August 13, 2002


Facilities Engineering Division

Functional Leadership Plan

The Facilities Engineering Division provides leadership, consulting, a wide range of enabling and analysis tools, and insight for NASA’s real property to ensure that NASA has the facilities available that are necessary to meet NASA’s mission, that are safe and environmentally sound, are of the right type and size, and are affordable.  The Facilities Engineering Division will help NASA move beyond “brick and mortar” facility solutions by seeking out alternatives to ownership and new construction, and seeking out innovative funding mechanisms.

Mission

In all aspects of NASA’s real property (land, buildings, structures, utilities systems, and improvements and appurtenances thereto, permanently annexed to land), and in partnership with the Strategic Enterprises and Centers, we create opportunities to enable mission success.

· To ensure integration, best practices, and fiduciary responsibility for the Agency’s construction program;

· To provide Agency functional leadership for facilities maintenance;

· To provide functional leadership for Agency real estate management and master planning; and

· To be the “honest broker” to senior management, and those with external oversight, regarding the NASA real property programs, taking an agency-wide view in support of “one-NASA.” 
To accomplish the mission, the Facilities Engineering Division will strive for optimal real property performance by maintaining a global perspective; fostering continual breakthrough improvements; leveraging knowledge management, new technology, and buying power; searching for and promulgating industry best practices by participating with professional facility organizations; and providing appropriate advice and analyses regarding all real property matters for NASA.

Focus Areas

Planning and Real Estate: Providing a wide-ranging perspective of current and planned physical resources; fostering alliances with other agencies and organizations to increase reliance on national facility capability and to eliminate unnecessary redundancies; exploring new opportunities such as enhanced-use leasing, public/private partnerships, and privatization; exploring new technologies for facilities management and master planning; maintaining NASA’s real property inventory; and developing strategies and policies to implement Integrated Asset Management (IAM).

Design and Construction:  Fostering, evaluating, and facilitating opportunities to improve facility use, safety health, security, maintainability, and sustainability; leading the planning, design, and construction of facility projects; stretching the buying power of related resources and assessing whether they are applied efficiently and effectively; developing and applying best practices for maximum return on investments at lowest life-cycle costs.

Maintenance:  Lead the Agency in ensuring required facilities reliability and availability at the minimum cost; developing standardized “tools” and improvement practices that incorporate advanced maintenance methods and technologies; monitoring the condition and performance of the NASA plant; and advocating for appropriate NASA maintenance funding.

Resources:  Providing leadership and support for resources and analyses for financial management, budget development, and funds expenditures in all facilities areas; interact with external stakeholders including Congress and OMB; bring NASA facilities budgets in line with full cost budgeting; and fully support and implement Integrated Financial Management.

Goals/Objectives

In support of the NASA vision and mission, Enterprises, Programs, and Centers, the Facilities Engineering Division has three primary goals and associated objectives:

1. Reduce NASA real property:  
· Identify and dispose of excess NASA real property.
· Review NASA ownership of facilities; seek other alternatives where feasible and where it makes economic sense.
· Demolish unneeded and aged facilities.
· Utilize new authorities regarding exchanges/sales of real property.
· Seek alternatives to new construction.
2. Put “under-utilized” real property to work for NASA:

· Consider consolidation of functions and offices to reduce real property need.
· Utilize outleasing, and new enhanced use leasing authority.
· Seek third party financing/services-in-kind opportunities.
3. Sustain remaining NASA real property:

· Reduce NASA backlog of maintenance and repair.

· Reduce NASA revitalization rate.

· Successfully advocate for sufficient maintenance, repair, and construction funds.

· Bring in new technologies for NASA master planning, maintenance, construction, and facility management.

· Reduce the average age of NASA facilities, and therefore the cost to maintain NASA real property, through such initiatives as “repair by replacement” and demolition.

· Increasing look to third party funding (enhanced use leasing, energy savings projects, utility privatization, other privatization) for facility management.

· Develop other funding mechanisms for real property management that are aligned with full cost budgeting and IAM.

Metrics
Customer Service:  Improve the ratings received by the Division from the annual departmental customer survey.  Measure: ratings trend received from the customer survey.  Ratings: Red = declining trend; Yellow = steady state; Green = improving trend.

