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Meet Bruce C. Anderson

Meet Bruce C. Anderson

A seasoned veteran and highly acclaimed expert in the church design
and church construction industry, Bruce is uniquely qualified to lead, coach
and assist non-profit and church organizations in the development and
construction of religious facilities.

Over the past 15 years, Mr. Anderson has not only consulted with hundreds of small
and large church organizations on the development of typical church facilities such as
sanctuaries, education space, administrative space, gymnasiums and family life centers he
also was part owner of a CCRC Senior Housing Development employing both architectural
staff and senior housing executive management. As a licensed General Contractor in the
State of Florida and as a consultant Bruce has consulted with over $200,000,000 of real
estate development projects in the non-profit sector.

Since 1992 Bruce has written several articles for Church Business Magazine on church
business, construction, finance and growth as well as served on the advisory board for a
period of time. Bruce has spoken on national platforms with Larry Burkette, Ron Blue and
Pat Robertson and has been a contributing author to Christianity Today.

Because of his expertise in the areas of finance, real estate development, church design and
construction, Mr. Anderson has built his reputation as the guy to go to when you need
straight forward, cut to the chase answers and “The Art of the Deal” thinking on the best
way to accomplish your project.

Bruce is has been married to his sole-mate and life partner Jerri for 27 years and have two
children Brittany and Bobby. Brittany is studying to become a teacher for special needs
children and Bobby has his Masters Degree in Real Estate Development from the
University of Florida. As a Christian business man, Bruce is passionate about helping
vibrant ministries realize their real estate development, design and construction goals in
order to further the kingdom of God.

You Can Contact Mr. Anderson at:

Build-Masters Group LLC
866-653-5581 or 813-684-6018
bca@brucecanderson.com
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Get Prequalified For What You Can Afford

Mistake #1

Not Getting Prequalified For
What You Can Afford!

K nowing exactly what your church can afford when considering an expansion or
relocation project can be one of the most valuable pieces of information that you can
obtain, BEFORE you ever start drawing up plans, buying land, or even creating a buzz in
you congregation about the need to build.

Over the past 15 years, | have consulted with countless churches that were not ready
to expand their ministry even though they were out of physical space to adequately
worship. While that may seem like an odd statement, the fact of the matter is there is much
more that goes into consideration of affordability, than just being out of physical space. Let
me explain.

Property

Will your current property allow you to expand in a way that will meet all your easement,
setback, zoning, parking, water, sewer, fire protection, wetland mitigation, architectural
standards, arborist standards and drainage requirements? Will proximity of your proposed
new buildings impact need for firewalls? What about egress, ingress, offsite improvements
or ADA standards? Each one of these types of elements can be deal killers in an expansion
project just due to the raw costs involved in developing the land or meeting the standards
required. | have seen just about every one of these elements come into play in one way or
another that put the project out of reach due to the unexpected costs involved. Be sure that
all of these types of considerations are investigated before you get too far into your project.

Renovation or Code Upgrades

| can remember a particular church that called me in a state of panic because they were now
in a potential million dollar cost over-run situation due to having to bring their building up
to new codes in a complete renovation of their facility. Several years ago they had hired
some people from within the church to expand their facilities. Unfortunately when the work
was done, the contractor didn’t pull permits, didn’t have their work inspected and didn’t
meet the codes of the time. Ten years later when the church was in the midst of their
current expansion they found out that bringing their entire campus up to code would be an
additional million dollars over what they had budgeted.
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Get Prequalified For What You Can Afford

Church Budget And Cash Flow

There is good news and bad news when it comes to the flexibility that most churches have
concerning their church budget and allocation of funds. The good news is you can decide
to put as much or as little of the tithes and offerings towards ministry as you care to when
setting up your budget. The bad news, just like personal bank accounts, you can get over
extended with fixed bills like salaries, cars, busses, equipment etc. | have seen smaller
churches that had more monthly cash available to spend towards a loan for church
expansion than a church that brought in three times as much money on an annual basis.
What’s the difference? How you allocate your funds! Before you start moving towards an
expansion project, set up a proposed budget that sets aside the money that you can afford
towards debt service. This will help you get prepared for the new payment, help generate
funds for soft costs for your project, and show the qualifying bank that you can actually
AFFFORD the payment.

Urgency and Buy In

Another key factor in considering whether or not to take on a new project is measuring the
sense of urgency from your congregation and sense of buy in to the idea. Too many times |
see pastors, or boards charging off into risky territory of a building project, when in reality
they have internal issues, lack of buy in, or even a lack of desire to grow by their
congregation. Know what the health of your church is; know where your people are at. If
they don’t support the project, you are dead in the water before you ever get started. Don’t
think that by building a church that you can fix internal issues and discord. That is like
telling a young couple that are looking to get divorced to have a baby and it will fix their
marriage. Know the health of your church; it will pay dividends for you.

Bank Quialification

One of the best things that you can do BEFORE you start buying property and drawing
plans is to get your bank, or a bank that specializes in church lending, to pre-qualify you for
what they would be willing to lend your church. I know there are lots of rules of thumbs
out in the market place about what a church can qualify for, but the reality of church
lending is you don’t know unless you can get a “clear Letter of Commitment from a bank
to lend you money. A letter of intent is ok, but banks pretty regularly change their mind
from “letters of intent” and don’t finance the project. A “Letter of Commitment” is a much
stronger indication from your lender. They will take into account, your cash flow, growth
patterns, health of your church, longevity of leadership, bi-laws of your organization, value
of construction or expansion, and other considerations such as zoning, utility will serve
letters, and overall equity that you have in the project (typically 25% or better of your
expansion project). Take this step first, the peace of mind you will get going into a project
will be well worth it.

5

©2007 Bruce C. Anderson  Get Your Free Consultation Now! www.build-masters.com/free_interview.html



Develop A Realistic Project Budget

Mistake #2

Not Developing A Realistic Project Budget!

o ne of the key ingredients of developing commercial construction is understanding
what ALL off the costs will be for the project and whether or not the project still makes
sense once you determine that.

Most churches go about building a church by deciding that they need to build, going to an
architect to design them a building with very little consideration as to design costs, material
specifications, soft costs, acoustical engineering and design costs, sound design and
lighting costs, equipment, furniture and decorating costs, inflation costs, contingency costs,
landscaping and irrigation costs, and the list goes on and on.

