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DRAWDOWN SCHEDULES FOR DESIGN

This design bulletin provides guidance on creating and maintaining drawdown schedules, which are required for all projects that use funds to pay third parties (consultants, utilities, railroads, purchasing, ROW, and others). Drawdowns are not needed for local agency projects that do not use state funds.  

DEFINITION:

Encumbered Funds; Commitment; Still To Be Invoiced/Delivered: Funds that are reserved for a specific purchase requisition (to be paid to another party not internal to CDOT). These funds are no longer available for any other purpose on a project. Such funds are encumbered for, but not limited to one of the following: 

· Consultant task orders 
· Utility agreements 
· ROW purchases 
· Inter Governmental Agreements (IGA).  

Construction contracts also require drawdown schedules and are covered in the Construction bulletin for drawdown schedules.

GUIDANCE IS AS FOLLOWS:

In accordance with the February 1, 2010 Memorandum issued by Executive Director, Russell George, all projects are required to create drawdown schedules within the SAP system. The purposes of this policy change are as follows:
			
· To aid CDOT in becoming a “cash management” organization. 
· To providing more accurate time and cost estimates – before and after budgeting projects. 
· To enhance internal communication links at key times. 
· To provide a standardized tool and approach to project management. 

The memo regarding project Drawdown Schedules from Russell George is attached below:




Drawdown schedules must be created for all project phases that pay funds out to third parties including: Design, Environmental, Right of Way, Utilities, Miscellaneous, and Construction. Payroll, indirect charges, and construction engineering charges will be captured through other automated processes and do not need to be included in the drawdown schedules. The most common expenses that require a drawdown schedule in the Preconstruction phase of a project for their respective projects include, but are not limited to:

· Consultant Payments (invoices for task orders)
· Local Agencies (invoices from IGA’s) – Only if it has State Funding associated in the project. 
· Right of Way purchases 
· Utility payments through utility agreements (including railroads) - If the payment is through the utility phase, and not included in construction payments.


Drawdown schedules do not need to be entered for the months prior to issuance of this design bulletin. Data does not need to be corrected for discrepancies between actual cash flow versus the drawdown schedules for previous months.  Drawdown schedules need to reflect the current remaining amounts of encumbered funds.  Drawdown schedules need to be updated monthly for all eligible projects. Drawdown schedules need to be entered for all fiscal years in the future for which the project will continue.  

Drawdown schedules should be entered as soon as funds are encumbered for each Work Breakdown Structure WBS element (12345.10.XX) .  Drawdown schedules should be updated monthly for all future months for the remaining encumbrance.  Consultants are required to provide drawdown schedules for their monthly billings, but this must be entered into the SAP system by a CDOT representative.  The schedule should reflect the time it takes to process the invoices and get them paid.

Instructions for entering drawdown schedules into SAP can be found at the following link:

cjr2 - create drawdown schedule

Online resources are also available at http://saptraining.  Select Document Library  E-online learning  Project SystemsDrawdown schedules . These include e-learning courses on how to complete a drawdown schedule (Drawdown on-line e-learning). 

Below is the highlighted information needed for drawdown entry into SAP:

(1) To review the consultant pay amounts, use transaction ME2J and enter the project number.  The transaction will display all purchase orders for each WBS element.  Drawdown schedules need to be performed on the “Still to be delivered” and/or “Still to be invoiced” amounts on all purchase orders for WBS elements (xxxxx.xx.xx) . 
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You will need to add up all the lines of still to be invoiced or delivered for each task order. In the example above you would need to add up $5,842.51 + $50,443.72 + $766,323.35 for the total amount for potential drawdown.  

Another option is to use ZJ40, then find the encumbered funds column for the project and WBS element for the amount that could be paid to a third party. In the example below, a drawdown schedule is needed for the Encumbrance column in 12812.10.40 in the amount of $822,609.
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(2) To enter a drawdown schedule, use transaction CJR2.  The following fields need to be entered:
· Planner Profile: ZWBSCF – CDOT Cash Flow Profile (i.e. Drawdown, F65 Plan Exp)
· Version: ZCF – PS Draw Down Version
· Fiscal Year: The fiscal year you wish to perform a drawdown schedule (Note: each fiscal year will require a separate drawdown schedule)
· WBS Element (to): Enter the WBS element(s) that need(s) a drawdown schedule (i.e. XXXXX.10.10, XXXXX.10.20, XXXXX.10.30, XXXXX.10.40, or XXXXX.10.50)
· Grant: NON-GRANT 
· Fund: 400 – STATE HIGHWAY FUND or 538 – SW BRIDGE ENTERPRISE SPECIAL FUND (Only for Bridge Enterprise Projects)
· Functional Area: NOT RELEVANT
· Cost Element: 4010000000 – PROJECT DRAWDOWN SCHEDULE
· Entry: Form-Based
When prompted, enable Macros by the security window.  Unprotect the sheet from the Microsoft Excel menu in order to enter drawdown values.  

