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Chris Hodges, P.E., CFM, LEED-AP, IFMA Fellow, FRICS
Principal of Facility Engineering Associates

« Chris is a founding Principal of Facility Engineering Associates, with
over 35 years of experience in facility management and operations.

* Heis a Registered Professional Engineer, Certified Facility
Manager (IFMA), and LEED AP (USGBC).

*  Chrisis a Fellow of The Royal Institution of Chartered Surveyors
and IFMA. He is co-author of Sustainable Facility Management, the
Facility Manager’s Guide to Optimizing Building Performance.

*  Chris is an IFMA Instructor in all of IFMA’s credential and
professional development programs and was the lead Subject
Matter Expert in the Sustainability Facility Professional (SFP)
credential program.

* He teaches sustainability and facility management in Catholic
University’s FM graduate program, for George Mason University in
their FM certificate program, and in Rice University’s IFMA course
offerings.
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Learning Objectives

Understand the role of organizational drivers
In choosing KPIs

Choose the right metrics and KPIs

ldentify the elements of a good facility
management report - who are your
stakeholders and what do they need to hear?

Demonstrate alignment with organizational
mission
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Starting with the end in mind...

KPls

doesn’t mean skipping to the end.
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“We want to use industry standard KPIs
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Customer Satisfaction — Customer
Top Ten WO Trouble Codes
Workforce Productivity - Process

00N B WN =R i

'.'.:'.::,:7"' = | WOs Initiated by Staff as Result of Inspections/RCM
2= 15. PMto CM Ratio
s PM Schedule Completion Rate
1= Workforce Productivity
Work Distribution by Type
e —— = | 9. Open Work Orders (WO) by Type

ettt o] T 10 WO Completion Targets

e eh ea—— wa i| 11. Change in Facility Condition Index (FCI) - Financial
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What is Important to Your Organization?
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What is Important to Your Organization?

Be the best Provide quality goods
widget producer at a good price to our

in our industry customers

Provide full
MV I - 1HIULIeS r©

: E :
nation’s L ar?d clientele
treasures preserve life

Provide world Maximize profit

class guest Be a world class to our investors
: educational
service

institution
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The FM Team and where it fits . . .

The FM Team
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The FM Team and where it fits . . .

The Organizational
Context

INPUT PATHS
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* The Building
Blocks of a
Strategic Approach

» Facility Operations
Overview

* Telling the Story
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Where to Start

- Measure &
Prioritize Implement

Monitor
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Regulatory Drivers

“...It is therefore the policy of the United
States that shall
Increase energy efficiency;

their greenhouse gas
emissions from direct and indirect
activities; water
resources through efficiency, reuse, and
stormwater management; eliminate waste,
recycle, and prevent pollution; leverage
agency acquisitions to foster markets for
sustainable technologies...”

-Federal Executive Order 13514
October 8, 2009
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Energy: Voluntary and Mandatory Disclosure

¢ %, SO

¢ N\ ter County, NY i
inneshiek County, 1A (@ 7/ é \\\ Pinth A O New York, NY
hicago; \%@ est Chester,
| 1y i ashington,
e 0 inci i X

@‘Qentral Florida

1

o Local Benchmarking Policy . State ARRA-funded Program
N
N B .
o Local Voluntary Program \\\ State Benchmarking Policy
. h 7/
* Local Benchmarking Policy // State Voluntary Program

and Voluntary Program
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Sustainability as a Driver

Sustainability Reporting guidelines (G4 Guidelines)

Environmental Performance Aspects

e Materials SUSTAINABILITY \ Global
* Energy G425|:82L$‘G P — @ﬁﬁ?{.‘&?
* Water T
* Biodiversity

* Emissions

 Effluents, Waste

* Products and Services
* Compliance

* Transport

e Overall

* Supplier Environmental Assessment

* Environmental Grievance Mechanisms
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Financial Drivers

1. How much money do we need?
2. Where should it be directed?

3. How do we know we are using our
resources wisely?
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Defining Outcomes

