STEP BY STEP THROUGH A CHURCH BUILDING PROGRAM

SOUTH WISCONSIN DISTRICT - LCMS

With Options for the Use of Laborers for Christ

PREFACE

This document has been prepared by the Building Committee of the South Wisconsin District, Lutheran Church-Missouri Synod, which consists of experienced architects, engineers, planners, realtors, attorneys and appraisers who have volunteered their services.  It is designed to serve as a resource and guide for congregations that are planning to build new facilities or add on to existing facilities.

Although it was initially prepared for new mission congregations and, therefore, includes references to "District" or "Mission Department/Board of Directors approval", all congregations of the District are welcome---indeed, urged---to use this document throughout the planning and construction process when they go through a building program, to, if nothing else, make it a bit easier.

The user of this document will find it helpful to first become familiar with the entire document to get an overview of the complete process.  Not all parts of this document will be applicable to each project.  The document preview helps to eliminate the unnecessary steps, but we caution the user to follow the process one step at a time.

During the process, when questions arise, contact the District Building Committee for assistance.  An alternate source for guidance is available through the Synod's Lutheran Church Extension Fund and the Synod's standing committee on Architecture that has selected professionals---architects and engineers---who are regionally located to be of service to congregations of the Synod.  A call to the District's LCEF representative will put you in touch with your closest representative.  If the Laborers for Christ program is being considered, contact the national office of LFC in St. Louis for information about that program.

The construction process should be a pleasant, rewarding experience, but, if steps are bypassed or ignored, the process can become unpleasant and frustrating.  Throughout the process be constant in prayer.  Do all things decently and in order to the glory of God.  Above all place your trust in the Lord, who will guide you through the process especially if you should stumble, for it is written:


"Except the Lord build the house, they labor in vain


who build it."




---Psalm 127:1

PROCEDURE FOR FIRST UNIT

Introduction

The very first worship or educational space to be planned and built by a congregation is usually at the time when that congregation is a "mission" congregation.  Unlike more established congregations, rarely does a new fledgling congregation possess in its membership the expertise of people who are experienced in construction processes.

Furthermore, a "mission" congregation---whether it be under the auspices of the District, a Circuit or a "mother" congregation---is usually unable, at first, to support itself, especially through the financial challenges of a building program.  For that reason the "mission" congregation is beholden to its provider until such time when its membership base has grown sufficiently to accept full fiscal responsibility.

Because the "mission" congregation operates with the financial support of others, a reasonable amount of accountability is required. For that reason this document was originated by the District.  However, if a Circuit or mother congregation gives birth to the "mission" instead of the District, the following steps for a first unit should be similarly applicable; only the path of accountability may lead elsewhere.

General Needs

First Units, no matter how simple in concept and means, whether intended as a temporary structure or not, should be planned as part of a "master plan" in the development of the congregation's property. It is not intended that the master plan include details of future buildings, but general areas on the master plan of the site should be designated for a larger worship space, educational units, administrative and fellowship needs.  The master plan takes into consideration visibility of the structure, access to adjacent streets, compliance with existing easements in the placing of structures, etc., so that future growth can occur with little or no back-pedaling.

First Units, although considered only as temporary worship spaces, as in the case of using a future fellowship hall or school gymnasium as the first worship space, should be architecturally identifiable as a place of worship.  Identifiable elements that have been used successfully are steeples, attached or free-standing "bell towers". crosses or religious symbols, and, if skillfully designed, the shape of the building itself and the materials used in its construction.

In the shortest of terms, a First Unit must be a building for all needs.  In a sense it must be a microcosm of everything the congregation hopes to have in the future: space for worship, education (Sunday School, Bible classes, etc.) fellowship and administration.

In order to be financially affordable, the gross area of First Units should be limited to approximately 5000 square feet.  Inasmuch as construction costs can vary substantially from one part of the District to another---e.g. compare costs in Milwaukee with those in Tomah---the gross area of the First Unit can obviously be affected.  For that reason it is important to plan carefully and fiscally responsibly when planning and designing a First Unit.

To have a First Unit be a "building for all needs", it should be planned with a minimum of permanent dividing walls in the worship and educational areas.  Folding partitions and movable screen-walls can be used to define areas or even provide separate areas for concurrent classes and meetings.  Walls surrounding administrative areas and toilets should be soundproofed.  For flexibility in the future use of the First Unit for other purposes (when a larger worship space and/or an educational unit is added) load-bearing interior partitions should be avoided.

STEP 1  -  INITIAL CONGREGATIONAL ACTION

When a mission congregation has reached the point in its growth where its temporary worship facility is too small and too ineffective for further growth, and has decided to explore a building program leading initially to a First Unit, the first step is to consult with the executive officer of the "mothering" support group.  (For the purposes of this document, that person will be assumed to be the Administrative Assistant-Missions; in other cases that person could be a designated pastor, teacher or lay person of the supporting Circuit or mother congregation.  In any case, the District recommends that the Administrative Assistant-Missions of the District be included in all first step consultations.

As a rule of thumb, to assure a financial basis for the repayment of a building loan, a mission congregation should number approximately 50 families or 100 communicant members when entering a building program.

The Administrative Assistant-Missions of the District (referred to in the following as the "Mission Exec") will "walk" through this document with designated representatives of the mission congregation. Of particular interest will be Steps 1 through 9.  If the Mission Exec feels that there is a just and reasonable cause to proceed with the planning process, he will recommend calling a meeting of the Voters' Assembly at which he will be present.  If the congregation, by resolution, decides to proceed, they will follow next the provisions of Step 2.

NOTE:  A word of caution to mission congregations receiving District 

partnership grants, Circuit support funds or grants from mothering congregations:

No such mission congregation or representative thereof, shall sign any legal document, e.g., leases, contracts, etc., which at any time may bind the supporting entity to a commitment of money, material, property or services unless authorization in writing has been obtained in advance from the supporting entity.

