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RECOMMENDATION:

It is recommended that the Board:

1.

Direct staff to prepare a Memorandum of Understanding (MOU) between the Department
of Recreation and Parks and the Bureau of Engineering (BOE) to address the roles and
responsibilities of both parties in the administration of the Proposition K projects;

2. Direct staff to identify a process in the MOU by which the Board can formally adopt the
project scope for all new Proposition K projects;

3. Direct staff to include in the MOU that the Department of Recreation and Parks shall have
the right of first refusal for landscape design projects prior to such work being contracted to
an outside professional services firm;

4, Direct staff to identify the delegation of change order authority in the MOU from the Board
of Recreation and Parks Commission to the BOE in an amount up 25% of the allotted
contingency on each project;

5. Require that the MOU specify BOE responstbilities and actions to be taken in the event of
anticipated and/or actual budget overruns; and,

6. Require that the BOE prepare and submit to RAP monthly progress reports including
narrative on the individual projects current status, cost and schedule updates.

SUMMARY:

At the Board meetings of November 28 and December 13, 2001, the Board of Recreation and Parks
requested staff to provide them a more through briefing of the Proposition K projects, This report
summarizes previous Board presentations, addresses the current status of discussions between the
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Department and the Bureau of Engineering with regard to providing project management of the
Proposition K projects, and seeks the Boards approval on specific issues of authority.

Based on the Board’s 11/7/01 conceptual approval of transferring project management to BOE, the
Department of Recreation and Parks has initiated transfer of a portion of the Proposition K years 1
to 5 active projects. These consist of 29 projects in construction valued at $64,000,000, and 27 in
design valued at $85,000,000. Yet to be transitioned are any of the future Proposition K year 6 and
beyond efforts. Discussions leading to the full transition of projects are underway, and Board

direction is sought relative to the delegation of Board authorities to bé captured in an MOU between
the Departments.

Authorities

City Charter Section 590 provides the Department of Recreation and Parks with the power and the
duty to establish, construct, maintain and control, wherever located, all parks of the City of Los
Angeles, and to design any site and facility under the jurisdiction of the Department. The Charter
also designates to the Board of Commissioners the power to control all Recreation and Park sites.

Proposition K funds are overseen by the L. A. For Kids Steering Committee, which meets monthly
and recommends an annual spending plan to the Council, as well as a five year plan. The City
Council must levy the $25,000,000 Proposition K assessment annually, and adopt a listing of
projects to be funded in the next fiscal year by June 30" of each year. A summary of the Proposition
K program is provided in Attachment A.

Status of the Transition Plan

At this time, the Department is in discussions with the BOE, CAO and CLA. Updated status reports
are being prepared for all active projects. Outstanding issues related to the transition are being
identified and evaluated. The multi-departmental team is scheduled to return to the L.A. For Kids
Steering Committee with additional information prior to January 18®, when the Steering Committee
is scheduled to take action on a comprehensive recommendation to the City Council.

In anticipation of the full transfer of Proposition K projects to the BOE, the Department is sceking
direction from the Board with regard to the following open issues.

Form of Agreement
Currently, the Board of Commissioners exercises their duty to control park development through the

Department’s Planning and Construction Division, who head up all of the planning, design,
construction and park acquisition efforts on behalf of the Board. When the Proposition K program
is transferred from the Department to the BOE as lead program manager, a Memorandum of
Understanding (MOU) must be developed to: a) clarify the roles of the respective Boards,
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Departments and Committees; and b) to ensure that RAP maintains an active participatory role in
Proposition K funded park projects which have an impact on Department’s ability to effectively
program, maintain and support community development in the neighborhoods they serve.

The development of an MOU between the Department of Recreation and Parks and the Bureau of
Engineering is consistent with actions taken by the Library and Zoo Departments in having BOE
manage their bond funded programs, and with the previous RAP Board approval of an MOU with
BOE for construction management of seven (7) selected Proposition K funded projects.

