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EXECUTIVE SUMMARY 

Why We Did This Audit 
This audit was performed because construction 
project close-out periods have been increasing well 
beyond the 120 day target that has been established. 
The Facilities department has an aggressive building 
schedule and the reason(s) for close-out delays 
should be noted and addressed. The 120 day target is 
measured from the date of Substantial Completion. 
Final close-out is defined to be the date that the OCPS 
Board approves and accepts the Certificate of Final 
Inspection (CFI). 

This audit was included in the 2016-2017 Annual 
Audit Plan. 

What We Found  
Among our key findings are: 

• Certificate of Occupancy is occurring an
average of 118 days (within target) after
the date of substantial completion.

• Certificate of Substantial Completion is
occurring an average of 130 days after
the date of substantial completion.

• Completion of the Certificate of Final
Inspection (CFI) is averaging 386 days
after substantial completion of the
project.

• Completion of the Final Pay Application
is averaging 396 days after substantial
completion of the project.

• The Final Change Order or Final
Guaranteed Maximum Price (GMP)
Reconciliation completion is averaging
333 days after substantial completion.

The certificate of final inspection (CFI) is completed 
when the architect, Building Code Compliance Office 
(BCCO) and OCPS Board have signed off and 
accepted the project. The average days from BCCO 
sign off to Board sign off is 53. 

Three projects completed in 2015 and 2016 were not 
yet closed as of the date of our audit. 

There are several versions of the close-out checklist in 
the project files. 

Close-out documents were not always filed in the 
proper folders. This is a repeat finding. 

What We Recommended 

The close-out process should be reviewed and 
evaluated by OCPS Management and the Program 
Management team to determine if the timeline for 
completion is feasible and reasonable. 

Deliverables that exceed target should be evaluated. 
The components of the close-out process should be 
reviewed to determine if certain deliverable dates 
need to be changed or updated. 

The Project Close-out Checklist – Exhibit H-1 - should 
be revised, reviewed and approved by senior 
management. Only the approved version should be 
used. 

There should be uniform placement of close-out 
documents in the project files on the department 
server. 

This report has been discussed with management and 
they have prepared their response which 
accompanies this report. 
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BACKGROUND: 

Construction project close-out periods have increased well beyond the 
120 day target that has been established. The Facilities department has 
an aggressive building schedule and the reason(s) for close-out delays 
should be noted and addressed. In 2007, the Internal Audit department 
audited this process and noted that close-out averaged 205 days for four 
of the five projects completed and 450 days for a project that had not 
yet been closed. Current projects are taking significantly longer to close. 
Long close-out periods can cause challenges in completing final audits 
of project costs and delay any cost recoveries. 

OBJECTIVE, SCOPE AND METHODOLOGY: 

Objective 
The objective was to identify causes of delays in the project close-out 
process and opportunities for efficiencies. 

Scope 

The engagement addressed 42 projects completed from 2014 – 2017. 

Methodology 

We examined documents associated with close-out of the projects 
within our scope, noting the dates associated with some of the more 
critical steps in the process. We noted the dates of: 

• Contractual Substantial Completion
• Certificate of Substantial Completion
• Certificate of Occupancy
• Certificate of Final Inspection
• Posting of Final Pay Application
• Final Change Order or GMP Reconciliation

Our audit was conducted in accordance with the International Standards 
for the Professional Practice of Internal Auditing of the Institute of Internal 
Auditors and included such procedures as deemed necessary to 
provide reasonable assurance regarding the objective. Internal 
Auditing is an independent, objective assurance and consulting activity 
designed to add value and improve an organization’s operations. It 
helps an organization accomplish its objectives by bringing a 

We analyzed close-out 
schedules for projects 
completed from 2014-
2017. 

This audit was conducted 
in accordance with the 
International Standards 
for the Professional 
Practice of Internal 
Auditing. 
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systematic, disciplined approach to evaluate and improve the 
effectiveness of risk management, control, and governance processes. 
We are required to note any material deficiencies in accordance with 
Florida Statutes, School Board Policy and sound business practices. We 
also offer suggestions to improve controls or operational efficiency and 
effectiveness. 

FINDINGS & RECOMMENDATIONS: 

1) We noted that certain milestones in the close-out process are
being completed significantly past target dates:  Moderate risk

• Completion of the Certificate of Final Inspection (CFI) is
averaging 386 days after substantial completion of the project.

• Completion of the Final Pay Application is averaging 396 days
after substantial completion of the project.

• The Final Change Order or Final Guaranteed Maximum Price
(GMP) Reconciliation completion is averaging 333 days after
substantial completion.