STEP 2 - ACTIVITIES OF THE STUDY/PLANNING COMMITTEE

A study of needs and a plan to meet those needs is the first step in developing a building program that will serve the future ministries of the congregation.  The study/planning committee is NOT a building committee.  Rather, it is a group that does a great deal of evaluating and projecting in preparation for a building program.  A five-member committee that is representative of the various areas of ministry of the congregation is suggested. (The pastor serves as ex officio on the committee.)

[Resources that are available for further study by the Study/Planning Committee are listed in the Appendix of this document.]

The committee should address the following questions:

A.  Is a building program necessary?  Is it necessary at this time?

What are the alternatives?  Should 2 or more worship services be considered before committing to a building program?

B.  By projection, potentially what will the size of the parish be in three, five and ten years from now? 
What data validates these projections?  (Demographics for the area should be established.)

C.  What facilities are needed?

      Within the general scope of 5000 square feet, the following is a guideline to assist in pre-planning:


Worship area - - - - 1600 s.f. 

Education area - - - 2100 s.f.


Auxilliary spaces-   1300 s.f.

    1)  Worship/Educational

---Plan early to have two Sunday worship services; adding a second service at a later date tends to hinder growth.

---Plan for multi-purpose use; fixed pews, for example, restrict flexibility and are to be avoided in First Units.

---Plan for re-arrangement of worship space for educational use, assuming 10 s.f. per person..


---Consider a mothers' cry room, if possible.


---Avoid an expensive organ or musical instrument that cannot be easily relocated and reused.

    2)  Christian Fellowship


---Size and arrangement of the narthex aids in satisfying some fellowship needs.

---Plan for a kitchen or kitchenette to be in good relationship to fellowship areas for coffee hours, receptions, etc.


---Plan for storage of tables and chairs.

    3)  Administration


---Pastor's office: locate near secretary; provide closet for pastor's robes, stoles,etc.


---General office for secretary: space for computer, copy machine, fax machine, storage for supplies.


---Sacristy accommodations: a sink and storage for communion ware are desirable

    4)  Youth needs


---Play area either indoor or outdoor or both.

    5)  Parking

---Local ordinances may dictate number of parking spaces required by law; generally 300 to 425 square feet per car are needed. (Approx. 100 cars = 1 acre)

    6)  Equipment & Furnishings


---Make a list of needs by rooms


---Consider audio visual, maintenance; conduit and outlet boxes for future sound system.

D.  Planning Criteria

Some basic architectural data, some of which may be subject to local building codes and zoning ordinances:

FEATURE



MINIMUM
ADEQUATE
IDEAL

    Sanctuary: sq.ft./person              


      12       

         16   

    18

    (incl. space for altar, sacristy, 

     narthex, office, restrooms, etc.)

    Worship space: sq.ft. for 100 seats 


    1200     

       1600   
   1800       

     (space will accommodate 60-70 persons

     seated at tables or accommodate 5 to

     6 Sunday School classes)

     Seating Space/Pews                     


      18      

          22   

      24 

    Fellowship: sq.ft./person



      15      

          19     
      22

    (incl. space for kitchen, storage)

    Education: sq.ft./person 

      Adults::




      12    

          15   

      18

      Preschool & Kindergarten:



      35    

          38    
      40

      Grades 1-4:




      25    

          30    
      35

      Grades 5-7:




      20    

          25   

      30

      High School:

        


      17     

          20   

      25

   
  Parking: sq.ft./car




     300   

        370   

     425

      Parking ratio: seating/parkg.space   


       4      

          3     

       2

      Land: people per acre



     300        


     150

      Playground/recreational: sq.ft./p.  


      75    

         85   

     100

      Softball field                 


                  260' x 260' 

    Administrative Office: sq.ft.

      Pastor (sq.ft. w/conf.area)       


     250   

        300   

     350

      Staff (sq.ft./person)               100       150      200

      Work Area (sq.ft./person)      



     150   

        200    
     300

E.  Maintenance

    Plan for as maintenance-free a building as is economically feasible; future budgets for maintenance will be the beneficiary.

    Discuss the following:

    ---What materials can best be used on the interior surfaces at affordable costs to reduce maintenance?

    ---Should walls be painted, paneled, etc.?

    ---Will carpeting cost less to maintain than tile, considering the cost of installation and materials?

    ---What is the best material for a 15-20 year roof?  Insist on a roof surface with good drainage;

    ---NO flat roofs.

    ---Which shrubs will beautify with the least amount of care?

F.  Energy Efficient Factors

    ---What energy source will best serve for the next 20 years?

       ---Gas?  Electric?  Oil?  Solar?

    ---What insulation factors should be considered for the roof and walls?  (Building/energy codes establish minimum needs.) 

    ---Be aware of the effect of large and numerous windows on the cost of energy.

G.  Financial Projections


Because of the limited level of potential fiscal responsibility of a congregation of 50 family giving units, the District establishes an approximate dollar limit on construction of a First Unit, dependent on several factors, the most important of which are the potential for future growth and the prevailing construction costs in respective areas.  The limit is set so that struggling congregations keep themselves focused on their mission to "Go and tell and grow" and not become obsessed with an overwhelming construction debt.


Total construction costs include, in addition to the building itself, architectural/engineering fees, furnishings, parking lot, landscaping and cost of the site.  Also included in the cost may be a well and a sanitary waste disposal system if the mission congregation is located in a rural area without sewers and water.


