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Case Study #1

Navigating
Federal
Compliance

How Strategic Consulting Support
Ensured Project Success

In a rural New England community, a nonprofit organization secured $1.5 million in
federal funding to construct its first centralized transit facility. However, with strict
compliance requirements and no internal project management infrastructure in
place, they needed expert guidance. Unicorn Consulting Solutions stepped in to lead
the organization through procurement, compliance, and capacity building, ensuring
the project remained on track and aligned with federal standards.
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The Challenge

Modernizing Transit Without a Centralized Facility

Background

A nonprofit organization in a rural New England community set out to modernize its
transit operations. As a community action agency, it provides essential services to local
residents, including ride-share, route deviation demand response, and dial-a-ride
programs.

To support these services more effectively, the organization needed a centralized
facility to house its administrative offices, maintain its vehicles, and coordinate
operations. Unicorn Consulting Solutions was brought on to provide project
management support and serve as a vital licison between the state Department of
Transportation and the local agency.

Pain Points

The organization had long operated without a dedicated transit facility, relying on a
decentralized structure for administration, maintenance, and vehicle storage. This setup
led to operational inefficiencies and higher costs.

Although they had secured $1.5 million in federal funding through FTA 5339 (Buses and
Bus Facilities) grants, the organization needed expert guidance to:

EzQ) Manage procurement processes in full compliance with federal regulations
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Build internal capacity to execute and sustain the project
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The Approach

A Four-Part Framework for Federal
Compliance and Project Success

To guide the transit agency through the planning and procurement phase of its facility rehabilitation
project, Unicorn Consulting Solutions implemented a comprehensive, hands-on strategy built around
four core pillars:

1. Procurement Support

Led the development of a Request for Qualifications (RFQ) for Architectural and
Engineering (A&E) services

Ensured all documentation aligned with federal third-party procurement requirements

Guided the agency through the competitive selection process

Facilitated successful advancement to the contract phase

2. Project Management Enhancement

¢ Developed a detailed Project Management Plan (PMP)
e Established clear project oversight mechanisms
¢ Created supporting documentation to ensure grant compliance

¢ Provided ongoing strategic direction throughout the procurement process
3. Capacity Building Initiative

e Assessed internal processes and technical capacity
e |dentified staffing and process gaps
¢ Provided recommendations to address deficiencies

e Supported implementation of improvements

4. Compliance Oversight

e Conducted regular reviews of project documentation
e Advised on federal requirement compliance
e Ensured ongoing alignment with grant requirements

¢ Maintained open communication between state and local stakeholders
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Key Deliverables

Tools for Success: The Unicorn Factor

Through hands-on collaboration with agency staff, Unicorn Consulting Solutions
developed a set of essential tools to support both procurement and project
management. These deliverables were tailored to the organization’s unigue needs
while maintaining full compliance with federal requirements.

Procurement Project
© Documentation §§§ Management Tools
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¢ Request for Qualifications (RFQ) o Comprehensive Project

 Qualification-Based Evaluation Management Plan (PMP)

Procedures ¢ Responsible, Accountable, Consult,

e Detailed Scoring Matrices for Inform (RACI) Matrix

objective proposal assessment  Risk Register for proactive risk
management

By working closely with agency staff throughout the development process, these
deliverables were customized to the organization’s operations. The result: clear
accountability structures, stronger decision-making frameworks, and systems designed
for long-term risk management and federal compliance.

"Thank you for working with us on the facility project. All your work has been very
helpful in getting the project to the point of where it is today! | have learned a lot and
am especially grateful for your guidance, feedback, and thoughts."

State DOT Staff
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Tangible Results. Long-Term Impact.

Under Unicorn Consulting Solutions” guidance, the transit agency achieved critical project
milestones while building sustainable internal systems that will serve future initiatives for

years to come.

\QQ Project
®O Achievements

e Established procurement procedures
aligned with federal regulations

e Advanced to the contract phase with the
selected A&E firm

e Successfully completed the third-party
selection process in compliance with
federal requirements

e Bridged the gap between internal
business practices and federall
compliance standards

Key Success Factors

e Early engagement and hands-on involvement

o Collaborative approach with agency staff

@@h Organizational

Impact

e Reduced administrative burden through
the development of clear, structured
deliverables

e Strengthened internal capacity and
implemented sustainable processes

e Prevented procurement pitfalls through
proactive guidance

e Enhanced staff understanding of
compliance and project management
procedures

e Strong focus on federal compliance and PM best practices

¢ Proactive approach to building internal capacity and processes

Conclusion

This case study demonstrates how strategic consulting, grounded in collaboration, compliance, and
capacity building, can drive the success of complex infrastructure projects. Through Unicorn’s
guidance, the agency successfully navigated federal requirements, completed a competitive
procurement process, and established a strong foundation for project execution.
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Together

Expert Guidance. Real Impact.
Federal Compliance Made Simple.

At Unicorn Consulting Solutions, we specidlize in helping mission-driven organizations navigate
complex regulatory landscapes, build internal capacity, and drive projects to successful
outcomes. From transit to infrastructure, we deliver strategic support tailored to your needs.

Contact us now

9 info@unicorn-consultants.com
@ unicornconsultingsolutions.com

@ linkedin.com/company/
unicornconsultingsolutions

@ 923 Haddonfield Road, Suite 300
Cherry Hill, NJ 08002
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