
By: Jared R. Call, CFM, FMP

With a new year comes time for reflection upon goals of the past 
and goals for the future. How many of us in reviewing organiza-
tional goals find statements such as: “Our mission is to create 
high-performance facilities.”; “…Facilities Operations is to pro-
vide the highest quality services, which exceed our customer’s 
requirements and expectations.”; “…provide world-class ser-
vices and stewardship by building, operating, maintaining and 
ensuring a safe, secure, healthy environment…?”
Most facilities organizations define their mission, vision, and 
goals in a similar fashion, but what is high-performance? How 
do we get there? And how do we prove to ourselves and our 
stakeholders at our hour of reflection that we have achieved high-
performance or are at least working towards such achievements.

What Does it Mean?
Defining high-performance is often difficult. Throughout mod-
ern management history, people have worked to identify what a 
high-performance organization looks like. Such books as Colins’ 
Good to Great and Built to Last attempt to identify such organi-
zations. Unfortunately, even many of the organizations identified 
to outperform the masses have not continued to perform over 
time. So what truly defines high-performance? The dictionary 
defines high-performance as “modified to give superior perfor-
mance” (i.e., a high-performance car). This definition is limited 
in its application because of its narrow focus virtually eliminat-
ing the factor of time. To test how high-performance compa-
nies achieve success, the American Management Association/
Institute for Corporate Productivity conducted a global survey to 
which they defined high-performance as “An organization that 
is so excellent in so many areas that it consistently outperforms 
most of its competitors (or peers) for extended periods of time.”

How Do You Get There?
Now that we have a sound definition to strive for how do we 
get there? Achieving high-performance as an organization is a 
constant process of measurement, planning, and change. Just 
as world-class athletes focus their training regimes specifically 
for what they are trying to accomplish, we must also mold and 
shape our organization specifically based on our operating cir-
cumstances. There is no ideal template that can be applied to 
all organizations universally; however, the process of becoming 
high-performance is the same for everyone. Organization’s must 
Develop a Baseline, Create a Roadmap and Drive Innovation.

Develop a Baseline
Developing a baseline is often the most critical and challeng-
ing step. Just as an individual develops personal weight loss 
and exercise programs, you never know how far you have come 
unless you baseline yourself at the beginning. Unfortunately, 
establishing a facilities performance baseline is not as easy 
as simply stepping on a scale, but there are tools available to 
make baseline establishment more manageable. Probably the 
easiest, but often not the most exact, is to benchmark your 
organization using industry-related resources. Benchmarking 
provides a snapshot of how you are performing compared to oth-
ers. However, it should be tempered with the fact that varying 
operating environments often makes the comparisons suspect to 
differences in data parameters. Additionally, benchmarking typ-
ically focuses primarily on inputs and processes of an organiza-
tion. It often neglects overall management aspects all together.

The best means for establishing a baseline focuses on asking 
pertinent questions across various performance categories and 
measuring your organization based on a systematic scale of con-
formance, partial-conformance, or non-conformance to the best 
practice. There are several different performance category clas-
sifications that can be used for a facilities organization. FEA has 
found that one of the best frameworks is based on the Baldridge 
National Quality Program Framework as described below:

1. Leadership (Defining roles, communication, strategy, 
environment, succession plans, etc.)

2. Planning (Strategic plan, master plan, design standards, 
budget preparation, etc.)

3. Customer Focus (Aligning expectations, levels of service, 
customer feedback, etc.)

4. Measurement (KPIs, organizational assessments, quality, 
IT application and effectiveness)

5. Workforce Development (Recruitment/retention, training, 
performance evaluation, recognition)

6. O&M Process Management (Assessing adequacy of 
support facilities & equipment, etc.)

7. Performance Results (Appearance, FCI, systems reliability, 
benchmarks, etc.)

Continued on page 2
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“An organization that is so 
excellent in so many areas that 
it consistently outperforms its 

competitors (or peers) for extended 
periods of time.”



Create a Roadmap
Just as directional mapping programs 
require one to enter a starting point and 
the end point before receiving the appro-
priate directions, organizations must, 
with high-performance as a destination, 
chart the best course to get there. Careful 
analysis of the baseline can help identify 
organizational strengths and weaknesses 
to use in developing the roadmap.

Drive Innovation
Crazy is often defined as doing the same 
thing over and over again while expect-
ing different results. Organizations must 
innovate in order to close the gap of 
where they are and where they want to be 
to achieve high-performance.

Innovation comes in many forms. We have 
seen innovation in all aspects of work, 
everything from implementing new technologies to process redesign 
to organizational strategies and information sharing strategies.

How Do We Prove It?
In order to prove our achievement or migration toward a high-
performance facilities organization, key performance indicators 
(KPIs) should be identified and developed early on in the process 
and formulated into a balanced scorecard for the FM organization. 
This enables measuring improvements integrated directly with 
benefits (such as cost avoidance, energy conservation, extended 

asset life, higher customer productivity and satisfaction, mini-
mized risk, and other tangible benefits). The system is completely 
transparent to stakeholders. It is based on the tenants of using a 
rational approach and recognizable standards to generate credible 
and repeatable results. Finally, we should celebrate our successes 
on our journey to high-performance. We need to make others aware 
of our accomplishments.

Let each of us resolve in this New Year to establish a baseline and 
prove/celebrate our accomplishments on our way to accomplishing 
our mission of becoming High-Performance facilities organizations.