What most church designers and church consultants don’t take into consideration is the fact
that only about 60%-65% of your overall budget will ever wind up going into the building
budget. Let me say this in a different way, if you have a been approved to spend $2 million
on your expansion project, only about $1,200,000-$1,300,000 will actually be spent on
bricks and sticks, or in the industry known as “hard costs”. The rest will be spent on the
soft costs of the project.

Below | will break out the general categories of a church building budget.

Investigative Costs

These costs are the typical costs necessary to determine if your project is feasible or to
gather necessary information that will be required for your architects and engineers. They
are costs like, Environmental Phase 1 Study; Topographic and Boundary Survey,
Preliminary Civil Engineering Feasibility, Traffic Engineering Study, PERC test, plans
submission costs, land planner/expediting costs. Typical Costs for this phase is anywhere
from 1% to 3% of the project costs.

Design and Permitting Costs

These costs are the typical costs necessary to design your project and get it through the
process of permitting. They are costs for things like Master-Planning, Schematic Design,
Design Development Drawings, Construction Drawings, Civil Engineering Fees,
Acoustical Engineering Fees, Structural Engineering, Mechanical-Electrical-Plumbing
Engineering, interior design, landscape and irrigation design, local impact fees, legal fees,
permitting fees. Overall you should count on at least 7%-10% for these types of costs.
However they will vary from region to region.
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Develop A Realistic Project Budget

Furniture, Fixtures, Equipment and Contingency Costs

These costs are the typical costs necessary to operate within the building that you design
and build. You will need furniture like seating, desks, chairs, chalk boards etc. You may
need other items like church signs, kiosks, specialty walls, stage curtains. If you are
building a sanctuary or room that will need audio, sound and lighting equipment you will
find yourself buying projectors, specialty lighting, sound boards, speakers, dimming
packages, extra wiring and conduit, specialty electric panels and grounding systems. These
items can add up very quickly dependent upon the level of your expectations, ministry style
and needs.

In any project you need to factor in contingency costs. What if your project goes over
budget because inspectors require you to add items or do things differently that what were
approved on your plans? What if your architect and engineers didn’t clarify the details of
your project well enough for the subcontractors to give you solid quotes? What if you open
up an existing wall that you are renovating and find that you have to bring your building up
to code? You get the point, there are a ton of “What If’s” that come up in the process of
designing and constructing a building. While that may seem frustrating to you at first, it is
just a part of construction that happens on almost every job, you can count on it.

What about inflation costs? From the time that you start designing your project until the
time that you actually start your project can be anywhere from a few months to a couple of
years. During that period of time material and labor costs generally tend to go up. Annually
those costs typically go up for an entire project about 3% to 5% per year, but | have seen
some years as much as 10% so preparing for inflation is a reality in developing your
budget.

Another contingency you should consider is Owner-Driven change orders. While you
should eliminate 99% of your owner driven change orders BEFORE you submit your final
drawings for permitting, the fact is churches have a lot of people with opinions about what
something should look like in the buildings you build. You probably should have some
money set aside for those types of changes as well.

Overall in early planning you should plan on at least 5%-10% contingency costs on your
project.
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Develop A Realistic Project Budget

Site Costs

Finally you are now getting down to the money that is left over for building your building
and developing your site. In the next section we will talk about Site Costs which can be
very costly dependent upon the region of the country that you are building in. In most areas
you can count on at least 20%-25% of your total budget being spent on site development
costs. Things that go into site development are items like, roadways on and off site, water,
sewer, storm water drainage, lift stations, site lighting, landscaping, irrigation, backflow
preventers, fire hydrants, dumpster pads and walls, buffers, fill and borrow, demolition and
S0 on.

Building Costs

Now that you have determined what your building design costs should be you can hire an
church architect to start designing your building. If you have done this process right, in our
2mm budget example you are now telling the church architect that you need to design
within a $1,200,000=%$1,300,000 dollar range, instead of what most churches would have
done and started designing the building to meet a 2 million dollar budget. Can you imagine
getting the costs in for you total project and the project come in at 1 Million more than you
can afford. Your people will be mad at you, lose confidence and may even decide to no
longer support your project.

Once you have the confidence in how to develop a realistic project budget it is then just a
matter of managing all the little pieces to make sure each component stays within or under
the figures that you have projected. If you do what we have outlined so far in getting
qualified for how much you can afford and then establish a very realistic total project
budget, you will have eliminated 90% of the mistakes that most churches make that cause
their project to get shipwrecked before they ever break ground.
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Select Your Land Right!

Mistake #3
Not Selecting Your Land Right!

Y our church has been worshiping in a local school and you are desperately looking for
a piece of land to build your new church. You get a call from a friend, member, and realtor
stating | think God has delivered us a great deal on a piece of property. You rush out, look
at the land and it just seems perfect. Your friend, member, realtor states that you are going
to need to act very quickly and you won’t have time to do due diligence, but don’t worry |
have already looked in to it and you will be fine. DON’T DO IT!

I can’t tell you how many times over the years that | have met with churches that have been
offered this type of deal only to be stuck with a piece of property that they can’t develop or
will have to pay more money for than they would have paid for another site including the
purchase price and development costs. Tip #1 SELECTING PROPERTY RIGHT, will
either make or break your project and make your project go smoothly or become your
worst nightmare.

One of the things that professional developers do very well is learning to analyze very
quickly whether or not a piece of property will make or break their project financially.
What will the level of difficulty be in developing their project? How much time will it take
to jJump through the regulatory hoops in order to meet the demands of when they need to be
in their buildings? Is this a good deal? How much will it cost me to develop it, all in?

Tip #2 MOST REALTORS D O Nonlt geth® wrdnglrbalfors Yok L L !
be very helpful in locating properties, know what’s on the market, and know the general

range of asking price and that type of information. However, most realtors DO NOT know

how to evaluate a piece of property from a developer’s perspective. You must learn or seek
advice from someone that knows how and has experience doing this.