Best Practice: 
Management’s target for completion of the CFI, the Final Pay 
Application and the Final Change Order or Final GMP Reconciliation is 
120 days after substantial completion of the project. Best practice would 
be that this target be achieved. 

Audit Findings: 
Completion of CFI - Projects completed from 2014 through 2016 
averaged 386 days or 12.9 months from contractual substantial 
completion to the certification of final inspection (CFI). The CFI is 
issued when the project architect has inspected the project and certifies 
that the work required by the contract has been completed in 
accordance with the approved contract documents. This document 
requires sign-offs of the architect, Building Code Compliance Office 
(BCCO) and OCPS Board. This step should be completed within 120 
days or four months after substantial completion, instead it is taking 
three times as long. The shortest time period noted was 129 days for the 
Wheatly ES project and the longest time period was 829 days for the 
Lockhart ES project. We were informed that the Lockhart ES project’s 
close-out took so long because of delays in: 

This step is taking 3 times 
as long as management’s 
target. 

None of the projects 
completed in 2014, 2015, 
or 2016 were closed within 
120 days. 
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• punch list verification
• final test and balance of HVAC equipment
• processing final cost events and ODP reconciliation
• the construction manager’s failure to submit as-built drawings
• O&M manual warranty certificates
• attic stock transfer to the District

Three of the projects completed from 2014 to 2016 were not yet closed 
at the time of our audit. If those three projects, Dr. Phillips HS, Wedgefield 
K-8 and Ventura ES, were included in the calculations, the average days would
be even higher.

Completion of Final Pay Application - Projects completed from 2014 
through 2016 averaged 396 days or 13.2 months from contractual 
substantial completion to final pay application. The shortest time 
period was 128 days for Wheatly ES and the longest time period was 
514 days for Lockhart ES. If the three projects which were not yet closed 
(Dr. Phillips HS, Wedgefield K-8 and Ventura ES) were included in the 
calculations, the average days would be even higher. 

Completion of Final Change Order - Projects completed from 2014 
through 2016, averaged 333 days or 11.1 months from the date of 
contractual substantial completion to the final change order. The 
shortest time period was 112 days for Spring Lake ES and the longest 
time period was 764 days for Lockhart ES. If the three projects which 
were not closed (Dr. Phillips HS, Wedgefield K-8 and Ventura ES) were 
included in the calculations, the average days would be even higher. 
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Closeout Milestones

Three projects completed 
in this time period were 
still not closed at the time 
of our audit. 

None of the projects 
completed in 2014, 2015, 
or 2016 achieved a final 
pay application within 
120 days of the project’s 
date of substantial 
completion. 

Final change orders are 
being completed an 
average of 333 days after 
project substantial 
completion. 
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Recommendation: 
The closeout process should be analyzed to identify common points of 
delay that can be redesigned so that closeout can be accomplished in a 
timelier manner. The target completion dates for these tasks should also 
be evaluated to determine if they are feasible and practical. 

2) The Certificate of Final Inspection (CFI) is taking an average of 53
days to be signed by the OCPS Board once the project architect and
BCCO sign the document.  Low risk

Best Practice: 
The submission of this document for Board signature should take two 
to three weeks most of the time. 

Audit Finding: 
Projects within the audit scope from 2014 through 2016, averaged 53 
days for the CFI to be executed by the Board once the architect and 
BCCO had signed the document. The shortest time period was 7 days 
for Lake Weston ES and the longest time period was 131 days for 
Waterford ES. 

Recommendation: 
This step in the process should be evaluated to identify why it is taking 
so long. At most this process should take no more than four or five 
weeks in those months when there is only one Board meeting. 

3) The Project Closeout Checklist has multiple versions.  Moderate risk

Best Practice: 
Only the approved closeout checklist in the department’s procedures 
manual should be used. 

Audit Finding: 
There were four different versions of this checklist in the project files 
we reviewed, only one of which agreed with the version in the 
department’s Procedures Manual. Two different versions had a 
revision date of 11-14-2014. One had a revision date of 5-19-2016. There 

CFIs take an average of 53 
days to be executed. 

Multiple versions of the 
project closeout checklist 
are in use. 
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was also a version with no revision date. It was unclear whether and 
how the revisions to the version in the department’s Procedures 
Manual were authorized for use. 

Recommendation: 
Only the approved checklist should be used. If the version in the 
Procedures Manual needs updating, that should occur through the 
normal procedure revision and approval process. 

4) Organization and Document Placement in Project Files  Low risk

Best Practice: 
The close-out folder should contain all documents that support the 
close-out process. 

