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Project kickoff

Kickoff with all relevant parties
• District staff, contractor staff, construction & architect staff (if relevant)

• Project scope

• Project timelines

• Communications & project status

• Escalation process

• Work hours & building access

• Equipment disposal, worksite cleaning, & damage

• Contract administration (change orders & payments)

• Training, documentation, testing, & acceptance

• Next steps
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Design review

Design review
• Typically follows kickoff and varies in scope based on technology

• Review and/or finalize contractor design documents

• Print review*

• Building walkthrough*

• Notify architect/construction of any necessary changes based on final walkthrough

* If relevant based on technology
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Design review - Example
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Design review - Example
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Implementation
Weekly status meetings
• Progress updates

• Coordination between district and contractor

• Coordination with architects and construction

• Require contractors to attend on-site construction meetings

Building walkthroughs (if relevant)
• Pilot space

• Periodically for some technologies

• Milestone-based for other technologies

• Check status of implementation & construction

• Ensure adherence to proposal/contract requirements

• Ensure adherence to codes (electrical, other)

• Develop and provide documentation of issues to contractor
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Implementation – Issue tracking

Issues Lists
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Paperwork – Change orders

Change Orders
• Documentation of additions 

and deductions to contract

• Validation of scope

• Validation of amount against 
contract

• Tracking of total contract 
against award and 
contingency
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Paperwork – Change orders

Change Orders
• Identify timing impacts

• Written approval prior to 
work

• Communication and 
coordination with 
construction
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Billing
• AIA Form G702/703

• Validation of work completed

• Stored materials

• Retainage

• “Architect” must be identified 
on every pay app

Paperwork - Billing
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Billing
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Closeout

Obtain documentation
• Updated and validated as-built documentation

• Warranty documentation

• User/technical manuals

• Training documentation

Acceptance testing/walkthrough
• Perform testing as defined by contract 

acceptance criteria

• Develop and resolve punch list

• Communication and follow up with contractor

Training
• Confirmation of delivery for all training required 

by contract

• IT training

• End-user training

Warranty
• Understanding of process

• Documentation received

• Start of warranty period (include in 
RFP/contract)
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Lessons Learned
• Strong contract

• Acceptance process and criteria

• Contractor staff requirements/right to replace

• Timing for warranty

• Training and other requirements

• Clarity of scope and design
• Pilot space
• Sign off

• Consistent communications
• Ongoing coordination with 

construction/architects
• Continued oversight of contractor

• Strong contractor staff, including    
project manager

• Equipment tracking
• Escalation process

• Implementation vendor
• Manufacturer
• Construction and architect
• Other contractors
• District

• Permits
• Knowledge transfer
• Acceptance testing
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Thank you.
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