Revitalization rate: The rate at which NASA facilities will be replaced or revitalized at current funding levels.  Measure: Current Replacement Value divided by revitalization Construction of Facilities funding.  Ratings: Red = over 100 years; Yellow = 67-100 years; Green = under 67 years.

Backlog of Maintenance and Repair (BMAR) or Deferred Maintenance (DM): Eliminate growth of Center-reported BMAR (or headquarters reported DM once that measure is in place) through adequate maintenance funding, continued implementation of Reliability Centered Maintenance, and other new initiatives designed to reduced BMAR.  Measures: (1) BMAR growth trend.  Ratings: Red = Rising trend; Yellow = no growth;  Green = declining trend.  (2) Percent of BMAR to Current Replacement Value (CRV).  Ratings:  Red = over 7%; Yellow = 5%-7%; Green = under 5%.

Facility Age (or Remaining Life): Reduce the average age of NASA facilities through demolition and repair by replacement.  Measure: NASA facility age averaged Agency-wide.  Ratings:  Red = over 67 years;  Yellow = 50-67 years; Green = Under 50 years (note: ratings assume adequate maintenance has been done).  Note:  Remaining Life is a better measure that is planned for development for NASA real property.

Facilities Sustainment Model (FSM):  Fund NASA facilities maintenance to required levels as indicated by the FSM.  Measure:  NASA maintenance funding percentage of FSM requirement.  Ratings: Red = below 90%; Yellow = 90%-95%; Green = Above 95%.

Reduce Real Property:  Fund demolition projects both separately and in conjunction with new capability construction.  Measure: NASA-owned number of facilities and square footage trend.  Ratings: Red = number and/or square footage rises; Yellow = no change; Green = number and square footage declines.

Facility Safety Projects:  Ensure safety-related CoF projects receive high priority and track their accomplishment.  Measure:  Percentage of safety-related projects awarded versus planned in a fiscal year.  Ratings:  Red =  85%; Yellow = 86%-95%;  Green = 96%-100%.

Note:  The above metrics are those being used and tracked as of August 2002.  New metrics are being developed.

Functional Initiatives

Demolition Program:  We have requested a special fund to be used to demolish closed facilities throughout NASA.  The fund will be centrally managed.  This initiative will reduce infrastructure.

New Construction of Facilities (CoF) Prioritization Process:  We have proposed changing the process NASA currently uses to distribute CoF funding.  The proposal calls for the Facilities Review Board to prepare an algorithm to evaluate CoF projects submitted by the Centers.  Centers would submit unconstrained CoF priority lists.  The result is a CoF five-year plan based on Agency (corporate) priorities.

Real Estate Strategic Plan:  We are in the process of developing an Agency-wide strategic plan for NASA real property.  This plan will identify real property required to support NASA mission, and opportunities for real property disposal and outleasing.

Full Cost Compliance:  We have proposed a method to fund future CoF projects that will be in total compliance with full cost by using a landlord/tenant concept.  Programs will be treated as tenants, while Centers are the landlords.  The Programs will pay “rent” to the Centers.  The rent will include a capitalization charge that will fund future major repairs, renovation/revitalization, demolition and/or replacement of the facility.

Enhanced-Use Leasing:  We have proposed legislation to give NASA authority to enter into “enhanced-use” outleasing arrangements.  The authority will include allowing NASA to retain all payments received through leasing under-utilized facilities, and allow NASA to receive “services-in-kind” in lieu of cash for lease payments.

Streamlined CoF Process:  Ongoing restructuring of CoF to be more responsive to customer needs, including such initiatives as raising the minor construction threshold and providing increased flexibility to substitute minor construction projects within the program.  This will allow the Agency to react efficiently to the dynamics of changing priorities driven by unpredictable facility breakdowns and flexible windows to perform repair without impacting mission schedules.

	Present State------------------------------------------------------------------------------------------------------------------------------Future State

	Focus Areas 
	Core Activities
	Goals/Objectives, Near Term

	Goals/Objectives, Long Term

	Planning/Real Estate
Provide global Agency leadership for Real Estate Assets to enable and enhance support of NASA Mission, Strategic Enterprises and Centers.

	•Provide agency Real Estate policy and ensure compliance to federal guidelines.  
•Provide integrated master planning and utilization studies.