Audit Finding: 
The close-out folder did not always contain the documents to support 
the project close-out process. Sometimes the documents were found in 
the construction folder, the change order folder or the contracts folder. 

Recommendation: 
There should be uniform document placement in project files. 

We would like to thank the Facilities Services department management 
and staff for their cooperation and assistance during this engagement. 

Close-out documents were 
difficult to locate due to 
inconsistent filing 
practices. 
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AUDIT RESPONSE MATRIX                                                                               FISCAL PERIOD OR AUDIT DATE: __2017_______________ 

  
Department / School Name OCPS Facilities 
Administrator / Department Head Jeff Hart 
Cabinet Official / Area Superintendent John Morris 

 
Exception Noted 

(Finding / recommendation) 
What is?  What should be? 

 

Management Response 
(Corrective Action) 

What needs to be done? 
 

Responsible Person 
(Name & Title) 

Who needs to do 
it? 

Expected Outcome & 
Completion Date    

What is the evidence 
of the corrective 

action? 
When will the action 

be completed? 

Completion of the Certificate of Final Inspection 
(CFI) is averaging 386 days after substantial 
completion of the project. 

The Certificate of Final completion is a successor 
of many pre-requisites. Each prerequisite will be 
itemized and a time allotted for the completion 
of each. This to accommodate the overall 120 
days for closeout. 
 

Krista McArthur 
(Construction 
Manager) 
and 
Lisa Dash 

6/30/18 

Completion of the Final Pay Application is averaging 
396 days after substantial completion of the project. 

The final Pay Application is dependent upon the 
reconciliation of ODP, approval of change 
orders and contingency requests. An (itemized) 
timeline of activities will be established which 
Project Managers will utilize to monitor the 
progress of the CM’s submission of the relevant 
documents and their subsequent approval 
within OCPS. 
 

Krista McArthur 
(Construction 
Manager) 
and  
Lisa Dash 

6/30/18 

The Final Change Order or Final Guaranteed 
Maximum Price (GMP) Reconciliation completion is 
averaging 333 days after substantial completion 

The Final Change Order or Final GMP 
reconciliation are dependent upon the 
reconciliation of ODP, approval of change 
orders and contingency requests. An (itemized) 
timeline of activities will be established which 
Project Managers will utilize to monitor the 
progress of the CM’s submission of the relevant 

Krista McArthur 
(Construction 
Manager) 
and 
Chris Archer  

6/30/18 
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Exception Noted 
(Finding / recommendation) 
What is?  What should be? 

 

Management Response 
(Corrective Action) 

What needs to be done? 
 

Responsible Person 
(Name & Title) 

Who needs to do 
it? 

Expected Outcome & 
Completion Date    

What is the evidence 
of the corrective 

action? 
When will the action 

be completed? 

documents and their subsequent approval 
within OCPS. 
 

Certificate of Substantial Completion is occurring an 
average of 130 days after the date of substantial 
completion 

Within the timeline that is to be established, 
there will be an activity stating the date for 
which all punch-lists are to be submitted to the 
Architect. This, to enable a timely submission of 
the Certificate of Substantial Completion. 
 

Krista McArthur 
(Construction 
Manager) 
and 
Chris Archer 

6/30/18 

There are several versions of the close-out checklist 
in the project files. 

A standard closeout checklist will be prepared 
and distributed to Project managers and other 
relevant members of the closeout team. It will 
be verified (as part of the closeout procedure) 
that the latest version of the checklist remains 
in the close out project file. 
 

Krista McArthur 
(Construction 
Manager) 
and 
Chris Archer 

6/30/18 

The Certificate of Final Inspection (CFI) is taking an 
average of 53 days to be signed by the OCPS Board 
once the project architect and BCCO sign the 
document. 

The CFI document confirms that the A/E has 
inspected the project and that it has been 
completed in accordance with the Contract 
documents. BCCO confirms that the project was 
inspected and has been completed in 
accordance with the applicable statutes, rules, 
and codes. 
 
In addition to confirming that the construction 
has been completed per the contract 
documents and per applicable codes, the CFI 
document also accounts for the total project 

Krista McArthur 
(Construction 
Manager) 
and 
Chris Archer 
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Exception Noted 
(Finding / recommendation) 
What is?  What should be? 

 

Management Response 
(Corrective Action) 

What needs to be done? 
 

Responsible Person 
(Name & Title) 

Who needs to do 
it? 

Expected Outcome & 
Completion Date    

What is the evidence 
of the corrective 

action? 
When will the action 

be completed? 

costs. Once these have been finalized, we 
pursue the applicable A/E and BCCO signatures. 
 