We have great customer service

We manage our finances well

We have very limited down-time

Timeliness of response
Reliability of services
Work quality

Positive interactions

Improve capital budgeting process for
long term needs
Cost effectiveness of work performed
Cost of facilities

Manage scheduled down-time for
lowest impact

Improve critical system reliability
Perform the right about of maintenance
at the right time
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Evaluate Drivers

and Define
Outcomes

\_“m—

Prioritize

Effort/Benefit

4 MEA3

Effort
B o
o o N ® o 5 B

wp4a
w

5 6
Benefit

Measure &

Monitor
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Selecting the Right Metrics
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We like to think that more information drives smarter decisions; that the more
details we absorb, the better off we'll be.

-Ron Friedman

Why Too Much Data Disables Your Decision Making
SO TR TS
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Metrics Can Be Driven By...

1. Financial performance SALES
requirements

2. Mandatory reporting -
requirements (resource use,
pollution)

3. Voluntary reporting
requirements (corporate
citizenship)
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Metrics vs. KPls

Metrics

A KPl is a core
metric that defines
top level success
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Choosing Metrics

Be the best

W | d get p ro d u Ce |" Have great customer service * Timeliness of response
* Reliability of services
1 1 *  Work quality
I n O u r I n d u St ry * Positive interactions

Manage finances well * Improve capital budgeting process for
long term needs

» Cost effectiveness of work performed
* Cost of facilities

Reduce down-time * Manage scheduled down-time for
lowest impact
* Improve critical system reliability
* Perform the right about of maintenance
at the right time

3. Workforce Productivity - Process
4. WOs Initiated by Staff as Result of
Inspections/RCM

5 PM to CM Ratio

6. PM Schedule Completion Rate

7. Workforce Productivity
8
9

Work Distribution by Type
. Open Work Orders (WO) by Type
10. WO Completion Targets
11. Change in Facility Condition Index
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Information Sources

v" FM Information System

v’ Staff

v’ Internal Surveys

v' Utility Companies

v’ Service Companies

v' Vendors

v’ Building Automation System
v Energy Management System
v’ Other Internal Systems
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Implementation & Monitoring

"_____—--F____\

{

Evaluate Drivers
and Define

Prioritize
Outcomes
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Implementing a Performance Management System

Mission

Vision

Values

Organizational

Level
(e B v et : J““Z?ZEEE

- ji===muE Facility

e BSC Management

Performance \janagement Level
Management System Plan
= . : Metrics
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Performance Management with a Balanced Scorecard

» A carefully selected set of
guantifiable measures
derived from an
organization’s strategy
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City & Country Clubs

The Balanced Scorecard as a Performance Management Tool

&

v Functional (process) metrics
=  Work management (work orders)
= Workforce effectiveness
= |abor efficiency

% = FM learning (Learning & Growth)

)

(\/ Customer (survey-based) metrics v’ Physical performance metrics A
= Customer satisfaction =  Energy consumption
=  Workplace comfort & productivity = Water consumption
=  Work downtime = Building condition
J . J
) )

v’ Financial performance metrics
= Space cost
= Qperational cost (Custodial, 0&M, etc.)
= (Capital Budget (% of Replacement Cost)

\ = Total Cost of Ownership (TCO)

J

In BSC format

Physical

Financial
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The Balanced Scorecard as a Performance Management Tool
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Custodial QA Inspection Hits <5/Insp. [ 5-10/Insp. | >10/Insp. |Confirm quality of service, ID trends
Emergency Response Times <15 min. 15-30 min. | >30 min. [Measure of time to respond to emergencies
Percent of Rework (call backs) <3% 3-5% >5% Work quality. Repeat call on closed WO
On-Site Supervisor Time >65% 40-65% <40% Measure of supervisor interaction with customers
Annual Customer Expectations Calibration APPA L1 APPA L2 APPA L3 [Measurement of APPA level of service
Proactive Manager Contacts w/ Customers >1/qtr 1/qtr None Proactive solicitation and PR to customers for feedback
Customer Satisfaction >95% 90-95% <90% Survey results of completed CMWOs
Percent WO with Customer Feedback >15% 10-15% <10% Measure of customer feedback on work orders
Top Ten WO Trouble Codes # & Type # & Type # & type | Trade skill requirements
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Measuring and Monitoring

