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Core School / Alberta Schools Alternative Procurement Project

Rapid population growth, rising school enrolments and escalating construction costs in the latter part of this decade motivated the Alberta government to look for new ways of building new schools in expanding communities in a timely and cost-effective manner. 

In 2007 and 2008, Alberta Infrastructure consulted a diverse group of stakeholders to develop an innovative two-part solution to address the shortage of schools in places where young families live. The solution included the introduction of core school designs, re-locatable modular classrooms and a public-private partnership (P3) procurement approach. 

Goals

· Deliver high-quality, equitable, well-maintained, affordable and sustainable school facilities located where children live and play.
· Deliver them quickly, on time and on budget. 
Objectives 

· Create core designs with common features for equitable, uniform standards

· Make design flexible, incorporating high-performance modular classrooms to accommodate fluctuating school populations. 

· Develop P3 process to optimize risk allocation

· Compress timeframes to meet demand for facilities

· Accommodate needs of multiple stakeholders (two cities, four school boards)

· Optimize costs in an inflationary environment

· Set up a maintenance warranty

Core School Initiative

Alberta Infrastructure developed a series of core designs for schools that provide schools of uniform quality, control costs, reduce delivery time and provide boards with a flexible design capable of accommodating fluctuating enrollments.

The schools are designed to stakeholder specifications and for various capacities and grade levels. 

A permanent school core contains initial permanent classrooms (typically 30% of total required), administration, gymnasium, washroom space and mechanical/electrical rooms sized to accommodate peak enrollments.  

High-performance modular classrooms can be added or subtracted according to enrolment needs and changing neighbourhood demographics. The schools are designed to achieve LEED (Leadership in Energy and Environmental Design) Silver certification. 

ASAP (Alberta Schools Alternative Procurement) 

Alberta Infrastructure developed a P3 approach based on a design-build-finance-maintain basis to speed up delivery, save money and provide stable maintenance funding.  

The Alberta government negotiated a tripartite agreement to clarify contractual obligations between the government, contractor and school boards. The ASAP P3 process ensures appropriate allocation of risk between the public and private sectors. Proponents assisted in developing contract terms to ensure the process delivered three qualified proponents right up to the selection deadline, thus ensuring best value for taxpayers. 

Developing the Request for Proposals (RFP) and transaction documents was an extremely complex task due to the large number of stakeholders and facilities, LEED Silver requirement, school board requirements and a 30-year maintenance contract. The board maintains ownership of the schools and is responsible for its operation, while the contractor is responsible for maintaining the building itself. 

How it was done

· Extensive collaboration between five Ministries, four school boards, two municipalities, and multiple consultants and advisors. 

· Extensive needs assessment and cost-benefit analysis

· Incorporation of high-performance modular classrooms into the core design.  

· Tight deadlines – 16 months to financial close

· School board participation in the RFP process

· Competitive dialogue with proponents to ensure optimal contractual obligations

Results

Four groups responded to the Request for Qualifications (RFQ); three advanced to the RFP. The proponent with the lowest bid was awarded the job. Time to close financial deal after selecting proponent – 37 business days. 

All milestones were met. The project is on schedule to have all 18 schools complete by September 2010. 

ASAP and the Core School Initiative will save government $118 million, in today’s dollars, compared to the traditional approach. 

The 18 schools will be delivered in 38 months, 24 months less than traditional procurement methods. The planning process was reduced by 9 months. 

Integrating maintenance and renewal into the contract provides a 30-year warranty and effectively eliminates deferred maintenance issues. Performance specifications are enforced though payment adjustments. 

The new schools will have a reduced environment footprint, achieving LEED Silver certification. 

What’s next?

Construction will begin in 2010 on another 14 new schools set to open in 2012-13, for a total of 32 schools in four years. 

Cost analysis indicates 70 core/modular schools can be built for the same capital cost as 56 conventional schools. Further, 105 schools can be operated for the same cost as 82 conventional schools.  

The ASAP strategy provides a P3 transaction template to serve as a best practice for other jurisdictions contemplating alternative procurement methods. 

Summing up

Core schools and the design-build-finance-maintain P3 procurement method provide a speedy efficient way to deliver schools that can be adapted to populations and changing economic trends. To learn more about the ASAP project, visit: http://education.alberta.ca/department/ipr/p3project/asapi.aspx
IPAC Award for Innovative Management

The IPAC Award for Innovative Management, established in 1990, recognizes exceptional management within the public sector in Canada. The theme of the 2009 competition was “Turn Around”. The award is sponsored by IBM Canada.

For more information, please contact:
Alberta Infrastructure
John Gibson

Director, Alberta Schools Alternative Procurement

(780) 644 8593

John.gibson@gov.ab.ca
Institute of Public Administration of Canada

Carole Humphries,

Director of Membership and Marketing
(416)-924-8787, ext. 234
chumphries@ipac.ca
www.ipac.ca
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