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EXECUTIVE SUMMARY

The Construction Management and Rehabilitation Services Division (CMRSD) of the General Services
Administration (GSA) is responsible for managing major and minor construction, facilities build-out,
renovation, design, architectural and engineering services, and building maintenance. These services
require management and coordination of an array of internal and external resources (shop trades,
professionals, contractors and vendors) to complete construction and build-out projects, and to respond
to tenant requests. While there is overlap in resources employed on specific projects, the divergent needs
of the various CMRSD workgroups and decentralization of the workforce present significant
management challenges to develop and institute systems that can effectively manage, track and report on
multiple business activities. In its attempt to track and manage these businesses, GSA developed more
than 15 years ago customized automated project management and work order applications. The project
management module has been abandoned and the work order program was significantly rewritten more
than three years ago to correct programming errors.

The Oftice of Performance Improvement (OPI) reviewed CMRSD operations and analyzed both the
workflow processes and the work management application programs. The results are presented in a
series of attachments. Attachment I presents a detailed process map highlighting the areas recommended
for improvement. Both the work processes and the software applications require significant revision to
realize performance improvements. Details of the individual findings and recommendations are
presented in Attachment II and summarized in Table 1 below. Recommendations are categorized as
short, medium or long term. Short term (quick hits) recommendations can be completed within six
months, medium term solutions are intended to be completed within 6 to 18 months, and long term
recommendations require more than 18 months to complete. Table 1 also serves as a preliminary
planning tool for assigning responsibility and tracking the recommendations selected for implementation.

As GSA takes steps to improve work processes and its use of technology in CMRSD, the Department
should first improve current work processes and then begin automating the improved processes. Our
review indicates that there are opportunities for upgrading the current work order and project
management systems. However, acquisition of a more modern, user-friendly, error free package is
required in the future. The current system is more than 15 years old and requires GSA to maintain
specialized in-house support for the programs. Considering the problems that initiated reprogramming
three years ago, it is not clear that GSA has complete faith in the current work order package.
Additionally, the costs to custom program, debug and commission enhancements, and retain qualified
support staff may be prohibitive. New work order packages usually include stores management
(inventory) and purchasing modules at no additional cost that can substitute for the current stores
module used on the AS400 system. Program planning and scheduling capability should also be built into
the application or interfaced with other software tools. GSA will also be required to interface the new
package to FAMIS and GSA’s accounting application. OPI recommends the following course of action:

1. Improve current work processes before automating. This is best achieved by implementing
all short term and process related medium term recommendations, reassessing staff resources
and addressing training requirements. Detailed recommendations include: working with the
Office of Management and Budget to transfer the budget approval process for department
specific requests to the requesting department, improving customer feedback, conducting
requisite staff training and rewriting selected management reports.

2. Complete limited enhancements to the current work order system to improve tracking
and reporting while procuring a replacement system. OPI does not recommend customized
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development of in-house programs for project management, scheduling and planning. However,
we recognize that installing an established off-the-shelf system will take a significant time period
to specify, procure and implement. GSA must continue to operate the current system until the
transition is complete, hence the recommendation to complete limited enhancements.

3. Throughout the County, older work management systems (paper and/or partially
automated processes) no longer meet departments’ requirements. Several County
departments including Water and Sewer, Seaport and Aviation are actively considering
implementing new systems. Departments may be able to reduce procurement and maintenance
costs by installing a common work management package using enterprise wide licenses. OPI
recommends investigating this method of procurement in conjunction with the office of the
Chief Information Officer.

During its review, OPI conducted a limited technology assessment of 187 non-manufacturing work order
and project management applications and identified six applications that may be suitable for CMRSD
(Attachment III). The criteria used for identification and further evaluation were user friendliness, ease
in configuration, version control, compatibility with FAMIS, and adaptability for multiple business
processes. OPI also considered the adaptability to Job Access for Windows System (JAWS), a voice over
system being used by visually impaired staff. GSA may consider evaluating the following six applications.

Computerized Maintenance Management Systems Alternatives

Application Vendor Pricing
Web Work Tero Consulting Ltd. $7,000 plus $900/user
MAXIMO Entetptise MRO Software $7,500/user
Synergen Series Synergen, Inc. $75,000 plus $4,000/user
CHAMPS EAM CHAMPS Software $17,500 plus 10,000/ uset
MP5i Datastream $3,000/user
FM 1 INNOVUS Caver-Morehead Systems, Inc. $39,800

Note:  Pricing reflects application licensing costs only. Hardware, installation, maintenance and training costs are not included.
Additionally, maintenance charges may be as high as 20% of package costs.