Contact the District Mission Exec and the regional LCEF representative to determine current financial policies and procedures that are available and to be considered in planning the First Unit.  Application of the Little Sisters' Program and Laborers for Christ should also be considered as means to reduce the cost of the project.  Information regarding the Little Sisters Program may be obtained from the District Mission Exec.  Laborers for Christ information may be obtained directly from LFC at synod headquarters in St. Louis or through the regional LCEF representative at the district office.

H.  Special Considerations

In the event the site selected by the congregation is sloping or even hilly, be aware that any new building must meet the standards and requirements of the American Disability Act as incorporated into the Wisconsin State Building Code.  Simply stated, avoid stairs wherever possible and plan toilets amply to provide for the handicapped.  Utility service entries must be located with respect to future expansion.

STEP 3  -  APPROVAL TO PROCEED

A.  The findings of the congregation's study/planning committee are to be assembled in a concise report and submitted to the "mothering entity" for approval to proceed.  In the case of District-supported missions, the Mission Exec will receive the congregation's submittal and distribute it to the District Building Committee and the Mission Department for approval.

B.  The District Building Committee presents its recommendation to the District Mission Department who, in turn, presents its recommendation to the District Board of Directors to approve the proposed program and recommend the dollar limit for the project.  Having gained Board approval, the mission congregation may proceed to the next step.

C.  In the event the study/planning committee has decided that it would be advantageous to use the  Laborers for Christ program in the construction of the new building, the committee, in conjunction with the District Building Committee, should establish a construction timetable for the following year so that arrangements for a foreman and laborers can be adequately scheduled.

STEP 4  -  SELECTION OF CONGREGATION'S BUILDING COMMITTEE

A.  The congregation shall appoint a building committee in harmony with its constitutional provisions only after the study/planning committee has completed its tasks.  It is suggested that this committee consist of 5 to 7 members and should, if possible, include at least one member from the study/planning committee and at least one person who has knowledge of construction methods and contractual procedures. (Having had experience building one's own garage is not exactly the kind of experience expected.)

B.  If the use of Laborers for Christ is anticipated, the members 
of the building committee should be aware of the need for a person possessing considerable administrative knowledge of construction processes who may have to serve as "general contractor".  In the event that the LFC foreman is not available for the entire building process, the building committee's "general contractor" may have to  be responsible for the coordination and scheduling of all of the trades. This is a time-consuming and demanding task requiring almost constant presence or availability during the construction process which could take as much as 6 to 9 months.

C.  A member of the District Building Committee and/or the Mission Exec will meet with the congregation's building committee to review proper procedures and relationships.  The District representatives will present the District policies and a slate of architects for interview.

STEP 5  -  DUTIES OF THE CONGREGATION'S BUILDING COMMITTEE

As one of its first items of business, the congregation's building committee ought to review this "Step by Step" document and the set of slides available from the District Mission Department as background for its work.  Both items will give the members of the committee a feeling of familiarity with the process which lies ahead.  The slides are intended to present examples of First Units which have been built in the South Wisconsin District in the past 15 years so that the committee can see how other congregations handled similar problems.

The congregation's building committee will have the responsibility to carry out the following tasks:

A.  Make themselves fully aware of the findings of the congregation's study/planning committee, with the commitment to implement those findings as approved by the congregation and the supporting entity.

B.  If the congregation has decided to consider using the Laborers for Christ program, meet with District Building Committee and the LFC Regional Consultant to determine the feasibility of using LFC and to be made aware of the basic limitations of LFC and the requirements for participation.

C.  Solicit, interview, research and select a professional design firm.  This could be an architect, professional engineer or a design-build firm.

D.  Work with the selected design firm in developing an acceptable master plan and building design in relationship to the design program developed by the study/planning committee.

E.  Meet with the District Building Committee at the end of the schematic phase and the design development phase and prior to seeking bids for the purpose of review and exchange of concerns. In lieu of meeting with the whole District Building Committee, a member of the Committee may be assigned to have direct liaison with the mission congregation and will meet as needed during the design process.

F.  Receive contractors' bids on behalf of the congregation and, following a review of the bids with the design firm and District Building Committee, recommend awarding a contract or contracts if the selected bids, in summary with other budgeted costs, do not exceed the budget limit.  (See note in Step 7 regarding LCEF requirements prior to inviting bids.)

G.  In the event bids are higher than the budget permits, review the plans and the bids with the design firm to determine where changes and/or reductions can be made to lower the bids to the budgeted amount.

H.  Submit bids and contractor selection recommendations to the District Building Committee for review. (See appendix of references for meeting schedule of District committees and boards.)  If construction funding for the First Unit is to be with LCEF, a presentation to the District Finance Committee may be in order.  In the case of a mission congregation being supported by a Circuit or an individual congregation, a presentation of the bids to the respective entity may also be appropriate.

I.  Meet with the design firm or its designated representative during construction to approve payments for construction work and to review construction progress.

J.  Conduct a completion inspection with a representative of the design firm and a representative of the District Building Committee.

K.  Present the keys for the completed building to the congregation at the dedication service.  (See Step 28)

STEP 6  -  FINANCIAL COMMITMENT

A. Mission Congregations Subsidized by the District

The congregation will, in consultation with the District Administrative Assistant-Stewardship, commit itself by resolution to conduct a thoroughly organized stewardship program, focusing eventually on a special building fund drive.  A copy of this resolution, signed and sealed by an authorized officer of the congregation, is to be sent to the District Mission Exec for his review.

Inasmuch as the implementation of the Laborers for Christ program will have a major influence on the cost of construction, the congregation should indicate its intent to utilize the services of LFC by formal resolution to approve its Application for Participation (LFC-11).  This resolution, also signed and sealed by an authorized officer of the congregation, is to be sent to the Mission Exec for his review and for filing with the District Finance Committee.  The Mission Exec will submit the resolution to the national office of Laborers for Christ on LFC-16 bearing the signatures of authorized District officers.