Learn How To Look At Property Like A Developer

For the rest of this section | will be dissecting for you the things that may be helpful for you
in selecting a piece of property for your church. While this is not intended to be exhaustive,
it will at least give you an inside glimpse of the things that you must know before you ever

“go hard” put money up that you can loose on a piece of property. This process is known as
doing your “due diligence”.
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Most municipalities or counties have what are known as concurrency requirements. These
are set standards that are looked at to see whether not the project will have impact on
zoning, traffic, schools, fire, water, sewer, neighborhood impact and whether the project is
a benefit or a problem for the community.

Zoning Requirements

Every community has in place zoning requirements. Some states, especially states that are
experiencing rapid growth such as Florida have what is known as a comprehensive plan.
The purpose of these requirements is to control growth, to control things like not having
strip clubs next to schools or churches, having business districts separate from housing
districts, controlling the height restrictions of construction so you don’t have a 10 story
building next to a single family home and so on. One of the things that a lot of people miss
is the difference between what a piece of property is currently zoned versus the underlying
approvals of the comprehensive plan. I can have a piece of property that will allow
churches, offices and retail, but currently have my piece of property zoned for retail. If | am
trying to build a church, then I would have to have the property rezoned. For most areas
this can take as little as 3 months and as long as 9 months. However, if the comprehensive
plan is for single family residences only, and does not allow churches, schools, daycare etc,
the process of changing the comprehensive plan could cost you hundreds of thousands of
dollars and two to three years, with no degree of certainty whether or not you will win.
Other areas that can impact your project under zoning requirements are height restrictions.
Most commercial business and residential areas will limit the height of your building to 35’
feet. What if you are trying to design a sanctuary that requires a very high ceiling to
accomplish your design and your building needs to be 38’feet. Guess what you can’t build
it unless you get a variance to change it. The problem is a variance can be very time
consuming to apply for and you never have a certainty of it being approved. If you are now
looking to buy a piece of property to build a 38’ building, you may be risking your project.
While these are very simple examples of zoning restrictions, the point is zoning restrictions
play a very important part of deciding whether or not to buy a piece of property.

Select Your Land Right!

Neighborhood Impact

In developer’s terms, we call this NINBY, (Not In My Back Yard). More and more
communities are fighting churches coming into their neighborhood because of the noise,
lighting and traffic impacts to their neighborhood. If you are building a 1000 seat church
and you are going to have daycare, schools, ball parks etc. you may consider this a positive
impact to the neighborhood that you are going into, but the neighbors may see it quite
differently. This is a very important piece of information that you need to have a pretty
good idea of how the community will respond. How many times have you seen Wal-Mart
trying to go into a community, only to be shot down by a neighborhood association?
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Sub-Dividing Opportunities

Are their opportunities to sub-divide and sell off the property that you are buying? Let’s
say that you are buying a piece of property that is 30 acres and you only need 15 acres to
meet the needs and requirements of your long term master-plan. Maybe the area is zoned
single family housing with a density of 6 houses to an acre. However the zoning also
allows churches through special use exception to build in this single family zoned area.
What if you subdivided the land and either sold off a piece to a developer, joint-ventured
with a developer, or built a development yourself that could actually pay for all 30 acres
and at the same time pay cash for your new church? While this sounds complicated, in
reality it is how major developers make millions of dollars each year by looking for
anomalies in the markets. You may look at a piece of property and it costs $100,000 per
acre but if you were allowed to have 25 units per acre then the actual unit costs would only
be $4000 per unit for land parcels that you could turn around and sell for $25,000 per unit.
So for a $100,000 investment you were able to make a profit of $425,000. With the right
type of research you may be able to pay for your next church project, just by buying land
right.

Select Your Land Right!

Utility Locations and Costs

Ok, you have located an exciting piece of property. Great location, a lot of trees, what
could be better? What about getting utilities to the property. Where is the closest electrical
connections, will you have to run underground or overhead wires? What about sewer, is the
closest connection ¥ of a mile from the site, will you have to pay to bring the line to you?
Will you need a lift station to handle the sewer load? Maybe you will need a septic tank
and drain field. Will the land PERC, right? What about fire protection and fire sprinklers.
What are the fire line sizes; will they produce the pressure needed for you fire suppression
system? Will you have to provide an above ground tank to handle the fire suppression if
you are on well water? Will you need to bring in fill dirt to raise the level of the site, or will
there be enough borrow? Will you be able to handle drainage with retention ponds or will
you need underground French drain filtration, manholes and piping? As you can see there
are a lot of questions surrounding the functionality of your building being able to run your
lights, plumbing, fire protection, drainage of the site, and sewer needs. These items can be
very costly and should not be taken lightly or for granted.
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Traffic Impact Restrictions

You would think that you would just be able to build anything that you want without any
regard to the traffic and road impacts of your project. Not so! In many areas the local and
county agencies issue what are known as trip counts for a particular road. Trip counts are
the traffic load on a particular highway. There are a maximum amount of trips allowable
per each road and a certain allowable count per type of business. For instance a shopping
center will have a different trip count than a daycare center, or a church. What if you are
building a church, daycare and school, how will that impact the project. I have seen
projects that were restricted from building for as long as two years because developers had
all ready used up the allowable trip counts for the road, not leaving any for the land owners
with undeveloped land. Imagine carrying a note on a million dollar piece of property for
two years when you thought that you were going to be able to develop it immediately. Be
careful, this could be a hazardous mistake!

Select Your Land Right!

Environmental Hazards

| am sure you have heard the horror stories. Owner buys a piece of land and finds out that
the site used to be a burial site for unwanted used tires. $600,000 later after mitigating the
site for tires, disposal fees, and bringing in and compacting fill dirt you have a site that you
can use. What about underground storage tanks or hazardous waste? Oh yeah, did you
happen to see the gopher turtle, burrowing owl and eagle that live on the back part of the
property. All of these types of issues must be thoroughly investigated BEFORE you
finalize a contract on your site.

Flood Plain and Wetlands

In most areas of the country property is subject to a 100 Year Flood Plain plan and to
wetland protected areas by water management districts. I remember one church that had
bought one of those great deals in Austin, Texas and brought me in to look at their
property. | found out that it was dead in the middle of a flood plain and was cost prohibitive
for the church to develop. The level that they would have had to raise the site in order to
satisfy flood plain requirements would cost more than they were going to spend on their
entire project. I reviewed another site for a church that got a “great deal” on a 20 acre piece
of property. After doing the wetland studies we found out that only 2 acres out of their 20
were developable. That’s right only 10% of the site was usable yet they purchased the land
thinking 90% of it was developable. Don’t make the same kind of mistake!
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Subsurface Soils Investigation

What type of structure can your land support? In places like Florida we have soils that
range from swamp land, muck, costal, shell, and soft sand. What type of building are you
going to build? Will the ground support the structure, and if not what will it cost to make it
work. | have seen buildings that have had seventy dollars a square foot of building costs in
underground underpinning, shoring and beams before you ever started building your
building. These are all important things to know about the soil conditions of your site.