Building
(physical) data

Process level

. . [& izational
Organization reanization:

Strategy -

* Produce a product or Mls§|un

provide a service Vision

* Satisfy stakehold Values

eememene /T mepires____ .
Facility [ o FM Drivers
mmunity commitments,

Mana i

{}[nnumus 4F supports

Strategic Facility Plan
Operational Structure

Supports, aligns with organizational
straiegy and FM Drivers

Operational Plan
+ Functional (Work
Management)

Operations

Creates

Procedures
+ Tactical initiatives
for improvement

Project Explorer - (9 applications)
-
AnalytiX Catalog
4 g locamost
» B Anaiytix

=0 Building Performance KPI g

Area Status
4 puilding 1 | 83
Building2 | =&
Building 3 HE
Building 4 | 58

Buildingijii
Building 6 | aam
Building7 | &&
Building 8 | =&

Weerait®n-|

Contact List

@ Ol teon. (1) Martonarce Towm Comvator
@tauwdon (1) Martenwrce Team Cpmrator
@rebole Water (1) Martenarce Team Coerator
@ Qadtimorge ) Sperver

# 3¢d vew em

Building Data

Building
(physical) metrics
dashboard
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Measuring and Monitoring

Functional metrics

Management
level

3 Process

L Organizational
Organization Strategy -
+ Produce a product or Mission
provide a service Yision
= Satisfy stakeholders Values
» Generate revenue Tnspires
Facility Co SRR
mmunity commitments,
Management Sustainability initiatives, Regulatory
J_Linfluences 4 Supports
Drives Strategic Facility Plan
Operational Structure
Supports, aligns with organizational
strategy and FM Drivers
. Operational Plan
Operations +Functional (Work

Management)
+ Physical workplace

Creates

du
alinitiatives
provement

Data

+ Tac
e

City & Country Clubs

Process

Measurement Target
Information Provided Input / Data Required MmS Tvp:. el
6 ¥ R Metric Level
) Measure of workforce distribution WO type for PM and
PM to CM Rati >80% 65-80% v P 2
° effort Demand/Corrective focess
PM Schedule Completion Rate 295% 85-95% Measure of PM program effectiveness ::;haduwm schedule and completion v Process 123
Overall of work distributi
Woerk Distribution by Type Trend Trend bvem Measure of work distrioution v Process 2
¥ type WO per Work Type (or Category)
Open Work Orders (WO) by
T\:: ° ers (WO) by #&type | #&Type Areas of needed service/support WO status, type, and date v Process 23
. 30-59 Schedule compliance & aging by WO WO status, type, generation date, and
p . type, 3 v
WO Completion Targets 30 days days type {varies by piorty) current date Aging) Process 23
Ne. WOs sorted by Fault or Troubl
Top Ten WO Trouble Codes & Type | #&Type Trade skill requirements c:de sorted by Fault orTrouble v Process 23
. Time spent on PM or CM (wrench Time records of WO labor for PM and
Warkfarce Productivity >60% 45-60% ) ) v Outcome 123
turning) CM (wrench turning)
Emergfancv Response Time o T Measure of c.omnllance in responding Estahhshe_d response time standards v Outcome N
Compliance to emergencies and WO times
Materials On-Time Delivery >97% 90-97% Measure of inventory planning Maintenance WO awaiting parts status v Process 3
performance
Maintenance WOs Awaiting Trend Trend Measure of inventory planning Total # of WO on hold awaiting parts / v Process 2
Parts (%) performance Total #WO

Workforce

Functional
metrics
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We Started Here...

What is Important to
Your Organization?