B. Congregations NOT Subsidized by the District

In the case of established congregations and new mission congregations, which are being sponsored by a circuit or by an individual congregation, this requirement obviously requires amendment.  Although District funds may not be required if a LCEF loan will be sought, it is recommended that such congregations which are not subsidized by the District should provide evidence of similar financial commitment programs, e.g. pledges toward a building fund, for their own congregations or for their "daughter" mission congregation, to the District Finance Committee whose responsibility it is to approve applications for loans from LCEF and will need such information in that eventuality.

In the event that the Laborers for Christ program will be implemented, the congregation should formally approve the Application for Participation (LFC Form 11) by resolution at a meeting of the Voters' Assembly.  Authorized officers of the congregation should sign and seal the resolution to indicate authenticity and the corporate secretary of the congregation should submit it to LFC.

STEP 7  -  LUTHERAN CHURCH EXTENSION FUND (LCEF) INVOLVEMENT

When funding will be sought from the Lutheran Church Extension Fund (LCEF) the first step is to contact the LCEF representative for the South Wisconsin District.  Information relative to procedures that are required by LCEF will be available.  The "Step-by-Step Procedure" in your hands will draw attention to some of those LCEF requirements when applicable, and omission of any one of those requirements is not to be interpreted as a waiver of the requirement in question.  It is the borrower's responsibility to know all of the requirements of the lender; the purpose of this document is to draw attention to that fact.

Be aware that the funding involves a construction loan and a permanent loan.  Requirements and processes for each may differ; contact the lenders representative early enough to learn of those requirements.

STEP 8  -  ENGAGING AN ARCHITECTURAL DESIGN FIRM

A.  Before the congregation begins interviewing design firms, they are to request a copy of the District's "APPROVED LIST OF DESIGN ROFESSIONALS".  The District Building Committee will recommend a minimum of three firms for interview from this list.  The congregation's building committee may interview other design firms on the "APPROVED LIST" in addition to those which have been recommended. Design firms which are not on the Approved List can be added to the list upon interview and approval of the District Building Committee.

B.  During the selection process the committee may be confronted with the suggestion that a design-build firm be used in lieu of an architectural firm.  Since there are some advantages to the use of a design-build firm, e.g. an accelerated time schedule, some cost savings in some markets due to volume purchasing and single source of responsibility, the building committee must do a thorough review of such firms.

By law, a design-build firm must have a registered architect or engineer in its employ under whose direct supervision the design work will be executed.  The building committee should also consider the disadvantages of using a design-build form. (A brief discussion of the pros and cons of design-build vs. design-bid-build is attached to this document in the appendix).

If the congregation desires to use Laborers for Christ and a design-build firm, it would be necessary to consult with LFC to determine to what extent the design-build firm can function along with volunteers from LFC and the congregation.  Such an arrangement could become very complex.

C.  The congregation's building committee will want to investigate the past experience and current work of the design firm, as well as its attitude and intensity of interest in the congregation's project.  They will check its references and visit its office, determining the availability and need for consultants from outside its office. 

At the same time, the building committee of a subsidized congregation should present the design firm with a copy of this Step-by-Step document so that the firm will know under which conditions it will be working if selected.  The design firm should be selected on the basis of merit and its ability to meet the needs of the congregation in providing a worship facility to the glory of God.  (Free sketches or ideas should not be requested nor encouraged during the selection process.)

D.  The congregation considers the recommendation of its building committee and selects, by resolution of the Voters' Assembly, the design firm to be engaged.

E.  Prior to final preparation of the agreement or contract with the design firm, the congregation's building committee and a principal representative of the selected design firm shall meet with the District Building Committee to review the conditions of the agreement in rough-draft form.

STEP 9  -  PREPARATION OF THE AGREEMENT

It is recommended that agreement forms prepared by the American Institute of Architects be used; such forms are standardized and well-accepted by the construction industry, but the forms contain clauses which are aimed at protection for the architect’s interests instead of the best interests of the client---which is the congregation.  Self-styled or non-standard forms should be avoided.  In any case, the congregation's attorney or one selected for that purpose, should review the agreement on behalf of the congregation before it is signed.

Items to discuss with the design firm regarding services to be performed are:


A.  Method of payment, Options



1) Fee based on a percentage of cost of construction



2) Cost plus a fee not to exceed a set sum



3) Lump sum


B.  Models and renderings for fund raising



1) What is extra cost, if desired?


C.  Bidding documents



1) Who pays for reproduction costs?


D.  Ownership of original drawings

1) The agreement usually stipulates that the design firm owns the original drawings and specifications; the congregation, i.e., the Owner, merely contracts for the design professional's "services", and the drawings and specifications are the vehicle used for illustrating and conveying those services so that the church building can be built.


E.  Consultants

1) Which consultants will be used by the design firm?    Beware of the use of contractors as consultants because they may specify materials or equipment which only they can furnish at their price.



2) Are consultants' fees included in the design firm's fee?


F.  Contract Administration

1) How often will the design firm visit the construction site?  Beware of "cost saving" offers which translate into fewer visits to the site.  The supervising design professional of record in the State of Wisconsin is required by law to certify that the project has been completed in accordance with the documents reviewed by and filed with the State (or by some cities designated by the State to do so) before an occupancy permit can be issued.


G.  Cost Estimates and Budgets

1) Have a clear understanding PRIOR to the signing of the agreement that cost estimates will be furnished by the design firm at the end of each of the first three phases of its work.

2) Be aware that the agreement stipulates that budget limits are to be stated in writing by the "Owner". (In the case of a new mission, which was started by the District, the "Owner" is to be identified on the agreement as "The South Wisconsin District of the Lutheran Church-Missouri Synod".)  The building committee of the congregation must meet with its sponsoring entity to determine and promulgate the budget limits for the project.