Architectural Standards

In some communities you can build a building to look exactly like you want it. In others
they have very strict architectural standards that determine what the aesthetic styles must
look like, colors that you can use, even materials that you can use. It is very important that
you know what the details are of these architectural standards and the potential adds on a
cost per square foot basis that it may have on impacting your project.

Landscaping and Irrigation Standards

Similar to the Architectural Standards we discussed, most communities have certain
landscaping and irrigation standards that they require on your site. They will control how
many trees, plants, bushes, spacing etc that you must have around your buildings, dumpster
pads, air conditioners, playgrounds, buffer zones, drainage areas etc. In addition if you
have to cut trees there may be substantial tree mitigation requirements in addition to time
consuming tree removal permits that must be obtained. In addition, the clearing costs of
your land, rough and fine grading may be substantial dependent upon the topographic
layout of your sites. While these issues may sound minor, | have seen these costs run into
the hundreds of thousands of dollars even on small simple sites, dependent upon where you
are building.

Select Your Land Right!

Ingress and Egress Options

One consideration that you will also want to look at is how people are going to get into and
out of your site. There are two different perspectives that you are looking at in this issue.
One is from the perspective of traffic and fire. From a traffic perspective you typically are
required to have at least two driveways going into the site. Will you have to put in turn
lanes, red lights, cut the median? These items can be very costly and you need to know this
up front. From a fire perspective there must be enough room for fire trucks to get on to the
site and to be able to turn a fire truck around with ease. This can cause extra roadways and
turnouts to be installed on the site, which can also significantly increase your overall site
costs.
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Select Your Land Right!

Expansion and Parking

One of the key areas of selecting a site is determining whether or not the site will allow
your ministry to grow the way that you want and allow the buildings to be within proximity
of one another. | have seen several sites purchased by churches that were a very long
rectangle that didn’t have much width to the site. This type of property lends itself to
developments like offices and strip centers, but doesn’t typically make a good site for a
growing church. If you can map out the site and think through your ministry over the next
10 years and think about how buildings would be laid out, what you would have to do to
move people from one building to another to keep them dry during the rain, or warm in
snow storm. Also what are the proximities for getting to the children from worship or the
parking lot? How will handicapped members navigate the site? So as you can see there are
several considerations in the shape of your site and how you can layout the buildings. In
addition you need to make sure that you have enough room for parking cars. A good rule of
thumb is you need 1 acre per every 100 cars and you need 1.7-2 parking spaces for every
seat in your sanctuary to adequately move people in and out of your site. Code may tell you
only need 1 parking spot per every 4 seats, but experience tells us otherwise.

Local Impact Fees and Restrictions

This category is often overlooked in the budgeting component of a church development,
but it can be a costly one dependent upon your particular community. Impact fees are
nothing more than a tax by local regulatory bodies taxing you for you “impact” to their
community for fire service, police service, water distribution, sewer distribution, storm
water distribution, school service etc. | have seen these fees be as low as 1% of the project
to as high as 10% of the project. Also know what easements will be required, set back

lines, covenants on the property and development restrictions. | have seen sites where a
church was looking to develop their property, only to find out they had a major gas line
going right through the middle of their property that needed 100’ clearance on both sides of
the pipe that you couldn’t dig up the site or build a building. This one item alone made their
project unfeasible and forced them to sell a site that they thought they got a great deal on.
You also want to make sure that development rights have not been stripped from the site by
some savvy developer who traded development rights from one site to another and left you
holding the bag with a site that could not be developed.

Important TIP #3 Do not move forward on purchasing a site, or developing an existing
site until you have answered these types of questions. The costs for satisfying all of these
components to develop a site can cripple your project and can even make it not feasible at
all. The time to find out about this is BEFORE you have spent tens of thousands of dollars
on design plans, deposits, or stuck with a site that is undevelopable. Do your homework, it
will pay dividends!
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Know the Regulatory and Building Codes

Mistake #4

Not Knowing The Zoning, Regulatory And

Building Codes!

A s we discussed in the previous section zoning plays a very big part in the selection of
property or whether or not you can develop your existing property. The zoning restrictions
may not allow you to build a church, or add a daycare, or a school. It may keep you from
doing special ministries to handicapped children or pregnant teen mothers or Aids Victims.
You can’t assume that because you are a church that the community will greet you with
open arms with your ministry goals. Get the facts early!

What about other codes that will impact your project? While this should be the
responsibility of your architects and engineers, you can’t assume that they know or even
understand the local codes.

Tip #1- Make sure that you have the appropriate provisions in your architect and
engineering contracts that make them responsible for designing to the current building
codes. Make sure all costs associated for changing them will be theirs!

While it is virtually impossible for me to lay out the various codes that will impact your
specific project | am going to lay out the types of codes that can impact the costs of your
project to make you aware of them.

ADA- American Disabilities Act- The American Disabilities Act is Federal Law that also
gets interpreted in different ways by inspectors on a local basis. Areas that this law can
impact is for handicapped access for wheel chairs, ramps, railings, platform lifts, elevators,
even site restrictions if you are in a very tight site, or have a long way for a wheel chair to
go to get to the nearest public sidewalk. This is a good law, but it can add tens of thousands
of dollars to your project.

Wind loads, Snow loads, Uplift and Dead Load. The design of your building should take
into account the type of weather that impacts your local area. In Florida for example we
have wind loads that range from 110 mph to 150 mph that we have to design for. The costs
of “hurricane proofing” a building can and as much as 10% to 15% to the costs of your
building over a normal building. The same thing for roofs that will hold a lot of water or
snow. The structural requirements to handle the dead load will be dramatically different
than a roof with a slope to it. Also wind impacts can determine your level of strapping and
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Know the Regulatory and Building Codes

bracing required, along with type of roof coverings that you can use and how you attach
them.