Now, tell the story!
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TeIIing the Story

Tips for Success

1. Know your audience and how
people think

. Sketch it out
. Use graphics
. Use trends

o B W N

. Include the future as well as
the past

6. Keep the focus on the right
information
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Know Your Audience

An Investment in
rganlzatlonal Success
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Sketch it Out
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Use Graphics

Condition Index

- Excellent

L__n___I S,
w
=
K e N
. o B _"’J‘\_
. 7 ",:"'"";
b
o)
=
o, Q =l
I -]
L 3
1 J
€

%}% Invest S24M
2008

Mission Criticality & Capital Needs
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Use Trends

Healthy People Impact Profits

Through these programs, the

[HEN
)

company reduced employee sick

time

Reducing sick time by

Avg Annual Sick Days per
Employee

el ol e
ON DO OWMONDMO®

1 day

per employee

per year...

Estimated savings: $105,000 each 2003 2004 2005 2006 2007 2008
year Year

Based on 1,750 employees, average cost $60/employee
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3,000,000

2,500,000 -+

Energy Consuption (kBtu)

500,000 -

2,000,000 -

1,500,000 -

1,000,000 -

Include the Future

2010 2011 2012

=== Total Elec Usage (kBtu) mTotal Gas Usage (kBtu)  =———Annual Cost/SF

$12.00

$10.00

$8.00

$6.00

$4.00

$2.00
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Reporting

T o s s s s 1

rzararaiion
Excootire Smmmary
Lord 1T o . G S F=a
Moo b a2 = e el e o ez e el o T e |
S —————
- [E—. r
S M S RSy S P p———— -

S e e e e ey | L e s e o
e T ™
.

T T e L

sl g e i e ik e
L e T Sy e
ek s = w

- gl e w
T T T --...1.7-.;..- a

e Targeted to your

audience

* Reports progress

using selected
metrics

e Paints a picture for

future success
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Case Study: Golden Gate National Parks Conservancy
Addressing Alignment & Drivers: A Strategic Facilities Plan as a reporting tool

Organizational Strategy
* Produce a product or

Mission
Vision
Values

provide a service
* Satisfy stakeholders
* Generate revenue

STRATEGIC
FACILITIES
PLAN

FM Drivers
Community commitments, Sustainability
initiatives, Regulatory requirements

Strategic Facility Plan
h Operational Structure

[ Supports, aligns with organizational strategy
and FM Drivers

Operational Plan
+Functional (Work Management)
+Physical workplace

Operations Procedures
+ Tactical initiatives for
improvement

Operations

Creates

|l ':lwm!'i_
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COLDENGATE Addressing Alignment & Drivers: A Strategic
Co T .
ey Facilities Plan as a reporting tool

sehancs the park vestor axpernionce, and bsd
3 commenity dedicated to consarvieg tha
parks for the future.

i
INSERVANCY VALUES D
&

CCOMPLISHMENT Wo valus:
Hasuts, accountsbity, high
standards of qualty, and 3
commitmant 1o gatting things
dona for tho parks.

To appart the Conservancy’s missicn, the
Facities Dopartment works 1o provida

3¢, functionsy, and (viting tacimes that
battar seeve the public; tho Consarvancy's
sducationa, intarprotive, and programmatic
functions; and the admnstrative toundation

OLLABCRATION Wo valus:
Strong and respecthd working
rolationships with our colicegues

that ansbies thom.
2% the National Park Servica,
Prosidic Thist, 3nd other partnar
organizations. y ’ e

OURKEY DRIVERS

(®) T=amwoRK We valus: Unky,
postive astitudes, and puling Abova atl, the Faciibies
togeshe t0 shara taionts, Dopartment works o peovido an
resowcas, and candsd fosdback enwtronmant hat s safo for park

17 pursug of 3 common purpose. Vistors, staft, volurtoers, and
contracted empioyoes. Wo are
rmpeowng our shilty to smsess o
roisted o performing Facitios txks.