3) The agreement should clearly state what the design firm is expected to do if the contractors' bids and other pertinent costs, when summarized, exceed the budget limit.  If, for example, the bids exceed the budget limit by more than 5%---a predetermined maximum---the design firm will effect changes to the drawings and specifications which will reduce the total to less than a 5% excess at no extra cost to the congregation.

4) The following wording is recommended for an article to be added to the agreement between owner and design professional:

"The Design Firm and Owner agree that the fixed dollar limit of the total construction budget shall be established at $_________, and that this figure is to include the cost of a Site Survey, soil borings (if required), 5% contingency, architectural fees and reimbursable expenses as described herein.  It is understood that the Owner may remove, in writing only, any of these items as a limitation on the fixed dollar limit of construction subject to the restriction that the Construction Cost, as defined herein, may not exceed the above listed dollar amount."


H. Other Considerations


  
 Advise the Design Firm to add the following:

The Design Firm agrees to work with the Owner and the Owner's representative---building of the congregation and the District---in following the procedure outlined in the "Step by Step Through a Church Building Program" (a procedure for subsidized congregations of the South Wisconsin District in consultation with the Department of Missions), copy attached."

If the congregation has indicated its intention to implement the Laborers for Christ program by resolution, and has received tentative approval from the LFC national office, inform the Design Firm of that fact.  If local labor conditions permit, ask that a clause to that effect be included in the agreement.  However, be aware that such implementation includes compliance with LFC requirements, such as dimensional limitations of the structure, which may inhibit the design firm's creative abilities.  LFC will supply all the necessary forms and helps.

I. Who signs the Agreement?

Both parties to the agreement are required to sign.  The legal "Owner", in the case of most congregations, is represented by the Board of Trustees or a Board of Directors who, through the congregation's bylaws, usually delegates authority to sign contracts to one or more of the congregation's officers. 

If the congregation is unchartered, the District, the sponsoring circuit or sponsoring congregation will be a party to the agreement.

If the district is the "Owner", the current president of the district must affix his signature as well as the legal officers of the congregation.

STEP 10  -  PRELIMINARY ARCHITECTURAL WORK


Assuming that the site for the First Unit has already been acquired by the District, a current certified site survey will be furnished by the previous "Owner".  This survey should accurately and legally describe the property lines both graphically and in words, show locations of existing buildings, walks, streets and easements.  For new construction, a more comprehensive survey will be required which includes topographic grades, utilities, trees, etc.  A surveyor---your architect can make a referral---should be retained to furnish such additional information.  He should also be retained to provide an updated survey once the foundations are constructed.  The latter info is required by lending firms and title insurance companies.

In addition, when directed by the design firm, the Owner shall furnish percolation and soil boring test results, including soil contamination test results, if applicable.  (It is highly probable that the foregoing mentioned tests will have been performed when the site was acquired by the Owner, with the exception of soil boring test results which are usually done once the architect has determined where the building is to be located on the site.)

If Laborers for Christ are tentatively scheduled to be used in the construction process, contact the LFC Planning Coordinator and meet with him to select and retain a LFC foreman for the project.  Be sure to discuss and clearly define the foreman's duties as well as his intended time commitment for this project.  In the case of District sponsored mission congregations, contracts with the foreman (on forms furnished by LFC) may only be signed by an authorized officer of the District unless otherwise delegated.

Following selection of the LFC foreman, meet with him at the earliest opportunity.  The foreman will prepare the agenda for the meeting including a checklist of congregation responsibilities with respect to the implementation of Laborers for Christ.  Included in the responsibilities is arranging accommodations for the LFC, which may mean making arrangements with local authorities to park LFC trailers and RVs on the project site for the period of construction.  

STEP 11  -  SCHEMATIC DESIGN PHASE

With preliminary arrangements out of the way, the schematic design phase begins.  This phase will, over a few weeks time, result in a master site plan, design sketches of the First Unit and an estimated cost of construction.  The basic design concept is determined on the basis of the congregation's already developed program and budget, which should be made available to and reviewed by the design firm.

When the design firm presents its sketches to the congregation's building committee, members of the committee, along with members of the study/planning committee, should ask questions, especially if the presentation is not clear.  However, do not force pet, preconceived ideas on the designer.  You have retained that firm for its expertise and ability to design worship spaces that meet the needs of the congregation.  If it appears that the designer is ignoring the program of the congregation, ask him/her to tell you why.  Speak out openly if something is not liked and be prepared to say why.

Once the building committee is satisfied that the schematic design reflects the needs of the congregation in a worshipful and serviceable attitude, copies of the design sketches and the designer's estimate are to be forwarded to the District Building Committee for review and approval.  Generally, this review is technical, but if the esthetics of the building cause eyebrows to be raised, comments may be made relative to appearance, too.

(In the case of mission congregations that are originated by a Circuit or an individual self-supporting congregation, the District administration urges such entities to similarly have design sketches and estimates reviewed by the District Building Committee.)

UNDER NO CIRCUMSTANCES (in the case of District-supported missions) are proposed design sketches to be presented to the whole congregation and, subsequently, to its Voters' Assembly for action without the approval and recommendations of the District Building Committee.

If Laborers for Christ are to be involved in the project, submit copies of the design sketches to the foreman who has been retained to give him an opportunity for input into the design concept.

STEP 12  -  SELECTION OF MASTER PLAN AND DESIGN SKETCHES

Having received a positive response from the District Building Committee, the congregation's building committee recommends its selection of the master plan and design sketches and the estimated cost of construction to the congregation. [HINT: Have the sketches reduced to 8 1/2 x 11 format for easy distribution and handling.]  It is important that all members of the congregation have ample opportunity to study and review the sketches before the Voters' Assembly takes action because a high level of satisfaction can give birth to a high level of financial support.

