ATTACHMENT 2

CONTRA COSTA COUNTY
Office of the County Administrator
ADMINISTRATIVE BULLETIN

Number: 526.0
Date: Aprit 8, 2013
Section: PROPERTY AND EQUIFMENT

SUBJECT: Resl Estate Asset Management Plan (RAMP) Policy

This administrative bulletin sels forth County policy 0 implement the Real Estate Assst
NManagement Plan principles for the use and management of County-owned and leased

assets, and to establish a centralized program o manage the space needs of Counly
depariments.

L APPLICABILITY.

This Administrative Bulletin applies to all County Depariments. In August 2009, the
Board of Supervisors approved the Real Estate Asset Management Plan [(RAMP)
RAMP is a working policy and management guide to manage the fe-cycle of County
real estate assets, including the acguisition, use and occupancy, leasing, design,

construction, maintenance, renovation, and dispesition of real properly used {o suppert
County operations.

RAMP has four primary interrelated goals, which will be implemented within an
integrated framework to achieve maximum strategic benefits and resulls.

Goal:  identily and meet the Counly’s bullding and office spate needs In the maost
efficient and cost effective manner possible;

Goal 2:  Extend the useful life of County real estate assets with a focus on maximizing
vatue over the life of & facllity by making strategic capital investments;

Goal 3 Establish best management practices relative to facilties maintenance and
property management; and

Goal 41 Engage in parinerships with Depariments and other public agenciss to better

plan for faciliies needs, capital renewal, and joint venture development
opporunities.

In 2007, the overall condition of over 80 County-owned buildings was evalugted.
Subsequent reports identified various flems of deferred maintenance in each building,
and ranked the severity of each lters on a scale from 1 to 4. The Facilities Life-cycle
Investment Program (FLIP) was developed from those repords.  FLIP is used to

coordinate and prioritize deferred maintenance and capital renewal projects for County:
owned bulldings.
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RAMP principles will he implemented to provide comprehensive assel management
planning, including deferred maintenance projects outlingd in the FLIP report, o enable
the County to maximize the use ofils real esiate assels in an efficient and cost-effective
manner, In addition, as opportunities to maximize the occupancy of County-owned real
estate assels arise, the Public Worlks Department {(Public Works) will work with other
depariments to evaluate each opportunlty using RAMP principles.  For example, as
County-owned office space becomes vacant, Public Works will evaluate what other
County departments could maost efficiently occupy that space, including relocating from
relatively more expensive leased space,

. AUTHORITY.

The Board of Supervisors approved the Real Estate Asset Management Plan (RAMP) in
August 2008, Based on thal plan, Public Woirks has been given the authority and
responsibility, in coordination with the Counly Administrator's Office, lo manage the
County's real estate assets, and to implament RAMP policy and FLIP priorities as
needed, including the consolidation andfor relocation of various departmental offices,

PROCEDURE.

1} Vacancy Rate Redugtion. The Public Works Real Estate Division (PW Real Estate)
wilt monitor vacant County-owned office space, and will determine vacancy rates for
those spacss that can be ocoupied by Counly departments. As County-owned or
leased office space becomes vacant, PW Real Estate will identify and evaluate other
departments that could ocoupy that space based on the following criteria:

« Fiscal savings using life-cycle and coccupancy costs.
+  Operational needs of the depariment.
»  Public bensfit and customer service,

The evaluation will also incliude a description and analysis of any refaled parking
issues.

2} Sustainable Occupancy Rates. Public Works will determine occupancy rates for the
occupancy of County-owned space. The occupancy rates will include the estimated
cost to occupy the new space, including but not limited to, all utilities, routing
mainienance costs, debt service, and a capital renewal factor determined by Public
Works and the Counly Administrator's Office. Revenue from the capital renewal
factor will go into & separale reserve fund to be used to maintain the County's real
gstate assets, for servicing current and future debt requirements of those assets, or
for other capital facilities needs,

3) Ocoupancy Agreement.  When a department commnits fo occupying & vacated
County-owned space, the department to occupy that space and Public Works will
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sign a Depanmental Occupancy Agresment (DOA), as described in Administiative
Buitetin 525.1 (revised in August 2012). A DOA form can be found on the County’s
internal webslte (hilo/asdneloo contra-costa causfoapprol realestinginasy). The
DOA will establish the effective date by which that department will be responsible for
the occupancy costs of the new space, and any special conditions related {o that
occupancy, Unless otherwise determined by the County Administrator, whenaver a
County department vacates County-owned or izased space, ihe vacating depariment
will be responsible for the costs of operating and maintaining that space, including

the responsibility for cleaning the space, until it is either re-occupied or the lease
expirss of is lerminated.