Three other software packages were also assessed because they offer facilities and space planning
capabilities: Peregrine Systems (FacilityCenter), HCI Systems (Building Blocks), and PM Associates
(ProTec). These systems enabled preplanning of buildings through Computer Aided Design (CAD)
without additional interfaces.

While a new work order system will improve the ease of use, management reporting, and the method of
requesting, scheduling and tracking work, it is unrealistic to assume any new system will significantly
reduce job turnaround time. This is largely because issues related to staffing, procurement, minority
business processes and building permits add significant delays to task completion and impact the
timeliness of data entry.
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BACKGROUND

County departments requiring work to be completed on county buildings request repairs, renovations
and construction services through the General Services Administration (GSA). Work requests are
entered in the work order management system and include maintenance, space remodeling, renovations,
relocations and signage. Consequently, GSA functions as a multi-service company operating several
businesses: repair and maintenance, interior design services, architectural services, major and minor
construction and relocation services as evidenced in the Table of Organization, Figure 1. CMRSD
receives and processes all work requests, however, some service requests (minor lighting maintenance,
space conditioning and routine preventive maintenance) are not completed by CMRSD, and therefore
are not processed through the work order system.

Figure 1

General Services Administration
Construction Management and Renovation Services Division

Table of Organization
(Effective 10/00)

GSA Director

‘ Assistant GSA Director ‘

Division Director
1 Division Director
1 Administrative Secretary
1 Administrative Officer 2
_1_Project Cost Scheduler

! I
I
Construction Renovation Services Design Services | A&EF Services |
. 1 Manager, Renovation Services 1 Manager, Design Services 1 Manager, A & E Services
1 Manager, Construction 1 Secretary _1 Secretary 1 Secretary
1 Construction & Renovation Specialist | | | —nstruction & Renovation Specialist 2 2
1 Buyer . . 1 Construction Manager 2
_1 Administrative Officer 2 1 Storekeeper
4 _1 Data entry Specialist
6
[ 1
Construction/Renovation Electrical HVAC Interior Design Graphics A & E Services
X 1 Electrical Superintendent 1 HVAC Superintendent 1 Interior Design & Space 1 Signage Supervisor 2 Professional Engineer
6 Construction Manager 2 10 Electrician 1 | 5 Refrigeration Mechanic Planning Supervisor 3 Graphic Technicians 1 Architect 3
4 Construction & Renovation Supervisors 2 | | 4 Maintenance Repairer 2 Maintenance Mechanic 1 Space Planner 4 1 Engineer 3
10 1 Maintenance Mechanic _1 Maintenance Repairer 4 Interior Design Specialist 4 Engineer 2
16 9 6 1 Engineer Drafter
_3 Architect 2
Carpentry/Paint 11
Plumbing 1 Carpenter Supervisor
1 Plumbing Supervisor 12 CaxPenter i
5 Plumber 3 Maamtenance Repairer
1 Maintenance Repairer | 3 Painter
_1 Maintenance Mechanic 1 Mason )
Py 1 Locksmith
1 Spray Painter
22 L.
Total Positions: 104

Departments must request services on a work order or service ticket form that the requestor faxes or
mails to CMRSD for review and processing. Since March 1999, GSA began categorizing work requests
as “service tickets” and “work orders”. Work requests with an estimated cost of $5,000 or less are
service tickets. Service tickets are used for interior remodeling, repairs and maintenance of plumbing,
electrical fixtures, air conditioners, carpentry, painting, signage and requests for office redesign.
Typically, service tickets should be completed promptly, and therefore not be subject to interim billing.
Charges incurred in filling these requests are billed in a lump sum when work is completed. From March
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1999 through February 2001, a total of 14,500 service tickets have been opened at an average of 30
service tickets per day. GSA recently proposed raising the threshold for service tickets to $10,000.

Work orders are required for the same services as service tickets but for work in excess of $5,000.
Typically, work orders are required for major repairs, replacement or renovations of plumbing, roofs,
fences, paving, air conditioning systems, office relocation and redesign. Work orders require signed
approval from the Office of Management and Budget (OMB) before work can begin. Aside from the
spending cap on service tickets, and the need for OMB to approve work orders, a work order differs
from a service ticket only in that GSA bills monthly for expenses incurred under a work order. A total of
669 work orders (approximately 29 per month) have been opened over the 24-month period ending
February 2001.

Figure 2 shows the typical work ordetr/service ticket flow process. Work is performed predominantly
during normal working hours except for emergencies or if the nature of the task dictates that work has to
be performed outside of normal business hours. Building managers, tenants or other GSA staff mail or
fax work requests to the CMRSD where the paper request is routed to the appropriate workgroup. The
workgroup reviews the request, enters the data on the work order system, notes the work request
number and assigns a project manager and lead shop as required. The lead shop or project manager
coordinates work with other shops, professional services and contractors as required, procures all
material and services, completes and inspects the work.

