listing of items that need to be corrected) repaired, or added to bring the nearly completed
facility in compliance with the contract, submittal of accurate record drawings, warranties,
operation and maintenance manuals, final lien waivers, final accounting and settling the account.

There are three steps of the contract cles ut phase that include:

D Closeout Procedures

- You must obtain the followmg

-~ Q

©

00 0 0O

2)  Final Accounting
(@]

3)  Project Evaluation

O

Q

Cih

ocuments;

Contractor/ subcontractor’ warranties;

Checklist of all warranties and operating and maintenance manuals required
by the contract showing Venﬁcatlon that these items have been received;
Punch list showing satisfactory completion or resolution of all items;

~All applications for payment and final aCCOunting documents;

Design evaluation; .
Certificate of Substantial Cornpletlon from the architect; and
Correspondence with contractors and manufacturers

The Director of Facilities and the architect review the allowances against the change
orders to ensure that the change orders have not exceeded allowance amounts stipulated
in the respective contract; and

~ The Director of Facilities and the archltect track all payments including the final

payment certified by the;, architect. The total payments are compared to the total
contract price to ensure that all obligations have been met.

Initially, the architect and the Dlrector of Facilities generate punch lists to ensure that
all items required to be corrected have been performed; and
A final inspection and Walk through are performed
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~ FILING OF F[NAL BUILDING PROJECT REPORTS

Based upon our interviews and observatlons We noted the procedures for filing the Final
Buzldzng Project Reports to be as follows '

T he F inal Buzldmg PrOJect Report is requu'ed by Educatlon Law and serves the very important
purpose of assuring a school district that it will be properly re1mbursed with state building aid.

The report should provide all ﬁnanc ] transactions of the capltal project in order to determine
the total building aid allocated to the capital project. A Final Building Project Report is required
for every project involving an mstruct1onal building or transportation facility. It is not required

for other types of proj jects which are not ehglble for building aid, pursuant to Section 3602 of the '
Education Law. , : o : , -

The Final Building Pr0]ect Report must be ﬁled W 1th the Office of Facilities Planning, when an
'approved capital construction pr03ect is completed, all obligations have been paid, and the

construction account has been closed. The Final Building Project Report must show the source

of all authorized monies spent on the project, as well as the exact amount of all expend1tures
This includes the contract amounts reported eatlier to the Office of State Aid but also includes
any change orders that were added or deleted The report should include any incidental
expenditures such as legal, architectural or engineering fees, Board expenses, site development
costs, or furniture and equipment mcluded in the scope of the project.

If a prOJect involves both addmons and alteratlons expenses must be reported under the
appropriate categories. Initial reimbursement is made on the basis of estimated costs shown on
the Application for Examination and Approval of Final Plans and Specifications (Form FP-F)
which accompanies the plans and specifications submitted for the approval by the Commissioner
of Education. This information, along with the data submitted to the Office of State Aid forms

the basis for the interim state aid payments '

After the Final Building Project Repoft is submitted, it is reviewed and processed. The eligible .
‘expenses in both the construction category and the incidental category are determined and the
totals are forwarded to the Office of State Aided Programs where adjustments will be made, if
necessary to the future bulldmg aid payments for the particular project.

The receipt of a final Certification of Substantzal Compl'etzon form "starts the clock" in regard to
when a Final Building Project Report is due. Failure to submit a Final Building Project Report
before the deadline will result in the loss of all building aid for the project. If there are
‘extenuating circumstances, such as httgatlon a school district may receive an extension of up to

one year from the Office of Fac1l1t1es Pl anning for the required date of filing the Final Building
Project Report. L

The Final Building Project Report mustﬁinclude the following:

e The Certification of Substantial Completion for each project regardless of whether or not
- it has already been submltted to SED. The report cannot be processed until this form is
received; ' s :
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e Change Orders — A Final Buzldmg PrOJect Report cannot be processed unless all Change
, Orders are submitted and approved mcludmg certification pages for approval; :

& The FP-F1 to ensure the SA-4 amounts on all projects for the total allocation for each
‘project has not been exceeded. ~ If totals have been exceeded, the completed FP-F1 form
~ must be attached to each repoft,,along with proper supporting documentation such as

- Board authorization to expend the ,xtra funds on the proj ect or voter authorization; and

e If site work is incidental to constructlon then it is to be reported on the Fi inal Buzldmg
Project Report. / ,

Final Buzldmg Project Reports for new ];IOJects are due six months after the submission of the
final Certgﬁcatzon of Substantial Completzon form. The law allows a one year extension from the
six months or a total of eighteen months to submit. The District’s architect completes the
Certification of Substantial Completion form and notifies the Director of Facilities that the
capltal project has been completed to his satisfaction. The Director of Facilities notifies the
Finance Manager who is responsible for ccmpletmg and filing the Final Building Project Report.
- The final expenditures are compared to the general ledger expenditures for accuracy and once the