Fire Protection- Fire Protection of a Building for Assembly type buildings is generally
very stringent. In Florida if you have a seating capacity of more than 300 then you are
required to sprinkle your building which adds costs to the site work as well as the building.
Be careful however, seats are a tricky calculation by the code that is determined by whether
or not you utilize fixed seating or moveable seating. This is an area that architects can
easily miss if they are not used to designing churches.

HVAC — Heating and cooling for an assembly type space such as a sanctuary can be quite
different than for an education wing, administrative area or even a gymnasium. It is
important that your MEP engineer design your tonnage and air flow distribution, to meet
both code requirements and functionality requirements.

Plumbing- This is an area that code may differ from functionality. How many bathrooms,
urinals, lavatories, etc do you need in your facility? Code may require more or less than
you actually need in the facility. If code requires more than you want, you are going to
have to meet code. If code requires less than you actually want to satisfy your ministry
needs then you will have to design to accommodate that space.

Thermal, Moisture And Ventilation- Every building is required by code to meet

minimum thermal values and require appropriate design to account for ventilation of attics,
roof spaces, vapor barriers, mold protection etc. Make sure your architect and engineers are
designing to both the code and to your expectations of R-values and building maintenance.

Tip #2- Unless you are in the construction business you are not going to be able to know or
keep up with the required building codes that will impact your building. Select architects
and engineers that have definitive experience with your type of building and with your
particular local building codes. An architect that is used to designing buildings under the
International Building Code may stumble if they had to design a building according to the
Florida Building Code.
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Choose Your Development Team Up Front

Mistake #5

Not Choosing Your Entire Development
Team Up Front and Wisely!

T here might have been a time when it made sense to hire an architect to lead your
development project and in fact this is the first place that most churches start. However, in
the litigious and complex environment that we live in today, it is increasingly important
that you consider your development as an orchestrated team effort as opposed to an
adversarial relationship that you utilize to counter balance contractors versus architects, and
engineers versus contractors and architects, and subcontractors versus contractors. While
this approach may have worked for many years, studies have shown that the best approach
to designing and building a building is to develop a unified team that will work for the
owner!

A true development team consists of a myriad of experts in their particular area of
expertise, coordinated by you the owner, and/or a construction manager that has your best
interests at heart. This is typically accomplished by a Construction Consultant or a Design
Build relationship with a contractor that you hire directly to insure that you are being
informed of all of the different aspects that can impact your project.

Below is a listing of a typical development team for developing a church project.

General Contractor Architect
Landscape and Irrigation Construction Consultant
Structural Engineer Mechanical Contractor
Mechanical-Electrical-Plumbing Engineer Electrical Contractor
Acoustical Engineer Plumbing Contractor
Sound Design Lighting Consultant Structural Contractor
Specialty Consultants Land Development Planner
Expediter Legal
Civil Engineer Threshold Inspector
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Choose Your Development Team Up Front

Selection of The Right Team Model OwnersRep
or

Owner | | _ _
Design/Builder

Civil Engineer Architect Consultants
Landscape and MEP Engineering Acoustical
Irrigation Structural Engineering Audio, Video, Lighting
Soils Tests Soils Tests Land Development Attorney
Phase 1 Phase 1 Environmental Expediter

Threshold Inspector

Project Manager

Selection of the right team model really boils down to working with a single point of
responsibility to assist you as the Owner in managing the key components of the design and
construction process. By adopting this approach you will substantially cut down on the
design and engineering errors, scope and contract errors, and overall coordination of all of
the moving pieces you see above. The two approaches that | have seen work the best are
Design-Build & Owner-Built Construction.

Design-Build

Design-Build means different things to different folks. So for a reference point and
definition I will explain what | am inferring when 1 utilize the term design-build. Design-
Build (Contractor Led) gives an owner a single-point of responsibility person or firm to be
responsible for hiring the Civil Engineer, Architect & Consultants and contracting with all
of sub-components of those categories as well as working hand in hand with the Owner as
an integral team member in the development of their project. The upside of this type of
arrangement is the Design-Builder is coordinating and handling everything for you with
your input. It truly is a great service, as well as a great method of controlling costs. You can
actually work with your design-builder in developing a project budget and designing your
project into that budget. The downside of this type of arrangement is you may have less
control over materials and substitution of materials and the fees associated with this type of
approach is generally a little bit more costly because of the time, risk and responsibility that
the Design-Build takes on. If you are a value based client where the process and single
source of responsibility are more important to you than the bottom line, then this is a great
approach. While the bottom line may be a little higher than developing your project another
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Choose Your Development Team Up Front

way, the process sure can be much smoother than other construction delivery methods like
Design-Bid-Build approaches. You also must be aware there are variations of Design-Build
that may require you to contract with the Civil Engineers and Individual Consultants and
they will coordinate the Architect, MEP and Structural Engineers as well as do the
construction. It is very important to get clarified what is in a Design-Builders Contract,
who owns the plans, what are the rules on substitution of materials and on what basis do
they deliver a final price.

Owners Representative- Another successful method of delivery is what I call an Owners
Representative Arrangement. In this process the Owner hires a qualified Owners
Representative who will work directly for the owner coordinating all of the components of
design and construction which you see above. In this arrangement the Owners
Representative will manage the entire team on behalf of the owner through the design and
construction process. The benefit of this process is the owner has total control over the
process and at the same time has an exeperienced owners representative as their advocate
working for the best outcome for the owner. They will manage all of the moving parts of
the project, handle disputes and negotiate the best value for the client. In this process an
experienced Owners Representative will more than pay for themselves through the design
and construction process. The second benefit of this process is the Owner can typically
save anywhere from 10% to 20% over the Owners Representative’s fee on the overall costs
of the project over most Design-Build contracts. How you say? It is simple. The Journal of
Construction Engineering & Management Reports that poorly managed construction
projects average cost over-runs by a whopping 11%. On a 2,000,000 project that is over
$200,000 and that doesn’t include design and planning errors, strategic design decisions,
and the other multitude of decisions that can save a church substantial dollars during a
design and construction project. An Owners representative brings knowledge, experience
and skill to every phase of the project on the church’s behalf. Many churches prefer this
approach because they are able to be totally in control, can obtain tax savings and can focus
on what they do best and that is ministry. Either way the savings can be substantial.