All labor and materials charges are input into the various data management programs resident on the
GSA IBM AS400 computer. Shop supervisors and professional staff enter staff time on the work order
system while account clerks input charges from vendor and contractor invoices into the accounts payable
system. Charges for materials drawn from GSA stores are accumulated on the stores management
system. During the billing cycle, the work order system interfaces with the accounts payable and stores
inventory management system, and retrieves all costs related to work requests. The work order system
generates and prints hard copies of journal entries. GSA, OMB and the Finance Department review and
approve the reported journal entry transactions and forward the data to finance clerks for entry into
FAMIS. FAMIS then debits departmental accounts and credits GSA work group accounts accordingly.

In October 2000 GSA requested the Office of Performance Improvement (OPI) to review the work
order process and computerized systems, and to provide recommendations for improving work
management and job execution. GSA management raised concerns about its ability to monitor
performance, maintain appropriate levels of fiscal control, and create accountability in the work order
cycle using the existing work order system. To address these concerns, GSA began searching for off-the-
shelf software. The Department asked OPI to evaluate the existing work order processes in light of these
and other improvement needs.
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Figure 2
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PURPOSE AND SCOPE

OPI reviewed the work order processes (service requests, service tickets, work orders, maintenance and
construction management), including equipment and computer programs and made recommendations
for improvement. This includes a detailed review of the current work order processes and preparation of
a detailed process flow diagram to identify bottlenecks and areas where process improvements are
possible. OPI also conducted a technology search and a limited comparative survey of work order
processes in other private and public entities to identify current practices and computer software
packages in use.

The following deliverables are included:
e Summary of Findings and Recommendations (Table 1)
e Attachment I — Process Map
e Attachment II — Detailed Findings and Recommendations
e Attachment III — Assessment of Work Order Management System Alternatives
e Attachment IV — Work Order Processes in Selected Jurisdictions



Table 1
Summary of Findings and Recommendations
Review of GSA Work Order and Service Ticket Process

Process Issues Recommendations Comments

Staff
Assigned

Short Term
Medium
Term
Long Term

WORK ORDER AND PROJECT MANAGEMENT PROCESSES

Service Request Intake

1. High probability of departments
submitting work requests to an
incorrect work group

Designate central intake points for all work
requests

2. Work requests can be initiated by any
client department personnel thereby
creating duplicates

Designate single liaisons at departments to
submit work requests and co-ordinate with
GSA

3. Work requests are made on paper
forms

Provide all department liaisons electronic
access to work order system and training if
needed

4. No automatic feedback to customer
after work request is submitted

Notify customer of job receipt and number by
phone, e-mail and/or through electronic
access

5. Multiple types of forms are used to
enter jobs

Use single form for all types of jobs

Develop electronic version of the form

6. There is no automatic system to
identify duplicate work requests

Establishing a single department liaison will
minimize duplicates

Install a new work order package with this
capability

7. GSA personnel initiate work requests
on behalf of others or for internal

billing purposes

Institute additional controls to minimize and
control internal work requests

8. Preventative maintenance and service
requests handled internally by building
managers are not integrated with other
GSA systems

Integrate preventative maintenance and
building manager completed work with GSA
work order system




Table 1 continued

Ele.| § E
. = 2 £ o g g
Process Issues Recommendations " T o 50 S 2P Comments
2= 8 z
n —
Work Request Processing And Approval
1. GSA may open a service ticket solely Institute a system with a parent-child work vx v
to prepare job estimates — if job is order relationship
executed on subsequent work order,
costs for estimate may not be collected
2. Paper-driven process — i.e. service Increase training to make the best use of v
tickets at “Shops” are transcribed on technology and minimize transcription time
to new paper form, then entered into
system Create electronic forms on work order system v v
for this process
3. Supervisors do not primarily use the Increase training to make the best use of v
system to obtain information about technology
certain jobs
Review roles and responsibilities v
4. Manual review of service tickets to Increase the number of status options on the v
check for completeness work order system for service tickets
5. GSA obtains OMB approval for work | Discontinue this service. Open a service v
orders on behalf of departments ticket for the initial work and signed estimate
Job Execution And Status Tracking
1. Customers and building managers are | Require field staff to provide more v
not automatically informed of progress | information to customers at site. Also, require
lead shops and project managers to follow-up
where needed. Institute controls to encourage
compliance
2. Customers interested in job status Notify customer of job receipt and number by | v/
cannot track jobs electronically phone, e-mail and/or through electronic
access
Improve status codes, include descriptive v v

comments and encourage employees to the
update system as needed

Key: Short Term: 0 to 6 months, Medium Term: 6 to 18 months, Long Term: over 18 months
v* _ Implement only if GSA will not purchase a new system
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