(3) To review previously entered drawdown schedules, use transaction CJi4 with DRAWDOWN SCH variant entered into the Variant field (remove user name from the Created by field) and enter the project definition. Link to cji4 instructions: CJi4 display drawdown schedules 

For support on creating and maintaining project drawdown schedules, each region has a drawdown support representative:
· Region 1: Jessie Morehouse
· Region 2: Laura Zamora and Michelle Malloy
· Region 3: Rocky Baker
· Region 4: Bryan Schafer
· Region 5: Karen Peterson
· Region 6: Earl Selvage
· Headquarters: Darius Pakbaz and Allison Wilson

There is a report that will track accuracy and it will be sent to the Region representatives on a monthly basis.  

LOCAL AGENCY PROJECT GUIDELINES:

To locate local agency projects, use transaction ZJ40 in SAP and enter your Resident Engineer, and filter the Advertised field by “L” which means “Local”. 


When the report is executed, review the report. 
“S” means State funds, “L” means Local funds, “F” means federal funds.


If the Local Agency project is advertised by the Local Agency and only had Federal and local match, no drawdown schedule is required for that project.  This should be the majority of local agency projects. For example, project 17055 above does not need a Drawdown Schedule because it only shows “F” for federal and “L” for Local. 

If the funding type showed an “S” then it would need a drawdown schedule for the entire encumbered amount. If a project is advertised by CDOT, the project should have a drawdown schedule completed even if it is funded by a local agency.

FREQUENTLY ASKED QUESTIONS:

When do I enter in my drawdown schedule or update it to make sure it is within the month of the payment?

When you get a consultant invoice, utility invoice or make a ROW purchase (for preconstruction drawdowns) you should update your drawdown to coincide with the time when the invoice or purchase will be paid. Your drawdown region representative may choose a specific date to update schedules or you may choose the best time for you to do it. If most expenditures occur within a month or two of when you estimated the Drawdown Schedule, this should be good enough for estimating cash flow. However, try to get the drawdown in the month it occurs, especially for bigger projects.  The larger the payment the more accurate you need to be forecasting it on the Drawdown Schedule.

For ROW, Railroad, or Utility projects I don’t have control over when these funds will be paid or be billed from the agency. How can I do a drawdown for these types of projects?  

Do your best to guess on when these funds will be paid. Since they are generally a one-time payment type of drawdown, you only need to put the full project or estimated amount sometime into a future month. When that amount gets close to the present month and you still have no idea when the invoice will be received or the property will be bought, then just move that payment out a few more months. Repeat procedure until the project is paid or until you have a better time frame of when the payment is expected to be made. 

Is someone (Region support or HQ) expecting the reported drawdown to be within X% of the encumbrance or 100% accuracy?  

Right now there is no specific accuracy figure that is expected. The information is being gathered on how accurate the drawdowns are to see how we can use the data  to forecast cash flow. The bigger the project and funds encumbered, the more accurate the Drawdown Schedule should be.   

How do you determine that percentage or 100% accuracy?
There are reports being developed and generated to give feedback on accuracy of the drawdown effort that will indicate your percentage of accuracy. These accuracy reports will be distributed to the region representatives for drawdowns so you can get feedback on how accurate your effort will be.  


What happens if the encumbered balance and drawdown schedules do not match?

Many project drawdowns and the encumbered balance will not match. In order to be accurate, you need to show the actual amount you expect to spend not just the total amount that you could spend. 
Examples are: 
1. A consultant working on a design task order and an under-run is expected with some funds to remain. 
2. A railroad payment is less than what is encumbered

Is a drawdown required if a project has an encumbered balance yet no further project-related payments are expected? 