Typical Types of Contracts With Design Builders

Cost + Fee- In a cost plus a fee approach you will pay the builder all general conditions
and overhead, (typically insurance, salaries of project personnel, job site trailers etc) and a
% of the project hard costs typically somewhere between 5% and 10% dependent upon the
size of the project. The challenge with this type of contract is who gets to define costs and
do you know enough about the business to be able to know the right costs and to be able to
identify hidden costs that increase the builder’s profit. | have seen cost + 0% accounts.
Does that mean the builder didn’t make anything? What do you think? Of course they hid
their profit in the costs. The upside of this contract is you get to see all of the numbers,
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Choose Your Development Team Up Front

even though you may not understand them. The downside to this type of contract is there
isn’t a guarantee of what the total project price will end up and can be subject to multiple
change orders. Some Cost + contracts will offer a GMP (Guaranteed Maximum Price)
however all the builder is doing is marking up the project enough to cover what they
perceive to be their risk exposure. If the price exceeds the GMP the builder is responsible
for the difference. In addition some Cost + contracts will offer a savings if they save you
money? The reality is they have just marked up the project higher and are refunding part of
that mark up to make you feel better.

Lump Sum Contract- In this type of contract you will pay the builders general conditions
and overhead and a fee just like the Cost + contract. The difference is they are agreeing to
do the project for a Lump Sum Cost. In this type of contract all design errors are the
responsibility of the Builder and they protect you against significant cost over-runs. In
essence they are putting their checkbook at risk instead of yours. In this type of contract the
Design-Builder typically has enough contingency built into the cost to cover their risks as
well as they have the opportunity to pick up fees by negotiating with subcontractors for a
lesser cost to subcontract their work. In this type of contract it is typically a “Closed Book”
arrangement. By this [ mean, they give you a guaranteed price, you can’t check the
numbers, or determine how much they are making. While this may make you
uncomfortable in not knowing how much the builder is making and what materials and
labor costs are, however the upside is all of the risk is theirs. If you are risk adverse and
want to make sure that you are able to build your project within a set budget this is a great
method of contracting. | can also tell you that I have seen Design-Builders give a Lump-
Sum price and lose money as well. But because they gave a Lump-Sum-Price they had to
honor that price instead of pass on the cost-over-runs to you. While not for everyone, Lump
Sum Design Builders can be a great option for a church.

Fixed Fee Contract — Under an Owner-Built Agency contract with a fixed fee, the
Construction Consultant works for a flat fee that is paid out over the course of the project.
It is a performance based contract and typically ranges $13-$17 per square foot of building
being constructed. The benefit to this type of contract is you have a set fee, and all other
costs you have total control over. You have the ability to pick up subcontractor savings and
save substantial money on General Conditions, Overhead and Profit. In this arrangement
there isn’t a Guaranteed Maximum Price, but just like the Design Builder, you can add
contingency to the project of 5%-10% and typically cover any unforeseen costs that the
GMP or Lump Sum Builder covers. That is exactly what they do. If you have a good
Construction Consultant and a Project Manager that you trust you can save as much as
20%-30% from this method of contracting dependent upon how much of your contingency
you use up.
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Develop a Comprehensive Master-Plan

Mistake #6
Not Developing A Comprehensive Site
Layout and Master-Plan!

Y ou have now obtained approval by a lending agency for your project funds, you have
done your due diligence on your property, you have established your overall project
budget, and you have selected your development team and preferred construction delivery
method. Now you are about to embark upon the exciting phase of Master-Planning your
site, what should you do?

The first thing that you should do is have a very clear idea of what you want your church to
accomplish over the next 1, 5, 7 and 10 years through a comprehensive “vision plan”. In
this vision plan you need to be clear about who you are targeting as a ministry, what
support, buildings, tools etc. you will need to support those ministries. This sounds simple,
but experience has taught me that a lot of churches struggle with clarifying their vision this
succinctly. This is probably why 85% of the churches in America are are not growing or
are declining state.

A growing trend in church design and development that | am seeing is churches steering
away from becoming Mega Churches (2000 seats or more) and keeping their church much
smaller and planting multi-site churches. While this is not for everyone it would certainly
be important to know what size congregation you are trying to grow to, how peripheral
ministries will support your congregation, the age group of your congregation, the style of
ministry etc.

Other factors in Master Planning wrap around where will everyone park, how will you deal
with site drainage, how do you get people in and out of services if it is raining or snowing.
What people traffic patterns do you want on campus? Do you want young children next to
the sanctuary are do you want it further away! How will that impact new members? Will
you require ball fields or green space areas? Are there easements or setbacks that must be
considered? How will you get into and out of the site? How will the people flow from the
parking areas? What about the fire department, how will they be able to get in and out of
your site? What about service deliveries and garbage pickups? Will you need a chiller
plant, or will you be using split-ground or rooftop package units for your air-conditioning
needs. As you can see the process of master-planning is critical in making sure that your
site and ministries will function just as you envision them. Not only for today, but for years
to come.
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Design Enough Of The Right Ministry Space

Mistake #7

Not Designing Enough Of
The Right Space!

w hat should we design first? This is a question that many pastors, church boards and
building committees wind up asking themselves in the midst of considering an expansion
project. While this is a simple enough question, at least so it seems, in reality it is a very
challenging question that a lot of churches struggle with. There have been numerous times
that | have gone into a church that thought they wanted to build a sanctuary or a
gymnasium and | wound up advising them that they didn’t need to build at all. They
actually had enough space to accomplish their goals; they were just not utilizing their space
efficiently. In other situations | found that the pressure points of space constraints were
quite different than what the church actually thought they needed.

As you begin your design process it is important to consult with a consultant or designer
that knows how to evaluate your ministries, building spaces, vision etc and then translate
that vision into a well thought out master-plan and floor plan. Imagine looking at your own
home. What areas of your home would you change? Which areas are inefficient, which
areas don’t need to be expanded? Looking at your church buildings is not any different.

One of the things that we know is effectively designed buildings will save you thousands of
dollars, and make your ministry life much more bearable. Buildings that are designed
specifically for your ministry, versus having to fit ministries around your building will help
you grow your church, make your people and staff happier, and give you a lot less gray
hair.

