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CAPITAL PROJECTS WITH PURPOSE

Strategic Leadership for Mission-Driven Outcomes

PLAN STRATEGICALLY. LEAD COLLABORATIVELY. DELIVER LASTING IMPACT.

@ LEARNING OBJECTIVES

PURPOSE

Mission-driven capital projects
create the spaces, systems, and
infrastructure that advance our
mission, empower our people,

serve our communities, and

7 safeguard our future.

THE OPPORTUNITY

;. 1‘ Every capital project is an opportunity
e I E ‘ : to transform our organization—
[ : strengthening resilience, enhancing
S R performance, elevating the occupant

experience, and creating sustainable

value for generations to come.
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Great projects don’t happen by chance—

they happen by purpose, people, process, and performance.
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By the end of this session, participants will be able to:

Align capital project planning and delivery with organizational mission,
strategic priorities, and long-term facilities objectives to maximize
value and support business outcomes.

Apply strategic decision-making tools, including life cycle cost analysis,
facility condition index, total cost of ownership, and the Triple Bottom
Line framework to prioritize capital investments and improve
organizational resilience.

Lead collaborative stakeholder engagement throughout the project phases
by building consensus, managing competing priorities, and facilitating
informed decision-making among executive leadership, users, designers,
contractors, and community partners.
¢ Supercharge the programming phase with internal SME input, tech spec &
guidelines, and clear project success factors
e Use this to communicate the mission to the Design and Construction
team and/or PM

Integrate project management best practices—within planning, design,
construction, commissioning, warranty administration, communication
and lessons learned—with effective governance and risk management
to improve project performance and long-term asset stewardship.

Evaluate capital project success beyond traditional measures of cost,
schedule, and scope by incorporating strategic performance indicators
related to organizational impact, occupant experience, sustainability,
operational effectiveness, and asset lifecycle value.
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FM and the High Stakes of Capital Projects

Facilities Management is where organizational
strategy meets physical reality. When facilities
succeed, the mission can thrive; when they fail,
everything the organization depends on is at risk.

Every capital decision is an organizational decision.
What we build, renew, defer, or neglect ultimately
shapes cost, risk, resilience, and mission.

Buildings don't accomplish the mission. People do.
But the places and systems we create can either
enable their success—or stand in its way.



Value Driven: The Built Environment Perspective

Strategic: aligned with the mission, supports business
critical functions, and reflective of brand image

Collaborative: an inclusive, stakeholder approach to
connect the boiler room to the boardroom

Proactive: a planned, risk-averse approach instead of
the “run to failure” method

Data-driven: using objective information, facts, and
benchmarking to make informed decisions

Sustainable: efficient buildings equate to lower costs,

The Elements of Contemporary FM.

emiSSionS, a nd ca rbon footpri nt Source: International Facility Management Association - 1SO 41000



Strategic Alignment & Capital Projects

Strategic Objectives
and Analysis

v

Strategic
Formulation

v

Strategic
Implementation

v

Strategic Evaluation
and Control

Vision SWOT and
Mission PESTEL
Values Analysis

Plans
Gather resources

Training
Allocate resources

Evaluation
Correction

...

,......l?ﬁ

Burning Imperative:

Develop a mission-driven capital
project strategy that aligns
facilities investments with
organizational goals, strategic
plans, and long-term asset
stewardship.



Collaborative Leadership. Better Planning. Better Outcomes.

The right people, at the right time, for the right decisions.

Engaging stakeholders and subject matter experts at the right points—using a RACI framework—Ileads to informed decisions,
stronger alignment, reduced risk, and successful project delivery.