•  Improve management of agency portfolio to enhance potential usage.

•Lead Agency-wide automation of facilities management systems.

•Provide information and analysis to internal and external partners and other agencies.

	•Develop requirements for agency wide automated facilities management system in support of IAM.
•Actively pursue enhanced use leasing.

•Initiate and support Public/Private Partnerships.

•Develop and implement a NASA Real Estate Strategic Plan.

•Develop NPG for master planning process.

•Determine NASA’s use of uniform facility guide specifications utilizing SPECSINTACT software.

•Develop agency guidance for spatial data systems and CAD.

•Re-build the major facility inventory.

•Re-write Real Estate NPG.


	•Implement IAM for facilities management.
•Develop and publish enhance use leasing policy and regulations.

•Coordinate master planning process across Centers in support of agency wide cross cutting mission planning.

•Implement GIS guidance within framework of IAM.

•Improve utility of Major Facility Inventory and integrate with alliances and private partners.



	Design and Construction 
Lead NASA in the planning, 

advocacy, design, construction, and delivery of mission essential facility projects


	•Assure facility projects are delivered on time and within budgets.
•  Identify and imbed industry best practices for quicker delivery at minimum cost.

•  Assure facility projects are cost effective and support Agency safety priorities.

•Search with industry for breakthrough strategies maximizing return on capital investment.


	•Implement Sustainable Design as a NASA Best Practice to optimize life cycle cost and minimize effects on the environment.
•Conduct, review, & schedule the CoF Program to achieve a goal of efficient use of funds, defined by 85% CoF end-of-year obligations.

•Implement electronic 1509’s/1510’s, budget documentation.

•Establish baseline skills/needs to define facility “smart buyer.”

•Foster replacing, disposing, consolidating, demolishing antiquated facilities.

•Develop new partnerships & reinvigorate old ones.


	Implement breakthrough strategies and best practices that work toward National Construction Goals.
•Conduct, review, & schedule the CoF Program to achieve a goal of efficient use of funds (90% CoF end-of-year obligations).

•Paperless management of CoF Program.

•Facilitate core competencies to achieve “smart buyer” ability for strategic management of human capital regarding facilities/CoF.

•Facilitate/foster development of new facilities that enable break-through technologies.

•Fully integrate facilities planning with program and functional office planning.



	Maintenance
Ensure required facilities reliability and availability to meet NASA Strategic Enterprise missiongoals and objectives at the minimum cost


	•Identify and Imbed industry best practices and cutting edge technologies to dramatically improve reliability and reduce costs.
•  Lead Agencywide maintenance continuous improvement initiatives.


	•Dramatically reduce facility failures by imbedding:
  - Reliability-Centered Maintenance

  - Predictive Testing Developments

•  Lead the development of outcome metrics which measure mission activity vs. maintenance costs.

•  Performance Based Contracting

•  Deferred Maint. Parametric Est.

•  CMMS data standardization

•  Technical training for the Centers

•  Implement sustainment model for facility maintenance forecasting


	•Achieve > 90% scheduled availability while minimizing maintenance costs through:
  - AI and Expert Systems

  - Automatic Self-diagnostics

  - Building/Systems Automation

  - Full integration of Proactive

    Maintenance Processes

•  Full implementation of CMMS/SAP.



	Resources
Provide leadership and suppor tfor financial management and budget development in all facilities areas


	•Analyze Agency requirements for facilities resources.
•  Guide use of resources to achieve Enterprise goals.

•  Lead financial management to assure proper use of resources.

•  Retain credibility with NASA Management, OMB, Congress and other stakeholders through accurate, timely facility resource information

• Support Agency-wide financial management systems.

•  Provide facilities perspective to Agency financial community

	•Fully integrate fin mgmt of facilities resources into the Agency’s overall financial management processes utilizing IFMP.
•  Analyze use of facilities resources against Agency metrics.

•  Analyze Agency requirements for facilities resources in a full-cost environment.

•  Paperless release of resources & project approval.

•  Timely reprogramming of resources.

•  Improve communications with Congress and with Codes B&L.


	•Improve budget process for institutional facilities in full-cost environment.
•  Implement further improvements in financial management processes to take advantage of technological advances in automation and information systems
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