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At the NIH, the Property Management program is operated on a business-like basis through a revolving fund. Institutes and Centers (ICs) are charged for the space they occupy.  Space occupancy charges (the “Rent”) are determined through the Service and Supply Fund rate setting process.  Behind the Rent is a detailed activity-based business analysis that accounts for the types of space managed and maintained by ORS for the NIH, the specific services provided to the facilities and their occupants, and the tenancy. 

Tracking Space Type and Space Occupancy

NIH uses an enterprise information technology application, locally called the Facility Information Management System (FIMS), to track building use, occupancy, and room (and building) size.  As room assignments change, as spaces are renovated, and as facilities are added and deleted to the portfolio, data in the system is updated on a continuous basis.  “Snapshots” of the data are posted to the web interface quarterly.  This includes graphics depicting  rooms and IC occupancy, room use classification, and at the IC’s option, occupant name and organization – all associated with actual rentable square footage of the space.  This same data is used in preparing the quarterly rent bill. Information on FIMS is available at: http://nihirpapp.nih.gov/ofpspace/spacehome.htm .

The current data system has approximately 25,000 room records.  Each space in the FIMS data system is classified using the BOMA system as occupiable, floor, or building common space.  This facilitates the calculation of rentable area in accordance with BOMA and GSA standards.  Occupiable rooms are also labeled by use as administrative, laboratory, clinical, animal, conference, food service, storage, retail, light industrial, computer, residential, or special use.  Space is also classified by location.  These categorizations enable costs to be assigned accurately across the space portfolio.

Identifying Property Management Work


Managing and maintaining a portfolio of approximately nine and one-half million rentable square feet of property involves hundreds of staff and contractors providing thirty four separate services.  Staff and resource levels needed to meet workload demands at a proscribed service level are forecast through the ORS business planning process.  Unit productivity measures, unit cost estimates, and prior year experience are used to forecast resource requirements for the proximate period.  The ORS Office of Business Systems and Finance and the ORS Advisory Committee carefully scrutinize these estimates.  Once approved, these estimates become the controlling resource levels by service.  Table 1 lists each service supported by the rent and the unit measure used to track productivity, unit costs, and to forecast resource requirements. 

Table 1 - Specific Services Supported by Rent and Associated Measure

	Discrete Service
	Measure

	 Conduct facility assessments 
	 SF scheduled to be accessed 

	 Ensure building and building system integrity 
	 Bethesda, NIHAC & RML GSF 

	 Ensure campus infrastructure integrity 
	 Bethesda, NIHAC & RML GSF 

	 Consult on rent package 
	 # of  customers 

	 Operate tenant build-out bank 
	 # of loans 

	 Prepare and administer IC occupancy agreements & rental billings 
	 # of agreements 

	 Prepare annual rental rate package 
	 # of activity assignments 

	 Process lease payments 
	 # of invoices 

	 Lease space 
	 RSF 

	 Manage space  and space assignment data 
	 Building GSF 

	 Provide floor plans 
	 GSF 

	 Manage shuttle contract 
	 # of route miles 

	 Provide off campus parking facilities 
	 # of parking spaces 

	 Provide parking services on campus 
	 # of vehicles managed 

	 Collect and dispose of recyclables 
	 # of metric tons 

	 Remove and dispose solid waste 
	 # of metric tons 

	 Maintain public spaces 
	 Public area, SF 

	 Operate dynamic building systems 
	 Campus & NIHAC GSF 

	 Perform preventive maintenance 
	 Campus & NIHAC GSF 

	 Provide NIH-wide pest management control 
	 Square footage serviced 

	 Replace obsolete building systems and components 
	 Campus & NIHAC GSF 

	 Respond to service calls 
	 Campus & NIHAC GSF 

	 Install and maintain building entry and security systems 
	 # of access controlled doors 

	 Manage and operate building entry and security systems 
	 # of access control doors 

	 Provide security guards 
	 # of post hours 

	 Manage and secure facility loading and delivery areas 
	 # of deliveries managed 

	 Manage facility operations and services 
	 Campus, Local & NIHAC GSF 

	 Manage residential facilities 
	 # of residences 

	 Provide custodial services 
	 Contract cleanable SF 

	 Provide locksmith services 
	 # of doors 

	 Audit & process utility bills 
	 # of bill processed/audited 

	 Buy fossil fuel 
	  MBTU/GSF 

	 Conduct energy conservation program 
	 # of gsf audited and implemented/year 

	 Generate steam and chilled water 
	 # of MBTU's generated/year 

	 Maintain utility distribution system 
	 #of weighted utility distribution linear feet 


