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                                                            CASA BAHIA 

                                POLICIES AND PROCEDURES 
 
 
 

  Subject:  Major Project Planning and Implementation 
 

  Purpose: This procedure describes the steps that can be used to successfully accomplish major 
building improvement projects. 
 

  Descriptions: 
      A major project is defined as costing $2,000 or more. A successfully completed project is one 
that meets the objectives cited in the plan, statement of work or contractor's proposal and is  
accomplished on schedule and within the cost estimate.. 
 

  Procedure: 

  1. One Board member should be designated as the Project Manager (PM) and assigned 
responsibility for the successful completion of the project. 
  2. The PM  should initially prepare a plan for the accomplishment of the project which would 
include the objectives of the project, a description of the work to be done, a schedule, the 
estimated cost and the source of the funds. Attachment 1 is an example of a Plan. The board 
should review and approve the Plan. 
  3. If necessary, the PM can prepare a Statement of Work (SOW) which describes the project 
requirements and is to be used by the contractors to prepare their proposals. Using a SOW will 
insure that all the contractors bid on the same work thereby allowing their costs to be directly 
compared. The SOW should be approved by the board. Attachment 2 is an example of a SOW. 
  4. A minimum of three (3) proposals should be obtained for major projects. 
  5. The PM can, for high value complex jobs, ask for the assistance of  two (2) other board 
members or homeowners to help in the evaluation of the contractor's proposals. This should 
include checking  references and prior job sites, if the contractor is unknown to the PM. 
  6. The PM should insure that all the provisions of the SOW are included in the contract and 
then  monitor the contractor's work on a week-to-week basis. The PM should report progress to 
the board at the monthly meetings. 
  7. The PM is responsible to authorize payment to the contractor through the 
management company. No payment will be made without his/her authorization. 
  8. Before final payment is made, the PM will report to the board that all the project 
requirements have been met. 
                                                                                     
                                                                   2 Attachments: 
                                                                           1. Plan Example 
                                                                           2. SOW Example 