Final Building Project Report is completed the Aﬁ‘idavzt of Clerk of Board of Education must be

signed and dated by the District Clerk before ﬁlmg Additionally, all per’[ment documents are
ﬁled W1th the Final Building Project Rep ort.
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MAINTENANCE ’:OF FACILITIES

, Based upon our interviews and observatlons we

facrhtres to be as follows

The Dlstnct has mamtenanee Workers and head

izes writt

maintenance if needed. The District uti

= noted the procedures for maintenance of

custodians available to perform repairs or
en work orders called Blue Sheets which are

usually generated at the building level by either the principal, head custodian or a department
head. The work order is routed first to the head custodian to determine if it can be handled at the

| buﬂdmg level. If it is determined that the work
mechanic or the grounds department th
interoffice mail.

The Dlrector of Facilities reviews. the work order

vendor the Director of Facilities W111 be notlﬁed v

for the services to be performed

The District’s maintenance department

communi

order will need support from a maintenance

c Dlrector of Facilities will then be notified through

and if the work order requires service from a-
ia an email or telephone call and will arrange

cates District-Wide via two way radio with

hand held units and a 40 watt repeater at the High School and another smaller repeater at the

Lloyd Harbor School to improve radlo eoverage be

tween the buildings.

The Director of Facilities generates group emails to all head custodians and maintenance workers

and the Head Groundsman (and sometimes to the
District-Wide issues such as changing ﬂags at half
'systems, or to prevent freeze ups durmg an extraor

Administrative Council) about individual and
staff, changes in building energy management '
dinarily cold period.

The Dxrector of Facilities also subrmts eemails or may indicate during site visits to the respective

staff preventative maintenance such as ensuring m
HVAC air filter changes which is perf ormed tw
opened up, coils are cleaned, and motors are lubri
the custodians. When heavy rain is expected,
custodlans to walk the roofs looking for debns and

On a semi-annual basis mamtenance is perform

aterials are available for scheduled items like
ice a year. Additionally, unit ventilators are
cated and generally serviced every summer by
the Director of Facilities directs the head
clearing roof drains.

ed on all roof top exhaust fans. Every few

,months the Director of Facilities 1'emmds the mamtenance workers and the head custodians

about fire safety inspection items to avoid 1issu

1es such as extension COI'dS

blocked rescue

window exits and items stored in pl
Facilities submits reminders about fi
the teacheris about what is and what i

aces where it
ire safety rules

Lastly, during the winter season, eVery boﬂer:
maintenance worker or a head custodrar

is not acceptable

does not belong. Twice a year the Director of
and regulations to the principals to share with

room is visited and surveyed by either a

before the start of school each morning. Additionally,

the Director of Facilities submits remmders regularly to check the operation of emergency

h ghtmg
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[FINDINGS AND RECOMMENDATIONS
Based on our interviews, Observatioﬁs and detc iled testing, we provide our ﬁndings and

recOn_mendatlons to further strengthen the DlStI‘lC s mtemal controls as they pertain to the
cap1ta1 projects outhned above.

1t should be noted that these recoendatlons are provided to assist management in improving
the accountmg and internal controls and procedures as they relate to the District’s capital
pr0Jects It is important to note that our findings and recommendations are directed toward
improvement of the system of internal controls and should not be considered a criticism of, or
reflection on, any employee of the D1str1c1 ; o

EEHE
Based on our interviews and obSerVatiens*,our findings and recommendations are as follows:

'Procedure Performed: We reviewed the District’s policies, procedures and practices with regards -
to cap1ta1 projects. : '

Fi d ing: We noted the District has not developed and adopted a Change Order policy that
~ establishes guidelines for changmg or canceling an existing construction contract and for

authorlzmg change order directives. Although not required, t]ns pohcy is recommended by the
Office of the State Comptroller. " B

'Recommendatlon We recommend the Dlstrlct develop and adopt a Change Order policy as
recommended by the Office of the State Comptrol ler to help strengthen the controls surrounding
change orders such as timeliness of informing the Board and change order directives to mclude '
‘who approves the commencement of the work to be performed.

skkox

For the detailed testing performed, our ro,;edures, findings and recommendations are as follows:

Five

Year ,,Ca ital:Facilities Plan

Procedure Performed: Reviewed the Disﬁict’s Fii’(e Year Capital Facilities Plan for evidence of
proper filing and verification of the ':"olloWing:

Valid Certificate of Occupancy on building locations;
Building Condition Survey performed on the building locations;
Safety rating of the school facilities; :
Fire drills conducted during construction period; and
~ Annual visual inspection conducted and filed timely;
Fire Drills conducted as per | Educatlon Law Article 17 §807.