Upon congregational approval, written approval of the master plan and design sketches, along with a list of any approved changes are given to the design firm.  Payment for this phase of the design work will be due upon receipt of an invoice from the design firm.

A WORD OF CAUTION!!!  The importance of a master plan is emphasized in the need to make adequate allowances for utility services to your building.  This includes sewer laterals, water and power service, access from surrounding streets and sidewalks.  Space for future expansion can easily be voided if utilities must be relocated to accommodate the new construction.

STEP 13  -  APPROVAL BY DISTRICT DEPARTMENT OF MISSIONS

Upon approval of the District Building Committee and the mission congregation's voters, the master plan, design sketches and estimated costs are presented to the District Department of Missions  for final approval.

When Laborers for Christ will be involved in the project, copies of the approved design sketches are to be forwarded to the national office of the LFC program.

STEP 14  -  DESIGN DEVELOPMENT PHASE

During this phase the design firm develops the plan with dimensions, and a structural scheme is determined as well as proposed heating and electrical systems.  The design firm will develop an outline specification so that a more precise cost estimate can be determined. Be aware that some original design details may change some as the design is developed in conjunction with updated cost estimates.  However, the basic design concept should not change.

When the design firm presents the results of this phase to the congregation's building committee, request that changes be explained fully and ask for a description of the mechanical (heating, ventilating and air conditioning/HVAC) system, including temperature controls.  A simply operated, programmable HVAC system is imperative for churches where full-time custodians are a rarity.

Take the time to review the outline specification.  Specific materials being used in the construction will be listed, and it is in this part of the phase where the quality of construction is established.  Some specific materials which are not to be compromised, even in a bare-bones approach, are roofing and flashing materials, sealants, glazing, electrical service, water service piping, hardware and drain tile and free-draining backfill if the building has a basement.

Depending on the interaction between the design firm and the congregation’s building committee during this phase, the preliminary drawings, specifications and cost estimate may all have to be revised so that bidding documents can be expected to attract bids which are within the established budget limits.

The completed preliminary drawings, specifications and cost estimate must be submitted to the District Building Committee for further review and approval.  The congregation's building committee will follow this approval with a letter to the design firm indicating that the design development has been approved and bidding/construction documents may be prepared.  The design firm's next payment will be due at this time when invoiced.

At this time, take whatever steps are necessary (see Step 7) to obtain a firm construction loan commitment from the lender who will be providing financing for the new construction.  All requirements set out in the loan commitment should be complied with so that the loan closing can be scheduled to occur several weeks prior to the date on which construction is to begin.  In cases where LFC is involved, a copy of the Commitment Letter from the lender must be sent to the national office of the Laborers for Christ Program.

If the Laborers for Christ Program has been approved for use on the project, begin the recruitment of potential Laborers for Christ and volunteers from the local community.  Application forms are available from the LFC Program national office.  Because LFC personnel will be working on the project, specific insurance requirements established by LFC must be met. (See information received from LFC.)

District sponsored mission congregations should consult with the District's business manager to determine whether or not additional insurance coverage is necessary.  The national office of the LFC Program must receive a certificate of insurance giving evidence that the required coverage is in effect prior to the date on which the congregation employs its Laborers or on which any construction-related activity begins.

STEP 15  -  BIDDING/CONSTRUCTION DOCUMENTS

During this phase the design firm prepares the drawings and specifications with which bids will be solicited.  The time required to produce these documents depends, in part, on the size of the design firm and the coordination of its consultants' efforts.  A First Unit project is essentially simple in scope and should not take more than 4 to 6 weeks to execute.

A representative of the design firm will meet with the congregation's building committee to get information for the conditions of the contract such as methods of bidding, security bond requirements and insurance requirements.  Insurance limits will usually be established by the congregation's insurance carrier.  In the case of financial involvement of LCEF, their guidelines on insurance coverage, performance bonds and lien waivers should also be consulted.  If Laborers for Christ are being used, consult with LFC headquarters for their requirements.

Some lending institutions may require that specific types of a contract be used between congregation and contractor.  Usual types are a lump sum or a negotiated cost plus fee, sometimes called a "guaranteed maximum price" (GMP) if so negotiated.  If LCEF is the lender, a GMP contract is required.  The congregation must inform its architect of the requirements because he will use a standard AIA contract form specifically prepared for the desired type of contract.

Likewise, the lender (and the title insurance company) may require performance and material payment bonds, or they may waive such requirements if certain other stringent conditions are met.  Be sure to discuss such needs with the lender.

Completed construction documents are to be submitted to the District Building Committee for final review and approval.  This copy will be kept on file at the District office;  any changes found to be necessary will be noted and transmitted to the congregation's building committee and the design firm for inclusion on the drawings or in the specifications by way of an addendum.

It is not too early to begin the process of finalizing the details and requirements for permanent financing.  If LCEF will be the permanent lender, contact the District LCEF representative, if not already done, to make preparations.

STEP 16  -  SOLICITATION OF BIDS

The congregation's building committee is to direct the design firm in writing to seek bids.  If "open" bidding, where any qualified contractor may bid, is selected, an advertisement for bids will be issued by the design firm to the local trade publications and contractors' associations.  If an "invited" bidders list is selected, the names of preferred contractors---among which are, perhaps, those whose principals are Lutheran---may be placed on the list so long as the design firm agrees that their inclusion will not affect the quality level expected.

Conflicts of interest should be avoided, if possible.  Members of the congregation's building committee and officers of the congregation should refrain from being influential in the awarding of contracts if they personally would benefit from such an award.