TIP #1 - As you are designing your space, make sure that you look at areas that are often
overlooked but can make a huge difference in the functionality of your facilities.

Below is a listing of areas that you should look at very carefully as you design your
buildings. While not comprehensive, it will at least get you thinking.

Bathrooms for children and women. Narthex and gathering spaces. youth ministries and
infant space, hallways and corridors, storage space, utility space for mops and buckets,
space for genies to reach lights and fixtures, prayer rooms or chapels, kitchens and serving
areas, private gathering areas, cry rooms, AVL rooms, AVL sound booths, equipment
rooms, dressing rooms, choir practice rooms, baptismal and dressing areas, private
restrooms, office equipment, break rooms, and many other types of specialty spaces.
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If | had to choose one of the biggest complaints that | have heard from churches AFTER
they built, was they didn’t build their space big enough. While a lot of this has to do with
the financial constraints the church had, it also should be a consideration as you design
your church. Are you designing the church so you can expand quickly without interrupting
the existing function of the church? Are you creating phasing options for your buildings?
Should you spend money upfront to expedite expansion time in the future? The answers to
these questions will be different for every ministry, but it is something to seriously consider
as you design your space.

TIP #2 -A keyword to remember in designing the 21% century church is FLEXIBILITY.
The more flexible you can make a space today the better off you will be. You don’t have to
have hard walls to create confinement of space. With the use of moveable partitions you
can open up a room for huge events, or break rooms down into much smaller venues. You
see hotels use this concept all the time. Think multi-use, expandability.

Commercial Or Religious Space

Another area for consideration when you are building space is what the aesthetic and
functional design impact will be for the future sale of your buildings. For some ministries
it is very important for them to have a traditional space in order to satisfy their
congregational needs. For others, their ministry style actually does better when their
buildings don’t look like a traditional church.

If you are considering selling your buildings and church in the future you may consider
designing the buildings to be sellable with minor modifications for commercial use. While
this isn’t always possible, and the zoning requirements may not allow it, but it is something
for you to think about as you design your facilities for the future.

Define Your Priorities

A wise consultant once told me that when you design a space for a church you can either
have more space, more aesthetics, or less cost but you can’t have all three at the same time.
So many times | see churches that have champagne tastes on a Pepsi pocket book. A few
churches can afford everything they want, but very few. Make sure that when you are
designing your project that you have help in balancing the reality of your space needs, with
material costs and with aesthetic looks. More often than not | see architects that are more
concerned with their aesthetic look and design creativity than they are designing a
functional nice looking building that you can afford. Control your designer, you have full
right to do so, it is your money!

Design Enough Of The Right Ministry Space
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Evaluate The Structural, Roof and Finish Systems

Mistake #8

Not Evaluating The Structural Systems And

Design For Cost Effectiveness!

D esigning a church can be categorized as a delicate dance between the desire to build
exactly what you want and the costs associated with it. Wouldn’t it be great if every church
could build all of the space that they want, without costs being a consideration? While that
might happen on the other side of eternity, it is very doubtful that you will experience that
opportunity today, regardless of the size of your church congregation.

What most people don’t realize is the fact that church buildings are nothing more than a
sum of construction parts like concrete, steel, block, tile, shingles etc. | often get asked how
much does it cost to build a church per square foot. While this is an innocent question, it is
practically impossible to answer until you can figure out what the sum of the parts are, how
they will be constructed and how volatile the material costs are at the time. | can show you
10,000 square foot buildings that cost $150 a square foot and others that are over $250 per
square foot. What’s the difference? Height of Buildings, Number of Corners, Complexity
of Construction, Structural Systems, Finish Levels, Heating and Cooling Components,
Electrical Components, Audio Video and Lighting Components, and Site Development
Costs.

Tip #1- Structural Design Will Impact 50% to 60% of your overall building costs!
That’s right. How you design the structural shell of your building will set the tone for the
costs of your entire building. One of the biggest mistakes that | see churches make in
working through the design process is turning an architect loose to design the aesthetic look
and feel of the church and not keeping them in check with the practicality of structural cost
considerations.

I am not advocating that you design an ugly building, but I am advocating that you have
someone that understands structural components and the costs associated with them give
you input as to the cost impact of what you are doing to yourself. | can remember a church
that | built that was insistent upon a certain look and feel for their church that was a
structural nightmare. Just by making a couple of minor design changes we could have
shaved about $25 per square foot off their steel and shell costs. That simple change alone
would have saved them $500,000. I don’t know about you, but saving that kind of money
for minor changes just seems like good stewardship.
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Evaluate The Structural, Roof and Finish Systems

Tip #2- The complexity of your roof system can make or break your budget.

It is only common sense that every building requires a nice looking, yet functional roof.
However how you allow your architect to design that system can make a huge difference in
the structural costs to support it, to handle uplift and dead loads, not to mention just the raw
costs of materials and labor to install it.

| remember a design that I looked at one time where the architect was insistent in designing
an elaborate roof system that from the air looked like a cross. Not only that, it also served
as one big sky light. When | looked at the design and the costs associated with it I almost
choked. I asked the building committee if that design was important to them, or did they
just need to have a roof. The reality was they didn’t even know that the architect had
created this design, never less the additional $400,000 dollars that it would cost to build to
support the design. Even worse this would have been a continual leak for the rest of the life
of the building until they changed the roof. Make sure you have a construction expert look
at your design and roof system to see if you can shave costs off the building.

Tip #3 — Choose Your Finishes Carefully To Control Costs

| find that a lot of designers have favorite materials that they specify in their finish
schedules. Some of them may be reasonable, others may be very costly. Take something as
simple as door hinges and hardware. There can be as much as $10-$20 per door difference
in these costs. When you add that up over 70 doors that can be a $700 -$1400 difference.
To the novice you would never know the difference between the more expensive and less
expensive hardware. Take something as simple as drywall finishes. What most people
don’t realize is there are actually (5) different levels of drywall finishes. The difference in
cost between an average level (3) finish and a level (5) finish can be astonishing because of
all of the extra labor costs involved to get to that level of finish. In that situation it would be
much more effective to design a level (3) finish with knockdown than to go with a smooth
wall plaster finish that has to be sanded and floated multiple times under light to make the
wall look like it doesn’t have imperfections. Take that times 40,000-50,000 square feet of
drywall and you can quickly break your piggy bank.