Contracting Authority

The Department further recommends that the Board of Recreation and Park Commissioners maintain
their role as the awarding and accepting authority for all Proposition K contracts. Currently, the
Commission has acted on over 150 active professional services (architecture, landscape, mapping,
survey, geotechnical, project management, etc.) and construction contracts in support of the
Proposition K project efforts. These are anticipated to be utilized by the Bureau of Engineering as
the work continues by the Department for Proposition A, CDBG and other projects. The Department

has expanded their Contract administration team in anticipation of the need to continue this essential
service to the Proposition K effort.

Scope Adoption

In exercising their duties under the Charter, the Board approves project scope at release of bids, bid
award and when changes to an individual project exceed $5,000. The Board acts through the
Department in developing project scope consistent with Board adopted 1994 Project Design and
1995 Landscape Design Standards. The City Attorney to the L.A. For Kids Steering Committee has
advised that the Board of Recreation and Park Commissioners is the entity responsible for
determining if a proposed project meets its Proposition K scope definition,

The Department recommends that the MOU with BOE require that the Board also review any project
scope inconsistent and with 1994 Project Design and 1995 Landscape Design Standards prior to it
moving forward into final design. This will ensure that the Board has an opportunity to exercise it’s
role in supporting the L.A. For Kids Steering Committee in defining project scope. This role is
especially important when interpreting the intention of the specified Proposition X projects, as
distinct from the competitive projects, which were approved by the L.A. For Kids Steering
Committee and the City Council based on more explicit scope definitions,

By way of example, the Van Nuys Gymnasium is currently scheduled to receive a $2,000,000
Proposition K allocation in the next two fiscal years. The Proposition obliges that the money be used
to “construct a modem recreation center.” The Department’s Design Standards currently define a
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modern recreation center as a 12,000 sf facility with a full court size gymnasium, while the dollars
available under the current Proposition K allocation are sufficient to construct an approximately
4,800 sf new facility, less than half the size of the Department standard. Attachment B is g copy of
the Department’s detailed report to the Steering Commitiee on this issue.

Centering on this example, the BOE architectural team is currently exploring options on the Van
Nuys Recreation Center, such as remodeling to expand the currently undersized gymnasium, or
constructing a freestanding recreation building beside the old building. The decision as to whether
or not the proposed project meets the Proposition K definition of a “modern recreation center” will
rest in a review by the Board of Recreation and Park Commissioners. Given that each project will
need to be looked at on a case by case basis, we propose to develop a mechanism in the MQU by

which the Board can accept the project design and scope prior to BOE moving ahead with full design
development and construction documents.

Right of First Refusal

In transferring the Proposition K projects to the BOE, the program will benefit from the pooled
skills and resources of combined City Departments. Itis recognized that the Department Recreation
and Parks has the largest and most experienced team of landscape architect professionals in the City.
As a result, we are recommending that the MOU include a provision by which the Department can
exercise the right of first refusal for landscape design projects that would otherwise be contracted
by the BOE to an outside professional services firm so that Department staff can continue with this
design work on selected projects as workload and expertise permit.

Change Order Authorities

On November 7, 2001, the Board adopted an MOU for Construction Management Services with the
Bureau of Engineering. At that time, the Board delegated authority to the BOE on seven projects
for change orders up to twenty-five thousand dollars ($25,000). The Bureau of Engineering has
requested change order authority up to the full value of the allotted construction contingency, an
amount typically reserved at 10% of the contract award value. In an effort to balance BOE’s request
and the Board’s duty to approve scope for all projects, the Department is recommending that the
MOU expand the BOE'’s previously allotted change order authority to 25% of the allotted
contingency, given that few change orders historically exceed these limits.