On projects in which Laborers for Christ will take part, the LFC foreman will arrive and remain until the conclusion of the project, unless his contract stipulates an earlier departure, e.g., when work to be done by LFC is completed.  Coordination of work remaining to be completed will be the responsibility of the congregation unless arrangements had been made for the LFC foreman to continue as construction manager. (See Step 4)

STEP 17  -  MEMORIAL GIFTS PROMOTION

At this point of the process while bids are being received, the time may be well spent to solicit memorial gifts.  By this time the building committee will have established a list of necessary furnishings and movable equipment.  A special "Memorial Gifts Committee" should be appointed to implement promotion.  Review Step 2 of this document for suggested items.

STEP 18  -  OPENING OF BIDS

The design firm, in consultation with the congregation's building committee, will establish a time and date when bids are due---usually referred to as the "bid due date"---and a time and place for opening the bids.  The chairman of the congregation's building committee shall notify the District Building Committee as to the bid opening, and at least one representative of the latter committee will be present.

Following the bid opening, the design firm will need approximately 10 days in which to review the bids and determine which bids, or portions thereof, may have to be adjusted to meet the projected budget.  (The agreement with the design firm will have stipulated under which terms the cost of the project is to be brought into line with the budget should the bids exceed the budget.  See Step 9.) 

The building committee should assist the design firm in determining which portions of the work can be omitted from the project to effect reductions without harming the basic concept.  The District Building Committee may be called on to provide counsel in the adjustment process.

STEP 19  -  CONTRACTS FINALIZED

Before contracts are awarded, instruct the design firm to obtain a reliable credit rating for each of the selected contractors.  If a credit rating indicates financial instability, the design firm should request references from the respective contractors, including a copy of his current financial statement.  In the event such references lead to disqualification of the contractor, he shall be so notified in writing.  The process of selection may then proceed with the next lowest bidder, or, if remaining bids are too high, contact the District Building Committee before proceeding.

After bids have been finally adjusted, and changes to drawings and specifications have been made, if necessary, to fit within the budget, contracts may be awarded through the following sequence of events:

A.  When the successful bidder has been confirmed, the design firm shall prepare the Contract agreement(s) and submit it/them for review and approval to the contractor(s), to the congregation's building committee (and the congregation's attorney, if desired), to the District Building Committee and to the District's attorney.  A Letter of Intent (see Appendix) shall accompany the submittal to the contractor(s).

B.  Approximately 15 days should be allowed for the contract review process.  In the interim the contractor(s) will be submitting to the design firm all of the various post-bid submittals as stipulated in the specifications.

C.  Following receipt of the written approval of the contract(s) from the Mission Exec, the design firm will obtain signatures on the contracts from the respective parties to the contract and a Notice to Proceed will be issued (see Appendix).  Contracts may be signed only by those officers of the congregation who are prescribed to do so by the laws of the State of Wisconsin and so empowered by the constitution and by-laws of the congregation.  

No subsidized congregation, or representative thereof, whether it be supported by the District, a Circuit or an individual congregation, shall sign any legal documents, e.g., leases, contracts, etc., which may at any time bind the supporting entity to an outlay of money unless authorization in writing has been obtained in advance from the supporting entity.

D. Congregations utilizing Laborers for Christ shall contact, through the LFC Foreman or the chairman of the congregation's building committee, all Laborers for Christ who will be employed by the congregation and advise them as to the date of their scheduled arrival to begin work.  Names of laborers assigned to the project will be furnished to the congregation by the LFC in Letter #3. Formal employment of each laborer is to be made using LFC Form 23.

E. A pre-construction meeting involving the congregation's building committee, the LFC Foreman, a representative of the design firm, and the general contractor (or the congregation's representative who will act as the general contractor [See Step 4]) is to be held just prior to start of construction.  The design firm will set the agenda and review the conditions of the contract, general requirements and, if  Laborers for Christ are involved, all items identified in LFC Letter #3.

F. On projects employing Laborers for Christ, the congregation should plan to have a commissioning service on the Sunday prior to the beginning of construction.  Letter #2 from LFC will include details and guidelines for the commissioning service.

STEP 20  -  CONSTRUCTION ADMINISTRATION

According to the agreement, the design firm will administer the construction process.  This does not mean that a representative of the design firm will be on site daily full time.  He will usually visit the site once a week, or more if construction progress makes it necessary.  He is the only one authorized to give information and instructions to the contractors.  The congregation through a designated representative---usually the chairman of the building committee---communicates with the contractors only through the design firm.

The contractors are responsible to the Owner, but are instructed to receive information, document interpretation and instructions pertaining to changes from the design firm only.  If multiple contracts are issued, one contractor will be designated to coordinate the work of the other contractors.  As an alternative, a congregation that has a qualified and experienced individual in its membership who is willing to volunteer his/her time and talent to serve as "general construction coordinator" may use that person to do the coordination necessary to meet construction schedules.  Be aware, however. that the "do-it-yourself" approach can be very time-consuming and, at times, frustrating.  Have the congregation’s insurance agent arrange for the necessary insurance coverage for such an arrangement.

As time-consuming and frustrating as it may potentially be, if the use of Laborers for Christ is anticipated, the "general construction coordinator" will be a necessary item.  In some cases, LFC furnishes a man skilled at the work of a coordinator,  but in the event that such a person is not available, the building committee's "general construction coordinator" may have to assume that responsibility.  It is most-certainly a time-consuming task that requires almost constant presence or availability during construction which could take as much as 6 to 9 months.

The congregation's building committee shall review and approve all contractor's payment requests.  Evidence of such shall be in the form of their signatures on the face of the payment request form.  Actual payments, once approved, are to be made by the LCEF office in St. Louis or, if financed locally, by the congregation's financial institution.  Waivers of lien are required with each draw from all contractors and major suppliers who are to receive payments. 