giﬁ:::’fA:’:Ill\cNENlNG DEFINE NEED DISCOVER & e PLAN & REVIEW & EXECUTE & EVALUATE &
& ALIGN ASSESS DEVELOP DECIDE COMMUNICATE IMPROVE
PROCESS .. —~
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Understand mission Gather data, site Develop options, Review alternatives, Implement the plan Measure outcomes,
Collaborate early. needs, goals, and assessments, and evaluate life-cycle validate assumptions, with clear roles, capture lessons
Collaborate often. success criteria. condition information. costs and impacts. and make informed, communication, and learned, and
Deliver together. Identify stakeholders Identify risks, Align scope, budget, consensus-based quality oversight. continuously
and project team. opportunities, and schedule, and strategy. decisions. improve.
constraints.
Continuous Stakeholder Engagement & Communication +
RACI CHART: CLARITY OF ROLES THROUGHOUT THE PROCESS THE BENEFIT OF COLLABORATIVE LEADERSHIP
1 2 3 4 5 6
ROLES DEFINE NEED DISCOVER & PLAN & REVIEW & EXECUTE & EVALUATE & @ BETTER DECISIONS
& ALIGN ASSESS DEVELOP DECIDE COMMUNICATE IMPROVE & (% Diverse perspectives and subject matter
(®) Eacitie Laadenhit expertise lead to well-informed, mission-
xecutive Leadership " ey
(- (Sponsor / Steering Committee) A | c A 1 A aligned decisions.
e 2 x LOWER RISK
cO»  Facilities / Project Leadershi|
&& (Project Managjer) e R R R R R R Early identification of issues and
D T opportunities reduces cost overruns,
Subject Matter Experts delays, and scope changes.
(Technical, Operations, Finance, etc.) c R R C c c
STRONGER PROJECT OUTCOMES
Stakeholders A =
<O2 Plans are practical, coordinated, and
(End Lisers; Departmants, c c c c ! C/R deliver maximum value over the

Community, Tenants, etc.) life of th
ife of the asset.

Partners & Consultants
(Architects, Engineers, C R R c R Cc BUILT-IN CONSENSUS & BUY-IN

Contractors, Advisors) Stakeholder involvement builds trust,
alignment, and commitment to

o B

Clear roles.

Responsible Accountable Consulted o Informed ” successful execution.
Does the work Owns the outcome Provides input Kept up to date Shared ownership.
(one per task) and expertise on progress Stronger results. SUSTAINABLE IMPACT
’ Thoughtful planning delivers facilities
= . that are efficient, resilient, and reduce
Great projects don’t happen by chance—they happen by design. carbonifootprint.

Collaborate early. Plan wisely. Deliver excellence.




and/or

Strategic Facilities Planning ISO 41000

Understand the business environment.

Align with strategy.

Conduct a needs analysis/programming.
Specify requirements.
Identify service quality and measurable results. Use a
_ _ feedback
Assess the risk and cost of options. loop.

Make a business case.
Choose a sourcing method.
Provide internal services.
Procure external services.
Set performance criteria.

Monitor, control, and continuously improve services. |

Strategic Facilities Planning:

The art & science of translating
business goals into quantifiable
relationships between people,
space, time, equipment and
operations. It combines planning
expertise with data to accurately
align business requirements with
facility forecasts and indicates
where portfolio modifications are
warranted.



Gap Analysis Process for Strategic Facilities Planning

DEMAND: Strategically required space, services &
infrastructure requirements

Facility Modifications and
Performance Improvements
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SUPPLY: Current facilities resources, spaces,
asset life cycle & services




Systems Thinking: The Material Layers of the Built Environment

1-5 YEARS I

10 YEARS

25 YEARS

STUFF

SPACE PLAN

1. STUFF
The furniture, storage, carpeting,
plants, etc. that is placed in buildings

2. SPACE PLAN

The way the floors are
compartmentalized into separate
spaces with different purposes, the
type of materials used for
compartmentalization.

3. SERVICES

Services such as smart energy
systems, lighting, air-condition that
support the internal climate in a
building.

SERVICES

STRUCTURE

SKIN

SITE

SOCIAL

Building model consisting of six material layers
(Steward Brand (1994) and David Bergman (2011)

100 YEARS

50 YEARS

INFINITE

TOTAL LIFE SPAN

4, STRUCTURE

The construction of a building, which
involves the structural skeleton of the
building and determines its basic
shape.

5. SKIN

The outside layers of a building such
as the facade, including windows,
surface material and insulation.

6. SITE

The surface area and environment
that the building is situated in. This
determines the context the building is
placed in. The environment can
influence the energy and water
management of a building (for
example passive solar design).

7. SOCIAL

How the occupants live, work and use the

buildings; how their behavior
influences the circularity of a building

320 YEARS



Life Cycle Cost Analysis (LCCA)

Compare alternatives on total value over time.

WHAT IT IS

A systematic approach to evaluate all significant
costs over the entire life of an asset using a
present value basis.

KEY ELEMENTS

—_
+ + + - Quop - =
Initial Operating Maintenance Replacement End of Life Residual Life Cycle

Costs Costs & Repair Costs Value Cost (PV)

EXAMPLE: ALTERNATIVE COMPARISON (20-YEAR, PV @ 4%)

ALTERNATIVE ‘ FIRST COST LIEE C\(’IfVL)E COST | BETTER VALUE
‘
Alt A (Lower First Cost) $10.0M $16.3M v
Alt B (Higher First Cost) $11.5M $13.4M A

° Alt B has a higher first cost, but delivers $2.9M lower
life cycle cost (NPV) and greater long-term value.