When you think about all of the components that impact finishes, such as carpet, tile,
ceiling tile, paint, texture, wall paper, faucets, hardware, bathroom fixtures etc, you can see
that a $1,000 dollars here and there can make a huge difference in your total building costs.
One of the biggest areas that individuals get into trouble with in building their own home is
all of the “extras” that they upgrade to. When you are building commercial buildings the
numbers can be astronomical. Make sure you know what you are putting into your
building.
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Know What You Are Getting In Your Building

Mistake #9
Not Understanding What You Are Getting In
Your Building Specifications!

P art of the necessary process of designing a building is making sure that you are in
agreement with what is known as the Outline Specifications. In an outline specifications
document you have an entire booklet broken down into CSI Construction Specification
Institute Categories from category 1-16. Those categories are broken down as follows:

Construction Specifications by building product division ...

1. General 5. Metals 9. Finishes 13. Special
Requirements 6. Wood and Plastics 10. Specialties Construction
2. Site 7. Thermal and Moisture 11. Equipment 14. Conveying
Construction Protection 12. Furnishings Systems

3. Concrete 8. Doors and Windows 15. Mechanical
4. Masonry 16. Electrical

Under each category there are exact specifications that are to be utilized in your building. It will
outline the types of materials, manufacturers, thickness, installation procedures etc. Below is
an example of gypsum board. (Drywall)

Gypsum Board: ASTM C 1396/C 1396M-2003a.
1.  Gypsum Wallboard:

Core: Standard -

Backing: Paper-backed.
Thickness: 5/8 inch (15.9 mm).
Thickness: As indicated.

Edge Configuration: beveled.
Fire Rated

mo o0 o

2. Gypsum Ceiling Board: Incombustible, non-sag core; 1/2 inch (12.7 mm) thick; tapered edge.

a. Core: Standard

b. Backing Paper-Backed

c. Thickness: % Inch, 5/8 Inch or as indicated on drawings
d. Fire Rated
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Know What You Are Getting In Your Building

While this can be a tedious process to go through with your contractor and architect, it is
your opportunity to truly understand what is going into your building, what the quality is,
and what are the various options that you might have besides what the architect has specked.
It is also your opportunity to look for replacement materials that have the same look and feel
but may be less expensive.

Under many design build contracts, especially if you have a lump sum contract, your outline
specifications may be more generic that allow the builder to choose different products that
wouldn’t lower the intent of the building or the design but may alter the materials that you
may get. An example would be HVAC duct. Maybe you were thinking that you were getting
metal duct and instead you are getting duct board. Both will operate your HVAC fine, but
one may have more maintenance than another. That is why it is very important that you ask
the questions as to what is being specified to make sure that you understand the quality,
warranty and maintenance issues associated with what has been specked. Another example
would be shingles. Are your shingles under warranty for 10 years, 20 Years, 30 years or 50
years? You don’t want to assume you are getting a 30 year warranty, when in fact it is only
10.

Once you begin construction it is also important that you conduct quality control checks to
insure that the subcontractors are actually installing what was called for in your plans and
outline specifications.

By knowing what is in your building, you will feel much more confident about the quality
of the building that you are building, and won’t be surprised when something wasn’t
installed that you thought you thought that the builder understood. It will also reduce
Change Orders to your project.
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Develop The Right Expectations

Mistake #10
Not Having The Right Expectations About
The Entire Building Process!

I f any one ever tells you that they never encountered problems during the design and
building process, they either are lying to you or have forgotten the challenges they faced
during the process. Church construction is as much an art as it is a science.

There are so many moving parts, players, contracts, design clarifications, misinterpretations
and surprises that happen during the course of a construction project that it is literally
impossible for a project to be built without any hiccups. You may be fortunate enough to
have a church builder, church consultant that insulates you from the daily challenges that
they face, but | can assure you someone is facing them.

With all of that said, | can also say that by following the tips and steps that I have outlined
for you in this booklet, you will be further ahead of your peers who haven’t had the
opportunity to read this. Because you have, you will be much less apt to have a disaster
during the course of developing your project. In closing | would like to leave you with
some words of wisdom that | have come to live by when developing projects.

1. Take the time upfront to do your due diligence, preparation and inspections. Doing so
will save you months of time and possibly hundreds of thousands of dollars.

2. Pick Good Team-Mates. You are going to be joined at the hip for at least two to three
years so make sure that you have the right people on the bus.

3. All problems have solutions. While they may at first glance seem like the world is
coming to an end, usually if you take a deep breath, step away from the equation the
solution will present itself to you.

4. There will be disagreements between your team members from time to time. This is
normal and healthy. What is not healthy is not working together as a team to solve
issues and to come to a consensus that everyone can agree upon.

5. You will fail inspections and have inspectors ask things of you that were already
permitted and on the plans. Sometimes it pays to fight them; sometimes it pays to
accept it in order to win a bigger challenge later on.

6. Remember God is in control and He won’t give you more than you can bear, even
though it sure feels like it sometimes.
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THINKING ABOUT

BUILDING YOUR OWN
CHURCH

but donot

If you are dreaming to build your company a new office or %

service facility then you already know how hard it is to find
correct information. Just to find out what it would cost to
build can be a major undertaking. What kind of quality level is needed, which of permits
and possibilities you should know about before you start the actual project... it's a lot.

WHY NOT ASK A CHURCH DESIGN PROFESSIONAL FOR FREE?

For a short while, we are offering a completely free service called the Building Project
Requirements interview i and you get to ask a church design professional anything
you like to find out to help you be able to decide whether to start your project or not...
and when to start it.

Build-Masters Group is a church design and construction firm with experience in
helping prospective churches to get that vital information they need to really be
able to decide whether or not to go ahead with the building project.

N : We can honestly say that many times information received before the

¥ project can save you a lot of money. This is why we offer the interview
completely free of charge and with no obligation. We under st and
not ready to commission the planning of the building 7 and that you may
never use an Architect at all.

Call (866) 563-4581 to talk to a church design professional at no
charge or go to www.build-masters.com/free interview.html
You CAN get the information you need from a top construction expert so
much faster and easier!

So, why not use the opportunity?
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