On projects using Laborers for Christ, the LFC Foreman will make periodic "foreman reports", copies of which will be sent to the LFC headquarters, the District Building Committee and the congregation's building committee.

STEP 21  -  INSPECTIONS BY DISTRICT BUILDING COMMITTEE

In the case of mission congregations which are supported by the District, and in other congregations if they so desire, a representative of the District Building Committee will be assigned to the project as a liaison with the congregation's building committee.  Inspections of the building during construction will be made periodically by the representative, reporting any deficiency to the congregation's building committee.  Upon completion of the project, the same person will make a final inspection.

STEP 22  -  ADDITIONS AND/OR CHANGES DURING CONSTRUCTION

Any additions or changes in the original contract(s) during construction that require an additional expenditure of funds are to be approved by the District Building Committee.  Any additional funds required as a result are to be deposited with the LCEF, or the necessary adjustment in the LCEF loan is to be approved.

When a change occurs which adds to the contract cost, the contractor will submit a request for a change order to the design firm for their review and approval.  It will then be sent to the congregation's building committee for review and transmittal to the District Building Committee.  Because time is of essence in most contracts, the ensuing approval process may not wait for regularly scheduled meetings of the responsible entities; instead, utilize fax machines or deliver in person to transmit documents needed for approval.  The District units will adjust their schedules to accommodate.

STEP 23  -  CLOSE-OUT AT COMPLETION

A.  When the building is ready for occupancy in its intended purpose, in the opinion of the contractor, the design firm will inspect the building and site and prepare a list (known as the "punch list") of things needing correction and completion, if any.  The congregation's building committee will inspect the building with a representative from the design firm and the contractor to review the items on the punch list.

B.  Before the building may be occupied by the congregation, an occupancy permit will be required, issued either by the State or the local building inspection department if so authorized.  It is the responsibility of the congregation to apply for this permit; however, the congregation should understand that permission to occupy the new building or addition may not be granted until the design professional has filed a completion certificate with the governmental authority having jurisdiction.

C.  The design firm will also prepare a Certificate of Substantial Completion that establishes the date and time at which the building may be first used for its intended purpose.  Signing of the Certificate, indicating acceptance of the building, implies that the congregation, or its supporting agency, will assume all insurance and operating costs for the new building.  Mission congregations which are supported by the District will send the certificate to the District Building Committee for approval only after they are satisfied that the building is ready for use.  The Certificate of Substantial Completion is NOT the same as the State Completion Certificate and is NOT to be considered as a substitute.  Neither of the two is an occupancy permit, which will be issued by the local building inspection department upon application by the Owner. 

D.  The design firm will collect from the contractor(s) at least three (3) copies of operating and maintenance manuals and material schedules.  It will make arrangements for instructional sessions by the contractor(s) to acquaint congregational personnel in the operation of all mechanical equipment.  The congregation's building committee will collect from the design firm all guarantee and warranty documents and record drawings as stipulated in the agreement.  One copy of the record drawings is to be sent to the District Office.

E.  Before final payments are made, representatives of the District Building Committee will inspect the building and indicate its acceptance of the project.

STEP 24  -  FINAL PAYMENTS

Final payments to the contractors and design firm are to be made only after the building is fully completed and accepted by the congregation and the District Building Committee.  Final waivers of lien are to be collected from all contractors and major suppliers before actual payment is made.  If funding for the project was obtained from LCEF, a copy of the Occupancy Permit issued by the jurisdictional governmental authority shall be sent to LCEF before final payment can be disbursed by LCEF.

STEP 25  -  FUNCTION OF THE GUARANTEE

The AIA contract form, when used with the AIA General Conditions, has a one year period during which the contractor(s) is required to rectify such things as equipment breakdowns, unusual cracks in concrete or masonry, roof leaks, deteriorating paint finishes, loosening of permanently installed items, glass breakage due to unusual pressure or improper installation and other similar malfunctions.  The design firm, by its agreement with the Owner, is responsible for seeing that the contractor investigates and corrects 

all disorders within a reasonable period.  If the contractor fails to rectify the discrepancies, consult with the design firm with respect to involving the bonding company.  If the contractor is a design-build contractor, and fails to make corrections, the Owner should notify the bonding company.

The congregation, during the first 12 months of occupancy, shall record disorders in an orderly manner and report same promptly to the design firm.  During the one-year guarantee period, only the contractor(s) may make repairs.

STEP 26  -  EVALUATION REPORT

The congregation's building committee, its chairman and pastor and the foreman of Laborers for Christ, if involved, are asked to submit to the District Building Committee an evaluation of the building program on a form furnished by the District for that purpose.  This would include an evaluation of the design firm and the contractor(s) in addition to an evaluation of the use of this document.  In particular, suggestions which would help future building programs would be most helpful.

STEP 27  -  DEDICATION


"This is the day the Lord has made; let us rejoice and be glad in it!" 



     ---Psalm 118:24


"I love the house where You live, O Lord, the place where your glory dwells."



     ---Psalm 26:8

 
The day of dedication should be well planned for a truly joyful and memorable event to the glory of God.  Avoid scheduling the date for dedication too closely to the date of completion.  Delays caused by unforeseen events, such as weather, labor strikes, illnesses, etc., can extend construction periods far beyond their scheduled completion.

If Laborers for Christ were involved in the project, remember to invite each one of the laborers personally to the dedication festivities.  Include in the list of invitations the design firm, each of the prime contractors, the District president, mission exec, business manager and District Building Committee among others who provided special services for the project.  

Pictures should be taken of the new structure and at least one print of the exterior and one of the interior should be forwarded to the LFC headquarters for printing in the LFC newsletter "Plumbline".  

Pictures should be taken in slide form also so that copies can be sent to the District and LFC.
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