LCCA helps you choose the option that costs less
to own and performs better over time.

Design, materials, Energy and Labor, parts, Component Removal,

Total Cost of Ownership (TCO)

Understand all costs to own, operate, and sustain.
WHATITIS

The sum of all direct and indirect costs associated
with owning and operating an asset over its

useful life.

TCO COST COMPONENTS .

006 ® 6 6

Acquisition Energy & Operations & Repairs & End of Life / Residual /
/ Construction Utilities Maintenance Replacement Disposal Salvage Value

Value at end
labor, fees water use inspections renewals disposal of life

WHY IT MATTERS
O/ v/ Makes better investment decisions
v/ Reduces risk and unexpected costs

v/ Supports budgets, sustainability, and mission outcomes

TCO gives you the complete picture of cost and value—
so you can make smarter, more strategic decisions.



RELIABILITY «- REDUNDANCY « CLIMATE RESILIENCE

Designing HVAC Systems for Business-Critical Continuity

Integrate resilience early in design to protect mission, people, assets, and operations—today and for the future.

it

DESIGN DEVELOPMENT
Evaluate redundancy

CONSTRUCTION
Install, test, verify
redundant systems
and infrastructure

OPERATIONS
Maintain, test,
and improve
resilience

CONCEPT DESIGN
Develop resilient
system strategies
and options

PROGRAMMING \
Identify critical
spaces, loads,
and dependencies

STRATEGY & REQUIREMENTS

Define risk tolerance,
uptime targets, and
critical functions

WHY IT MATTERS APPLY RESILIENCE PRINCIPLES TO HVAC DESIGN DECISIONS RESILIENCE DESIGN BEST PRACTICES

levels and resilience
measures (LCCA/TCO)

EXAMPLES FOR
Reliability DESIGN COMPONENT RELIABILITY REDUNDANCY] CLIMATE RESILIENCE | g,q,npcs cRITICAL Identify Critical Functions
(Minimize Failures) (Maintain Operations) (Withstand & Recover) FACILITIES Define spaces and systems that

Consistent performance

with minimal disruptions; must remain operational (e.g.,

Muitiple chillers or

designed for uptime. Heating / Cooling ‘/ High-efficiency, v Nn_or 2N v :i':;?:-?::m& roSReR Cits IT rooms, labs, surgical suites).
Equipment proven performance equipment Heriats si;ing + Heat pumps with
backup boilers X
Radiind Design for Redundancy
edundancy Smoke control; - Separate AHUs for Provide N+1or 2N s
: s 3 P ystems for
O Backup capacity and Air Handlers / ‘/ Robust cornpc?nents‘ \/ Paralle! umt§. ‘/ fNood elevation: critical zones critical HVAC components and
< RTUs access, filtration zoned isolation = Z « Hazard smoke 2
diverse systems allow corrosion resistant ¥ infrastructure.
continued operation containment
when components fail. Sl ptmps sl puitins Flood protection; + Condenser water
Pumps v VFDs, itoring v (duty v/ dry-pit or elevated pumps Plan for Climate Extremes
Climate Resili pumps » Chilled water pumps Use future climate data to size
s |rtna - Zs' lenc: = it e systems for higher temperatures,
ystems endure an Stable Dual foads: enerator backup; - Emergency power t d flood risk
power ual power feeds; storms, and flood risk.
’ recover from extreme Power for HVAC v quality v Ut Stic srarictor v/ fuel for 72+ hours; for all HVAC
microgrids + UPS for controls

weather, heat events,
flooding, smoke, and
power disruptions.

Resilient HVAC systems reduce risk,
safeguard people and assets, and
ensure business continuity.

Ensure Power Resilience
Provide reliable emergency
power and automatic transfer
for all critical HVAC systems.

Cybersecure; Critical alarms to
remote access; 24/7 monitoring
fail-safe modes + Manual overrides

{

Alarms, ing. ‘/

fault detection

servers, J

Controls & BAS network paths
« Air-cooled chillers
Makeup water
tank + backflow
protection

Drought tolerant;
low-water or air-
cooled options

Water Systems
(Cooling Towers,
Chilled Water)

Water treatment, 4

Dual towers/loops; J
quality monitoring

bypass capability

Test, Maintain, Improve
Regularly test systems, update
operations plans, and drive
continuous improvement.

Evaluate options with LCCA/TCO and risk analysis to select the optimal level of resilience
for your mission, budget, and risk tolerance.