() anovanon wevake:
Cretive ways to sccomplish
our mission, rawing row KT
and inspiration from across the
organtzation and from pionoers in

ERVICE Wa know the importance of
keoping tha doors cpen, tha rovenus

the Ncid =irosm fioweng, and publc angagment
. actwve. Wo aim for quick tumaround

X 10N We valug:

Siratogc and proacive plannng, with minimal deruption when

sound financiil managemant of schadutng and performing faciities

projects/programs, and clesr Sl

compnicaticn. @ . "
N (#) przsErRvATION The sbundant cuftural
® m ATION We resources of cor parks guide our

value A logacy of improved parks maintenance doctsions. Wa recognizs

that not coly are we execsEng
maintananca basks bt we 3o
presarving historic assets. Historsc and
enveonmentd praservation are crivers
for cur work, and estableh 2 standaed

i L to which It ts executed.
our resources (such 25 staff, budget),
We 20 Improving our work Bow
peocesas and 260 abik 10 effectvaly
monage the mantenance noeds of our
facizies 1 2 imely mannar and within
budgot

with timaless apposl, long-tarm
stowardship of resources, 2nd
engagement of young peopic and
dverse communities

@® SONMENT Wework in 3 park
Whare 0ur Rt [EECUTCRS 3rS Procious.
Wo strive to minimizs the Impact of cur
facHities on our emvronmGnt.

OVERVIEW BURLDINGS SUMMARY APPENDIX 12
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. . WHO DO WE REPORT TO?
- ‘asalisisan botwoer fha Corsarvancy stakahidors
oy and the cutside vendors and Park Fartners who
Busding Oesupantz ‘sorvice cur tanilfics, we comnkcato with many.
e pecple on 2 daity basis. EMfective cormmunication with
e aur staksholdors I 3 priority.
Park Partners.
Feactive Maintenznas Comractors — Plursting
Handyman
Bectricy
eropctcenerd comractos—| - HOW DOES FACILITIES FIT? nue @msassu»s
" BRESIDENT EXECUTIVE VICE
Fumeal ANDCED PRESIDENT AND OO
Matenas Suppikrs within s decentraitzad bulling management madal,
Routng Maintenance Contractod
= 5 tho own maistanance actities.
1201, ha Censarvancy mensgamare recegntisd o .
HUMAN RESOURCES
aar Fechms et e VA i Besmacss
At that time, and
‘can banefit from straamined processes, scenomy of —
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4 POTENTIALLY URGENT facility. The building is protected as a part of the Fort Mason National Historic District. It Overall
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asphalt gabled roof. It is a single room layout on a concrete foundation. Currently the build-
5 ROUTRE/MON ENEREENCY ing serves as offices for 6 Conservancy employees, and houses the Information Technology o
and Facilities Departments.
6 FURNITURE AND SPACE PLANNING Hook
Doors
7 PREVENTATIVE Windows
Building 32
Fort Mason Figors

San Francisco Walls
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FACILITIES LIAISON

SIMON CHOW

TECHNICAL SUPPORT SPECIALIST

“As a technical support specialist, | support
the information technology needs of the
Conservancy. | am connected to many sides of
the Conservancy's operations through servicing
and maintaining their technology, which gives
me a unique perspective into the facilities we
utilize.”
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Summary

Organizational drivers inform metrics and KPIs
Choose the right metrics and KPIs
Demonstrate alignment with organizational mission

A well crafted report tells your audience what they need to
understand past performance and future expectations

Tactical Level Metrics KPls Strateg_lc Level
(Data) * (Reporting Value)
. Work management « Work metri « Customer ' I
. t;n:TJ_EChnDIDgY] Bu I|:| ing met atisfaction * How well did we
ml::namegment nnnnnnnnn ta I = Corporate fulfill the Mission,
nag met Sustainability goals Vision, Values?
(Building system Workpl ace metri .B
ssssssssss tinuity

\_ technology) \_ J

{ Data }{ Information H Knowledge H Wisdom ]
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Questions?

Chris Hodges
hodges@feapc.com

Thank You!
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