Even though the CFI document has been 
successfully executed by the A/E and BCCO, 
prior to submitting a resolution to the Board, 
our process further requires assurance that all 
project related close-out items on the exhibit H-
1 (Close-out checklist) have been satisfactorily 
completed and thus the elongated timeframe 
between the CFI being signed by the A/E and 
BCCO and its issuance to the Board. 
The audit may consider the duration from 
completion of the checklist to the issuance of 
the CFI to the Board. 
 

The close-out folder did not always contain the 
documents to support the project close-out process. 
Sometimes the documents were found in the 
construction folder, the change order folder or the 
contracts folder. 

Documents to support the progress of the 
project are saved in various folders over the life 
of the project. During the close-out period, a 
checklist will be prepared and saved in the 
closeout folder to show the location (on the 
facilities server) where the various relevant files 
are saved (see attached sample form). 
 

Krista McArthur 
(Construction 
Manager) 
and 
Chris Archer 

6/30/18 

 



 

Division 01  -  General  Requirements DG 
01 77 00 FACILITIES SERVICES - DESIGN             DESIGN  GUIDELINE  

 

This OCPS Design Guideline (DG) is not to be copied verbatim.  Design Consultant shall develop this into a CSI three-
part formatted technical specification section. 
 
Issued: 12.15.2013 Revised: 01.15.2018 DG 01 77 00 – Closeout Procedures Page 40 of 40 

 

 
Exhibit L 
 

PM Closeout Transmittal  Project Close-Out Submittals    

Date: School: 

From: PM  Project Name: 

 OCPS Project No.: 
 

PROJECT CLOSEOUT CHECKLIST – LIST OF DELIVERABLES Location PM Initial 
   
  1. O&M Manuals: Architectural (including Kitchen), MEP, Civil, Fire Protection (Electronic Only)  07.15   
  2. Fire Protection Manual (Hard Copy in a Binder)   07.15   
  3. Kitchen Manual (Hard Copy in a Binder)   07.15   
  4. Environmental Closeout Manual (Electronic Only)   07.09   
  5. Warranties & Guarantees Manual (Hard Copy in a Binder & Electronic copy)   07.31   
  6. A/E Master Consolidated Punch List Sign-Off (Electronic Only)   07.18   
  7. General Requirements Sign-Off (Electronic Only)   07.10   
  8. As Built Drawings & As-Built Manuals (Electronic Only; in Color)   07.01   
  9. Certificate of Occupancy(s) (Electronic Only)   07.04   
10. Certificate of Substantial Completion(s) (4 Originals & Electronic)   07.26   
11. Certificate of Final Inspection (Electronic Only)   07.05   
12. Record Drawings & Record Project Manuals (Electronic Only)   07.19   
13. Final OCPS Pay Application (Original Notarized & Electronic Only)  Include the following:  07.16   

 a.    Final MWBE Form (Original & Electronic Only)   07.13   
         b.    Final Release of Liens (Original & Electronic Only)   07.21    
         c.    Consent of Surety (Original & Electronic Only)   07.07   
         d.    Certificate of Insurance (Original & Electronic Only)   07.03   
14. Sustainability Final Letter & Sustainability Final Scorecard (Electronic Only)   07.27   
15. OEF 564 Cost Breakdown Information (Electronic Only)   07.14   
16. Provided by PM:  Reimbursement in GMP CO for CMT Standby Time & Re-Inspections    07.20   
17. Provided by PM:  OCPS Facilities Server Files Populated   07.24  
18. Spare Parts / Maintenance Stock (Exhibit D)  07.02  
19. Performance Verification / Demonstration to Owner (Exhibit E)    07.29   
20. OWNER ITEMS: Transfer Blanket Easements into Specific Easements.  Abandon Existing 
Easements (if no longer needed).  Finalize Bill of Sale (for Off-Site Improvements). 

01.04.04 
01.04.01 

 

21.  PM team has reviewed and verified all contingency requests/logs and change orders/logs are 
correct and reconciled and filed in the project folders on the server. 

05.11 
05.13 

 
 

 
Reviewed documents are located in the Facilities server under: (Include the paths for 07 Close out, 01 Real Estate & 05 Construction ) 

In accordance with the Contract Documents, based on on-site observations and the data  comprising of the close out documents, the Project 
Manager certifies to the Owner that to the best of the PM’s knowledge, information and belief the documents have been reviewed and is  
approved as indicated the quality of the documentation provided is in accordance with the Contract Documents. 

 
Signature                                                                                                                 Date: 
 
Notes from PM: 
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