2060600
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KEY EVALUATION CRITERIA (Use in LCCA/TCO and Risk Assessment)

) 7

COMMON RESILIENCE STRATEGIES

Geographic or physical separation of redundant systems
Diverse equipment types and fuel sources

Elevated / flood-protected equipment and enclosures

e | anh

o

Total Cost System Risk Reduction Code & Standard Environmental Impact on People, Operational - Robust commissioning and performance verification
of Ownership Reliability & (Likelihood x Compliance Impact & Safety & Flexibility & i : .
(20—30+ Years) Uptime Impact Consequence) (ASHRAE, IBC, NFPA) Sustainability Comfort Recovery Time * Multi-year maintenance and testing plans

nt HVAC systems are not only about equipment —they are about keeping organization o




Facility Condition Index (FCI): A Risk Management Lens

Invest the right amount, at the right time, continuously, to protect your mission, people, and assets.

FCI OVER TIME: THE COST OF ACTION VS. INACTION

~———— Deferred Investment (Rising Risk & Cost) _—

Proactive Investment (Continuous Renewal + Strategic Interventions)

Crisis Threshold (High Risk of Failure)

WHAT IS FCI?
FCI = Deferred SN
= befterrt
Maintenance Cost CRITICAL CONDITION High risk of system failure,
> 30% e o - — business disruption,
+ Replacement Value Very high risk of failure, Strategic Reinvestment Window afity lssuse st
40% system disruption, (~18-22 Years) | ek G oL e —
and exponentially 1 exponentially higher costs. Crisis Mode:
A higher FCI means it 3 Comprehensive FCA + Risk Assessment H E <
igher costs. S : e mergency repairs
greater risk of failure, 30% F—— = e Mission& Program Alignment: BRI e or unplanned ——
Nt d P POOR CONDITION 1 LCCA / TCO Analysis Salscuient sk
igher costs, an °\° Major Capital Renewal & Modernization 2-4x higher cost
business disruption. — 10% - 30% S o
6 i High risk of failure _/——/——/- than planned
(TS 20% and escalating o investment.
INVESTMENT STRATEGY maintenance costs. Continuous Low-Level Renewal
& 20-YEAR OUTCOM ‘ ; (1.5% — 2.5% of Replacement Value Annually) :
Maintenance Resulting  Condition 10% 2 = - Keeps FCI low, extends asset life, [ I
Strategy 20-Year FCI Tier ;/LAR:\O':G ZONE (FAIR) 1 and reduces life-cycle cost and risk. :
i i i At ~20 Years, FCl is typicall g 1
Aggressive & | go. ¢ 109 | FaIr/ 5% Increasing risk and e PRAYPICRSY. :
Proactive Warning b s rens :———/_'_ between 10% — 30%. v
The organization systematically replaced GOOD CONDITION f—gvv—’ The optimal time to act
the roof or HVAC components earty. 0% 0% — 5% before risk escalates.
Capital budgets activoly matched depreciation.
Low risk and
Standard | 100, 40 20% | Poor 0 predictable costs. 10 15 20 25 30 35 40 45 50 55 60
aseline
YEARS
Typical for most public or commercial
buildings. Routine maintenance was done, INVESTMENT Continuous Low-Level > > @ Major Strategic > » Continuous Low-Level
but major component replacements were deferred. STRATEGY Capital Renewal Reinvestment Window < Capital Renewal
Comprehensive Assessment (~18-22 Years) y Next Strateg'lc
Neglected / 20% to 30%+ Poor to & Planning Checkpoint Reinvestment Window
Deferred Critical (Year 15) (~35-45 Years)

RISK OF DELAY

A

.

System failures & outages
Business disruption

Safety & compliance risk

.

Emergency repairs

Higher total cost of ownership

Shortened asset life

Monitor FCI,

THE OPPORTUNITY: INVEST THE RIGHT AMOUNT, CONTINUOUSLY

LOWER COSTS U™ /
Planned work @

costs 2—4x less

REDUCE RISK EXTEND ASSET LIFE SUPPORT MISSION

Reliable facilities

o >

Prevent failures Proper investment

and protect delays replacement create safe, healthy,
productive environments

that advance your mission.

operational than emergency and maximizes value

continuity. or catch-up. of existing assets.

w. a Better for

sis. Planned today. Protected tomo

vest strategically, and act before risk turns into

EY TAKEAWAY

FCl is more than a metric—
it's a risk indicator.

Continuous renewal plus timely
strategic investment delivers the
lowest total cost, protects against
risk, and ensures the highest reliability.