V'V YVYVYYVYVY

, Fi]iding: No exceptions were found;;as a,result of appl'ymg these procedures.
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Procedure Performed Rev1ewed capltal
followmg ;

» Voter approval existed relatmg to the capital
Board approval existed for the cap
d

>
>

Finding: No exceptions were found as

Cold Sprmg Harbor Central School District

Internal Audlt

;Report on Capital Projects

Capital project expenditures d

amount.

pro jects

for proper authorization and to verify the

projects
tal projects; and
not exceed the voter approved/and Board approved

| resnltf of applying these procedures.

ETES

Cap:" ital, ij ect Expenditur,es

. , Procedure Performed We obtamed a sample of fifteen (15) cash disbursements from the
Dlstrlct s expenditure detail report to Venfy the followmg

‘VVVVVV

, ’Finding’ : No exceptlons were fonnd|

-The expenditure was propetly

The expenditure charged Was; an

allowable cost as per contracts;

The expenditure charged did not exceed the original bid;

The architect has certified the
The expenditure was properls

Capital projects budgets were not

related expenditure;
7 authorized and approved; :
recorded coded and tracked w1th1n F inance Manager and

overspent

a result of a’pplyingthese procedures.

ek

Change Order Comphanc

 Procedure Performed: We obtamed a sample of elght Change Orders from a listing of change

orders to verify the following:

>

v V. Vv Vv

“in the respective contract; and :
The actual Change Order form W

Finding: No exceptions were found
R.S. Abrams & Co, LLP - Accountants

The work to be performed as
respective contract;
The total amount of the Change
Industry Percentage);
Multiple Change Orders d1d not
delays;

The Change Order amount drd n

and the Board before the work we

y,,per Change ‘Order was not already included in the

Orders did not exceed 5% of the base bid (Standard
occur tnat could result in cost overruns and schedule
ot exceed’ the allowance authorization amount indicated

as authorized and signed by the archltect the contractor
S performed

: Cons'dltffants for Over 75 years

sult of applying these procedures. e
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***
'Coﬁtra'ct Admfnistration

Procedure Performed: We obtained a sample of contracts related to the capital projects to verify

the followmg

>
>

>

A current signed contract existerl on file between the District and the contractor;
The contractor submitted the necessary pre-construction documents such as the insurance

~certificate naming the District and the architect as the additional insured and containing
adequate insurance coverage; also submlttmg the performance and payment bonds;

Evidence existed to support the review and supervision during construction such as job
meeting minutes, progress reports inspections and material and equipment delivery
schedules and any architect’s correspondence concerning inspections and progress of
construction work; ' f

The contractor submitted the proper close-out documents pertaining to capital projects
that had been deemed completed by the architect. Such documents included, but was not
limited to, warranty documentation, inspection and acceptance records, spare supplies,
as-built drawings, a Consent of Surety to F inal Payment form, any two-year maintenance
bonds and a Release of Lzens from the contractor or subcontractor, if applicable.

Fin din ing: We noted three instances where the warranty documentation could not be located in the
close out documentatlon for work perfc rmed by contractors.

'Recommmdation: We recomrnendﬂ the District ensure that all necessary documentation be
obtained and filed in the closed out document file related to the District’s capital projects.

ek

Final Building Project Reports

Procedure Performed: We obtamed the State Aid Building Project Status Report (SA777)
' pertammg to the District’s capital pI‘O_]CClZS and inquired about capital projects that were recently

completed to verify the followmg

o
- filed timely, if applicable.

‘vvv vV v

~ RS. Abrams & Co, LLP - Accountal

The Final Building Project Report has been filed timely. Inquired of reasons why not

The Final Building Project Report contamed a Certzﬁcatzon of Substantial Completzon
form;
The Certification of Substantial Completzon form was 31gned and dated by the archltect :
indicating the date of the final inspection and architect’s seal;

The superintendent’s signature and date existed for additional assurances;

The affidavit was signed by the District clerk.

The Change Orders were submitted, including Change Order Certification forms to the
Office of Facilities Planmng with final building project report.
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Finding: Although we noted one ﬁnal building prOJect report was filed with the Office of

Facﬂltles Planning, we also noted the ﬁnal buil
Ofﬁee of State Aid. '

dmg project report was not subnntted to the

- Recommendation: We recommend the D1str1ct
when apphcable to ensure all comp.
Subsequent to our review, we noted An
submitted to the Office of State A1d

,onitor the SA4777 report issued b'y' NYSED,

ted projects have been fully submitted to NYSED.

final building project report has since been

drkk

. CORRECTIVE ACTION PLAN

The District is required to prepare a "co'rrec'ti've action plan in response to any findings contained
in the internal audit reports. As per Commlssmner’s Regulation §170.12, a corrective action

plan, which has been approved by the Board,

must be submitted to the State Education

- Department within 90 days of the reee,lpto,f a final internal audit report.

The approved corrective action plan and a copy of the respective internal audit report should be

sent to the following address:

New York State Education Department 5
Office of Audit Services, Room 524 EB
89 Washmgton Avenue

~ Albany, New York 12234
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