Cost Overruns

Approximately 80% of all of the Proposition K are line item, specific funded projects, and have only
very limited contingency allocation. Given this, the Department is recommending that the MOU
address the issue of cost overruns and funding increases to projects. Currently, the Department can
elect to address a scope/funding imbalance or cost growth issue by downscoping the work, seeking
additional funding, undertaking selected work with our own forces or occasionally covering costs
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from an internal account. It is critical that the MOU with BOE address the timeliness, steps and
responsibilities to be taken if there are insufficient funds to complete the project as planned.

Costs to the Department
In transitioning the Projects to BOE, there will be additional costs for project administration. This
results from:

a)  Alarger BOE project team, which is expected to increase staff cost from 3% to 10% on
every Prop K project, and an additional 5% contingency on building construction;

b)  Continuing RAP Prop K responsibilities, including the provision of a full time Prop K
Department liaison to BOE, Board presentations, Contract Administration and VNOC
management;

¢)  RAP’s remaining Proposition A and 12 funded projects, which are capped at 25% for
administrative expenses in lieu of the necessary 30% to cover design, permit, survey
staffing and other soft costs; and,

d)  Continuing RAP staffing expenses for the remaining 122 Quimby, State, City, Golf,
Concession, and CDBG funded projects.

In addressing staffing costs associated with the loss of projects, the Department has taken two
actions. First was to request $865,284 in FY 02/03 General Fund support to regularize 10 positions
now funded by grants programs. Second was to submit a request to the L.A. For Kids Steering
Committee for additional funding to the Committee resulting from the administrative cap on the

Proposition A projects (Attachment C). The Department’s proposition 12 projects also have the
same administrative cap.

Since Proposition K was approved by the voters, there has been no new administrative funding for
this program provided to the Department through the General Fund (other than the provision of
staffing for new or expanded facilities after project completion). The Department has absorbed the
expenses of six (6) new Planning and Construction staff in order to meet the project management
demands of the Proposition K program. The Department has completed 47 projects valued at
$35,000,000 over the past 5 years at a budgeted staffing cost of 3% per project, the lowest in the
City.

When the Proposition K projects are completed, they must be staffed and maintained. The
Department makes an annual General Fund Budget request for these increased costs. For FY 2001-
02, the Department received $1.3 million for staffing 29 facilities completed under the Proposition
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K program. For FY 2002-03, the Department submitted a request for $8.5 million in anticipation
of the completion of the 27 projects currently in construction and opening in FY 02/03.

Any acceleration of projects by the City as part of their economic stimulus program will result in
acceleration of RAP general fund budget request to support programmatic and maintenance staffing
of these facilities upon completion. Any delay to the receipt of General Funds to put the facility “on
line” once completed can result in vandalism and maintenance problems.

Ongoing Issues

It should be noted that while the transition of the Projects to BOE is expected to improve project
delivery and administration through the application of greater resources, ongoing systemic issues
within the Proposition K program will need to be addressed by the Steering Committee’s multi-
departmental task force. These include but are not limited to the following:

1) Insufficient line item funding to meet Departmental standards for some of the new projects;

2)  Insufficient design durations for some of the building structure projects given funding timing
allocations;

3)  Parking variance costs and delays given the lack of a unique code definition for gymnasium
space; and, ‘

4)  Advancing funds to the Department of General Services when'they act as general contractor,
as the Proposition K program is set up on a cost reimbursement basis.

ATTACHMENTS:

Attachment A-1 Proposition K Program Overview

Attachment A-2 Overview of Prop K Projects

Attachment A-3 Proposition K Funding Schemes Examples

Attachment A-4 Confirming the Prop K Assessments (Council File 97-0031-S11)

Attachment B Van Ness Recreation and Van Nuys Sherman Oaks Centers (Memo to
LA For Kids Steering Committee - 12/6/01)

Attachment C Cost Projections for Staffing to Support Prop K Project Transition and

Future Prop A Funded Activities (Memo to LA For Kids Steering
Committee - 12/19/01)

Prepared by Maureen Tamuri, Assistant General Manager.