Determining the Cost of Services by Building and Type of Space


The cost of providing services to each building is modeled using activity-based costing (ABC).  In the ABC model each service is “assigned” to those facilities or part of facilities to which the service is provided or that benefit from the service.  For example, the cost of providing janitorial services is distributed to the spaces cleaned under the janitorial contract. 

The “assignment” also indicates how much of the cost of the services should be assigned to a particular area within a facility; the amount of the assigned cost of the service will vary by area. The amount assigned is based on operationally based Work Measures. They include, among others, connected energy load, number of trouble calls, cleaning service level, and tons of solid waste generated by occupancy.  There is a work measure for each service. 

Within the ABC model there is an estimate of the cost of providing services to each type of space within each building.  The model captures, for example, that no cleaning services are provided to Buildings 10, 16 and 16A, and that the cost of shuttle services are distributed to all administrative, lab and clinical space, while parking costs are only distributed to on-campus administrative, lab and clinical space.  In this way, NIH has a relatively accurate picture of the cost of supporting each of its facilities.

This same information is used to define the service level provided to each type of space. These service levels are specified in the Annual Occupancy Agreements that ORS executes with each IC. The occupancy agreement can be found at:

http://dirs.info.nih.gov/rentagmt.htm
Aggregating Cost by Type of Use


While it is extremely important for operational managers to understand that the cost of providing services will vary by individual building, it is NIH practice to charge for services by space type.  Thus, in the second stage of the ABC model, the costs of supporting similar facilities are aggregated.  All administrative facilities that receive comparable services are grouped, as are all laboratories, all animal facilities, and so on. Through this aggregation, the cost model captures total cost and an average unit cost of providing services by type of facility.  Table 2 lists the estimated FY03 average cost of services per rentable square feet for on-campus administrative space. 

Table 2 – Average Cost of Services Provided to On-Campus Administrative Space

	Service
	Avg $/RSF

	Maintenance & Operations
	                 6.42 

	Utilities
	                 4.48 

	Facility Management
	                 2.13 

	Security
	                 1.74 

	Janitorial
	                 1.42 

	Transportation and Parking
	                 1.12 

	Waste Management
	                 0.29 

	Pest Management
	                 0.27 

	Business Operations
	                 0.03 


From Costs of Service to Rental Rates


Not all the space supported by ORS actually generates revenue. Some of the space in the portfolio is occupied by the organizations that provide property management services. These entities are not charged for space.  NIH maintains some space as “Director’s Reserve.”  The Reserve is used as “swing space” during moves, and enables the NIH Director to have some space available to meet unanticipated requirements. Occupants of Director’s Reserve are not charge for space
.  Additionally, while space is always at a premium, at any given time part of the portfolio is likely to be vacant due to timing of moves, renovations, etc.  At any given time only about ninety-five to ninety-seven percent of the total space supported is actually occupied by a “paying customer.”  The cost of supporting this unbillable space is spread across the billable space.  Thus, the rental rates include an increment to make up for this lost revenue.  This approach is consistent with the way commercial landlords build a “vacancy factor” into their pro forma revenue estimates. 

Billing and Collecting the Rent

The ORS Consolidated Statement of Services is the mechanism used to bill and collect the rent.  At the beginning of the fiscal year ORS provides each IC a statement of estimated rent charges for the coming years by quarter. These are calculated using the current space assignment data and the approved rental rate.  The IC budget officers review and approve these charges and provide IC CANS to be charged for rent. This information is used to create a dataset of transactions for the first quarter rent charges. Prior to each quarter, space assignment data is changed to reflect actual changes in assignment. To the extent that a space assignment change affects the amount or type of space an IC occupies, the rent bill is changed.  The rental rates stay fixed for the fiscal year, but the amount of space billed changes. 
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� There are very specific rules that apply to the use of Director’s Reserve, when it is “free” and when occupants are charged for their occupancy. See [give reference].
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