If you know there will be no more payments to a project, you can either enter $1 each month for the remainder of the fiscal year or just set to zero. If you put the $1 in the field, it shows a drawdown schedule was entered but funds are not expected to be spent. If you leave it blank, others may think a schedule was just missed. Coordinate with your region drawdown representative on the best way to communicate these circumstances.  

What if I entered a drawdown schedule for a local agency project and didn’t need one because there are no state funds? Do I need to take it out?

You do not need to remove a drawdown schedule in SAP from a project where it is not needed.
Drawdown-Project-Memo2-1-10.pdf


MEMORANDUM
DEPARTMENT OF TRANSPORTATION
Executive Directors Office OT1
4201 East Arkansas Avenue
Denver, Colorado 80222


FAX (303) 757-9656


DATE: February 1, 2010


TO: Division Directors, Regional Transportation Directors, and Office Directors


FROM: Russ George


SUBJECT: Project Draw Down Schedules


In January 2008, RTD Kuilman made a presentation to the project engineering staff of CDOT


entitled, “Controlling Our Critical Path: A CDOT Guide to Better Project Management Practices.”


In this presentation he noted the reasons why CDOT is implementing project draw down


schedules and the requirement for accurate and timely draw down schedules for all projects.


These reasons include:
• Aiding CDOT in the move to a “cash management” organization.


• Providing more accurate time and cost estimates — before and after budgeting


projects.


• Enhancing internal communication links at key times.


• Providing a standardized tool and approach to project management


Accurate and effective cash management is important not only to the Department as a whole


but particularly for the project oriented elements of the organization. The reason for this is


simple: At contract award, CDOT encumbers all funds to pay for the entire project or task


order. Once this occurs, the funds to pay for the project must remain on deposit in the State


Treasury for disbursement as payments to the vendor. As of December 2009, the Department


has nearly Si billion encumbered for projects. Although this money earns interest, absent


accurate cash forecasts it remains “locked up” in what is effectively a low interest account.


Accurate drawdown schedules can improve CDOT’s prediction of expenditures. By knowing


the amount of cash needed to make payments, CDOT can tell the State Treasurer how much


cash it needs and when it is needed. Doing so provides CDOT with a more accurate reserve


balance which either allows the State Treasure to invest CDOT’s cash balances to meet our


needs and earn higher rates of return or permit the Department to seek an exception from the


State Controller to the requirement to “lock up” all the funds to pay for a project at time of


award. Either approach will ultimately allow for the implementation of more projects. In


addition, both ARRA funding and the Bridge Enterprise projects require specific knowledge of


when exactly funds will be expended.







Although the draw down scheduling process was developed and available in SAP over a yearago, cash management development was not complete so the Department was not in a positionto fully utilize the information contained in drawdown schedule. In December 2009, however,the Department completed its efforts to design, create, and implement short and long term
cash management programs within SAP. The single largest component of the Department’santicipated expenditures are project related and the program depends upon accurate
drawdown schedules to provide accurate forecasted cash balances. Although some of the
regions have been working to get their drawdown schedules in SAP, we are still missing a
significant amount of information from the regions as well as headquarter projects.


Absent good draw down schedules, it has even been difficult to test the new cash forecasting
models. I know everyone is working exceptionally hard right now, and this seems like justanother assignment, but this information is critical to successful cash management. I ask thatyou please take the time to discuss thisissue with your staffs as soon as possible and ensurethat these schedules are entered timely and maintained monthly. OFMB requests the entry
and/or update of all CDOT administered projects by the end of April. For local agency projects,we are requesting that draw down schedules be completed by the end of June. Of course if weget another Job Bill, we may have to reconsider that date. Schedules need to be entered for thefollowing phases of work:


• Design
• Environmental
• ROW
• Utilities
• Misc.
• Construction


Remember that you only have to enter drawdown schedules for contracted work. Contractedwork includes grants such as: safety, research, transit, CPG, transit, if we are paying someone
else to perform the work. Contracted work would also include payments to local agencies forprojects done by them. We will capture payroll, indirect, and construction engineering chargesthrough other automated processes.


Convenient on-line training is available through John Eddy and the Transportation Engineering
Training Program if your employees have not had or need refresher training. Thank you in
advance for your cooperation on this very important issue.
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