4) General Fund Loans. Unless otherwise determined by the County Administrator,
each department project subject to RAMP will be responsible for the cost of that
project, including all remodeling, telecommunications, moving expenses, cleanup of
any previously occupied space, and County staff time. However, in the event that a
department does not have the funds necessary to complete @ RAMP project, funds
from the General Fund may be avallable. In that event, the need for General Fund
financing and the fscal, opsrational, and customer service benefits of the project wilt

be considerad by the Counly Administrator, the Finance Committee, or the Board of
Supervisors, as NECESSANY.

Unless otherwise detarmined by the County Administrator, General Fund funds used
for a particular project will be repaid by either the new occupant of the space or by
the previous ooccupant of the spaoce, under terms and conditions determined by the
County Administrator. The County Administrator will determine both what portions of
a project are eligible for General Fund funds, and the terms and conditions by which
those funds will be repald. In general, interior {or “lenant”) improvements will be
considered the responsibility of the department 1o ocoupy the new space, and capital

improvements will be paid for either from the General Fund, from a capital renswal
fund, or from other funding sources,

“Tenant improvements” are considered to be interior improvements that are
completed fo accommoedate a specific occupant of building space. “Capital
improvements® are those improvements that are intended to either extend the useful
life of, or add value to, 2 building or structure as an asset. Examples of tenant
improvemenits are new carpet and paint, adding or removing interior walls to create
new offices, and replacing old stained and cracked celfing tiles, and various cosmetic
or aesthetic features. Examples of capital improvements include replacing oid
windows with new energy efficient windows, replacing a roof, installing new more
afficlent HVAC systerns, repairingfreplacing inefficient elevator equipment, and
sealing and painting (i.e. proteciing) the exierior of the building.

5) Eacilities Life-cydle Investment Program (FLIPY Improvements. The Public Werks —
Facilities Maintenance Division wil monitor FLIP priodties, and will complele
appropriate deferred maintenance or capilal improvement items as funding allows.
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Departments planning tenant improvements or upgrades to building space for elther
existing or new occupancies may be required to include items of work identified in the
mast current FLIF report

8) Finance Plan. When 8 department requests a move of its operations or an
expansion into additional office space, and that move or expansion represents a net
cost inicrease of $50,000 or more, the depariment must include a financing plan with
its request.  The financing plan will identify any impacts to service deliveryin funding
the proposed move or space changes and how the funding will be repaid or how the
funding will be offset by operational efficiencies and cost reductions in service
delivery. The financing plan will be consistent with the County’s fiscal policies.
Proposed projects that exceed $100,000 will require review and approval by the
Finance Committee.

7y improved Service Delivery.  Staff svaluation of requested moves or space changes
by departments, or afforts to fill vacant County-owned space, will include & review of
opporfunities Tor improving overall service delivery by County deparments. Staff will
svaluate these proposals with the following criteria,

« Consistency with any board approved master plan for government service
efficiencies and service delivery location,

« Potential service delivery efficiencies through co-locating deparimenis or
divisions with synergistic customer services, or that provide services to the
same customer base.

» Potential operations! efficlencies by co-locating depardments or divisions with
interdapendent or synergistic work and resource needs,

Staff will work with the departments to develop an objective and accurate evaluation of
epportunities to improve the County’s overal service delivery.

Orice PW Real Estale completes its evaluation, Public Works will submit a report of ils
findings and recommendations to the Counly Administrater, Upon approval by the
County Administrator to proceed with the project, PW Real Eslate will then work
cooperatively with the identified deparment(s) to proceed with the project. The
department involved will need to submit an On-Line Service Request described below to
the County Administrator's Office to authorize Public Works' work. In those instances
where, in the County Administrator's determination, a potential move or project involves
potential conflicts with various departments or there are other Issues that require further
congideration, Public Works and the County Administrator will bring the proposed move
or project before the Finance Committee for its consideration,
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Deparimental requests for the Public Works ~ Real Estate o Capital  Projects
Management division's assistance should follow the On-line Request procedure
descrinad i County Administeative Bulletin 5251, An On-Lins Service Request form

can be found on the Counly's internal  websie {hiipdiasdnet.co ponita-
sostaca usfvanprol reatesingin asn),

Facilities maintenance issuss identified in the FLIP report will be managed by the Public
Works ~— Facilities Maintenance Division. Work needed by other depariments can be
requested from the Facilities Maintenance Division by using a similar Online Redusst
form also found on the above internal websiie.

V. REFERENCES
A. Real Estate Asset Management Plan (RAMP)
B. Facliities Life-Cycle investment Program (FLIP)

€. Public Works Departrment ~ Capital Profecis / Res! Estate On-Line Sarvice Heguest
Form

Originating Depariment{z):
Gounty Admindstrator's Office
Public Works Depanment

Infovmation Contacts:

County Administrator's Office —~ Management Analyst Lisison
Public Works ~ Res! Estate Manager

Pubiic Works - Capital Projects Division Manager

Public Works ~ Facilities Maimtenance Manager

Update Contast:
County Administrator Senior Deputy, Municipat Servicas e TJ
Ty e v
4 - /’f 4{'.#@, ff j’:’
David Twa ™

County Administrator
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