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1.1.
Overview.  The project scope and budget underlie all phases of a project from conception to completion and form its requirements.  The scope and budget for a project are developed through the budget process, i.e., the Federal Budget Process.  

Project development has been delegated to the VISN’s.  Accordingly, Project Managers (PM) have little involvement in the development of the scope and requirements for a project.  However, there are times when a PM is asked to participate because of his familiarity with a facility.  In any case, it is important that a PM be familiar with the Federal Budget Process in order to understand how the project was scoped and estimated. The period from when a project is first identified until the time a project is authorized, funded, and implemented constitutes the Federal Budget Process.  There are several interim milestones, but the process consists of three major parts: 

· Agency Planning & Budget Development

· Submission / Review / Approval 

· Implementation

1.2. Agency Planning & Budget Development.  
Capital Asset needs are identified by the medical centers (MC).  Their applications are submitted through the Veterans Integrated Service Networks (VISN).  

After the project application is submitted by the MC, the PM will obtain and review the application and review the estimate with a Facilities Management (FM) estimator and the local chief of facilities management service or project coordinator.  The PM then submits the review to Project Management Service (183B).  

Resource Management Office (182) is currently responsible for managing and coordinating the project application documents with VHA Offices/VISN’s/Medical Centers.  The newly established offices of Office of Asset Enterprise Management  (OAEM) and Capital Asset Management and Planning Services (CAMPS) will also become involved in this process.

In most VISNs these proposals are reviewed and evaluated by a network-wide planning committee.  The proposals are ranked and decisions are made on when the different projects should be developed.

The Office of Policy and Planning (105) issues the Strategic Plan Call in early spring.  The Network Capital Asset Plan accompanies the VISN’s submission in Central Office at the end of October.  The Office of Facilities Management reviews the Capital Asset Applications and coordinates refinements with THE VAMC and VISN staff.  

The Departmental call for Applications to be submitted to the Strategic Management Council (SMC) is issued in February and the refined Applications are forwarded to the Council in late spring.  Applications are reviewed and rank- scored by the Capital Investment Panel.  Major construction, large leases, major equipment, and information technology proposals from VHA, VBA, and NCA are all scored together.  The Capital Investment Panel forwards budget recommendations to the SMC in July/August and the Council determines the initiatives that will be submitted for funding.

1.3. Submission / Review / Approval.  Project Prospectuses are prepared 
by Office of Facilities Management (182) and the Chief Financial Officer on approved projects and are submitted to the President’s Office of Management and Budget (OMB) in September.  OMB evaluates proposals and returns their “Pass-Back” in November.  The pass-back conveys the changes that OMB recommends and establishes program dollar level.  The VA Office of the Assistant Secretary for Management coordinates the VA  “Appeal,” and this is returned to OMB in December.  OMB considers this appeal and an agreement is negotiated between VA and OMB by the end of December.  
VA edits and updates the project prospectuses, based on the agreement with OMB, in late December.  The completed budget submission is sent out for printing and binding and is submitted by the President to Congress in conjunction with the State of the Union Address in late January or early February.
Immediately after receipt of the Presidential Budget Submission for the year, Congress proceeds with the review and reworking of the submission.  The budget proceeds through three concurrent tracks toward the passing of a budget resolution, an authorization bill, and an appropriation bill.  

Upon receipt of the Presidential Budget Submission, the Congressional Budget Committee develops an overall budget plan.  To do this they must consider revenues and decide how they will be divided among all the Appropriation Committees.  As part of this plan, limits for funding by category and guidance on how to reconcile differences between the committees involved are provided.  The resulting report is a jointly agreed-to budget resolution by the Senate and the House.  Presidential approval is not needed for the budget resolution.

The seventeen Authorization and thirteen Appropriations Committees start their reviews of the Budget submission upon receipt.  The submission material is supplemented by input via the Conference Report on the Concurrent Resolution on the Budget.

The Authorization Committees are responsible for authorizing programs and projects.  They also recommend appropriation levels.  The authorization measures are forwarded to the President in the form of a bill.   

After receiving input from the Authorization Committees, the Appropriation Committees provide for the funding necessary for programs and projects.  Their funding recommendations are forwarded to the President for signature in another bill.  
Once the President has signed both the authorization and appropriation bills, there is an approved Federal budget for the year.

1.4. Obligation of Funds.  The implementation stage involves the obligation of the funds for the specified purpose.  The funds are obligated by means of contracts and purchase orders.  In order for the funds to reach the level needed for obligation, they must pass through a set of funding controls.  These controls are appropriation, apportionment, allotment, allowance, suballowance, and control points. 

The final stage of the process is the tracking of the appropriated funds until complete payout.  Because major construction funds are no-year funds, the funding is managed over many years.  This includes the accounting related to obligations in the Financial Management System used by the VA. 

Obligations are tracked by means of an internal document, the operating plan. The operating plan is used by the Department of Treasury to project financial needs.  This is essential to determine the number of bonds issued during a period.

1.5.
Key Documents Resulting from the Federal Budget Process.  Ideally, a project as submitted by the President will be funded as requested.  If so, the estimate created in support of the project prospectus will match.  There are times, though, when this is not the case.  In such cases, a determination must be made as to the scope of work that matches the revised estimate.

The project estimate used in the prospectus is as included in the Construction Project Cost Estimate form.  It is essential that the estimate prepared in support of the budget submission be matched with the prospectus (there are frequently numerous estimates developed for a project).

Not all values included in the Construction Project Cost Estimate are included in the project prospectus.  A matching form titled, “Project Cost Summary” is prepared based on the budget estimate.  Although this summary does not show all the factors used to develop the project, the total amount is the same.

Finally, the key and possibly the most important document resulting from the budget process is the project prospectus.  Much information is provided in the prospectus.  The two major sections are the scope of work and the total estimated project cost.  The first is provided in Section III and the second in Section X.  Once the President has approved the project, the scope and total estimated project cost are locked.  Any increase or scope change above $250,000 may only be changed by returning to Congress via OMB and advising them of a reprogramming or a cost limit increase.  An increase or scope change of $250,000 or less can be approved internally.  

If, at the time of construction award, the low bid is less than the amount included in the prospectus estimate, the project budget is reestablished to reflect the low bid.  The extra funds can be held on the project as a reserve or returned to the working reserve.  In the working reserve, the funds can be transferred to other projects for use.

1.6.
Design Period Cost Control.  Once the prospectus has been published, the PM creates a Design Period Cost Control worksheet.  
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