Proactive investment also reduces
energy use and lowers your
carbon footprint.

ur mission. Better for the planet.




Sustainability’s triple bottom line

——
e

BEARABLE  EQUITABLE

cOo
SUSTAINABLE

VIABLE

SOURCE: A. DALIBOZHKO & I. KRAKOVETSKAYA / SHS WEB OF CONFERENCES 2018 | KNOWABLE MAGAZINE



Triple Bottom Line Best Practices for Mission-Driven Projects

Design and deliver facilities that advance your mission—people, planet, and prosperity.

OUR COMMITMENT: Steward resources wisely today to create healthy, inclusive, resilient spaces that deliver lasting value for our community and generations to come.

PLANET

Environmental Stewardship
Protect the planet and
use resources responsibly.

Energy Efficiency

Install high-efficiency HVAC, LED lighting,
and smart controls to reduce energy use
and greenhouse gas emissions.

Sustainable Materials

Use non-toxic, renewable, and recycled
materials to protect indoor air quality
and reduce environmental impact.

Waste Reduction

Require recycling of construction debris
and donate salvageable materials and
fixtures to reuse centers.

Water Conservation

Install low-flow fixtures, touchless faucets,
and rainwater harvesting systems to
conserve our most precious resource.

OUTCOMES: Lower carbon footprint, reduced
operating costs, conserved resources,
and a healthier environment.

PEOPLE

Social Impact & Inclusivity
Create spaces that support
people, equity, and well-being.

Universal Design

Design fully accessible spaces that welcome
and support people of all abilities—going
beyond minimum requirements.

Health & Wellness

Maximize natural light, improve indoor air
quality, and design spaces that support
mental and physical well-being.

Local Sourcing

Hire local architects, contractors, and
craftspeople to strengthen the local
economy and build community.

Fair Labor
@ Partner with contractors who pay fair

wages and provide safe, respectful
working conditions.

OUTCOMES: Healthier communities, inclusive
spaces, stronger local economy,
and ethical project delivery.

PROSPERITY

Transparency & Accountability
Build trust through transparency,
performance, and long-term value.

Third-Party Certification

Pursue certifications such as LEED or
WELL to verify performance and
demonstrate our commitment.

Clear Documentation

Track and publicly share project progress,
material choices, and energy and water
savings to ensure accountability.

Mission-Driven Contracting
Embed our values in contracts so all
partners are accountable for quality,
ethics, and outcomes.

Life-Cycle Value

Evaluate decisions using life-cycle cost
and total cost of ownership to maximize
value over the long term.

OUTCOMES: Greater transparency, reduced risk,
lower life-cycle costs, and sustainable
value for our mission.

Good stewardship is good strategy.

People Served | Planet Protected | Resources Maximized | Mission Advanced

Build with purpose.
Deliver lasting impact.

SUCCESS
MEASURES

Reduce
Energy Use
& Emissions

Improve
Well-Being
& Accessibility

Optimize
Life-Cycle
Value

Demonstrate
Transparency
& Accountability

/ Advance
O Our Mission

Together




Project Constraints for Strategic Alignment °

PROJECT MANAGEMENT HEXAGON




MEASURING WHAT MATTERS

SUCCESS IS MORE THAN
COST, SCHEDULE, AND SCOPE.

We measure success by the lasting value we create.

» @ @ ®

ORGANIZATIONAL OCCUPANT SUSTAINABILITY OPERATIONAL ASSET LIFECYCLE
IMPACT EXPERIENCE EFFECTIVENESS VALUE
Advances our mission, Creates healthy, safe, Reduces environmental Optimizes systems, Maximizes total value
strengthens communities, inclusive, and inspiring impact and resource use processes, and over the life of the asset
and delivers measurable spaces that support today while building performance for through informed
strategic outcomes. well-being and resilience for tomorrow. reliability, efficiency, decisions and proactive
performance. and adaptability. stewardship.
KPI KPI KPI KPI KPI
/} Mission Impact Score Occupant Satisfaction Carbon Reduction Operational Efficiency Lifecycle Value
% improvement in key @ Average satisfaction Qj % reduction in GHG m % reduction in energy Total cost of ownership
. l I mission outcomes score from post- s ] emissions compared use per square foot savings (NPV)
(or cost per sf) over 30 years

enabled by the project occupancy survey to baseline

(0/:’ ‘ Great projects create more than deliverables.

They create impact that endures.

Plan with purpose. Lead with people. Deliver with excellence.

Building today. Sustaining tomorrow. Advancing our mission.
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Feedback & Questions



#Tucker-Francis

Thank You!