877-322-4589 voice • 703-591-4857 fax • www.feapc.com

Are You a High-Performance Organization? Continued from page 1
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Todd L. Dorius, P.E. joined FEA’s San Francisco office in 
November. Todd has over 15 years of mechanical engineering 
experience in designing all types of HVAC systems for a 
variety of commercial, institutional, and industrial clients.

Conrad Kelso, P.E. has recently obtained his Certified Energy 
Manager (CEM) certification from the Association of Energy 
Engineers. Mr. Kelso has been with FEA for almost two years, 
serving as a key contributor to the energy management and 
sustainability service line. He is currently a Project Engineer 
in FEA’s San Francisco, CA office.

FEA was recently approved to add new SIN 871 211 Energy 
Management Consulting to their existing GSA 03FAC 
Facilities Maintenance and Management Schedule Contract. 
This new SIN focuses on Executive Orders 13423 and 13514, 
as well as other government legislation and policy related to 
energy conservation. Only twelve other firms have pursued and 
successfully added this SIN to their schedules.

FEA is pleased to announce the release of the seventh 
and eighth guides in the Sustainability “How-To Guide” 
Series. The seventh publication, A Comprehensive Guide 
to Water Conservation: The Bottom Line Impacts, 
Challenges and Rewards, is a practical, real-world guide 
designed to expand water conservation efforts inside and 
outside of today’s facilities. And the eighth, Green Building 
Rating Systems, explores the different rating systems and 

discusses their attributes, utilization on a global basis, 
and benefits to facility management. Both of these new 
guides, as well as all previous guides, are available free of 
charge on FEA’s website.

Teena Shouse, CFM has been appointed as the 
Chairperson of the Global Facilities Management 
Association (Global FM). Global FM is an international 
not-for-profit organization based in Brussels, Belgium 
representing a worldwide community of organizations 
that provide leadership in facility management. Teena 
Shouse is a Senior FM Consultant at FEA with over 26 years 
of experience in service related fields, predominately in 
facility management.

FEA was recently approved to provide another workshop 
for eight Green Building Certification Institute (GBCI) 
credits, How to Operate More Efficiently While Complying 
with Executive Orders. This workshop will introduce 
participants to the Executive Orders and related existing 
statutes, their goals, basic requirements, and how you can 
achieve building efficiency and operational excellence. FEA 
became a USGBC Education Provider in May and has since 
been approved to provide six courses and workshops for 
GBCI continuing education credits. For more information, 
please visit FEA’s website.

Announcements and Accomplishments



The Business Case for 
Reliability-Centered Maintenance (RCM)

Washington, DC • Boston, MA • Dallas, TX • Denver, CO • San Francisco, CA

James P. Whittaker, P.E., CFM, EFP

One of the toughest challenges most facilities departments face is effectively executing a proac-
tive (planned) maintenance program to support the organization’s mission with limited funds 
and staff. Today’s climate of focused operational cost cutting makes this even more difficult. We 
have to respond to emergencies and customer service requests, which leaves precious few areas 
to reduce labor requirements. Facility managers often feel helpless investing in and imple-
menting successful planned maintenance programs. Help is here! This challenge may actually 
present FM departments with one of the best opportunities to enhance efficiency through the 
use of proven technologies. 

Today, some of the best facili-
ties organizations are turn-
ing to improved predict ive 
testing technologies and pro-
cesses to overcome this chal-
lenge. The implementation of a 
streamlined reliability-centered 
maintenance (RCM) philosophy 
by the inclusion of predictive 
testing and inspection (PT&I) 
methods can effectively supple-
ment a standard preventive 
maintenance (PM) program and 

reduce costs at the same time. PT&I methods use specific technologies (such as ultrasonic 
probes, vibration screening tools, laser alignment tools, and infrared cameras) to gather empiri-
cal data on equipment performance to identify when and what preventive maintenance should 
be done. These technologies and methods can be integrated into the existing PM program at 
a relatively low cost and level of effort to optimize the program and maximize the reliability 
of critical systems. In some cases we have seen a reduction in PM levels of effort by 15 to 20 
percent by eliminating unnecessary calendar-based tasks or reducing PM frequencies based on 
empirical condition data.

With few exceptions, preventive maintenance has been considered the most effective way of 
maintaining building systems and extending the service life of equipment. Most PM programs 
are based on the assumption that there is a cause and effect relationship between scheduled 
maintenance and system reliability. The primary assumption is that mechanical parts wear out, 
thus the reliability of the equipment must be in direct proportion to its operating age. Research 
has indicated that operating age sometimes may have little or no effect on failure rates. There 
are many different equipment failure modes, only a small number of which are actually age or 
use-related. Reliability-Centered Maintenance (RCM) was developed to include the optimal mix 
of reactive-, time- or interval-based, and condition-based maintenance.

RCM is a maintenance philosophy that identifies actions that will reduce the probability of unan-
ticipated equipment failure that are the most cost-effective. The principle is that the most critical 
facilities assets receive maintenance first, based on their criticality to the mission of the facility 
or organization dependent on that asset. Maintainable facilities assets that are not critical to the 
mission are placed in a deferred or “run to failure” maintenance category, and repaired or replaced 
only when time permits or after problems are discovered or actual failure occurs. 

A streamlined RCM maintenance philoso-
phy allows organizations to use their scarce 
personnel and funding resources to main-
tain the most critical assets that have the 
highest probability of failure and impact 
to the organization’s mission. Streamlined 
RCM programs have several clear benefits:

1. Managers, not equipment, plan shop 
technicians’ activities and time.

2. Efficiencies are gained by performing 
maintenance on equipment when 
needed, not based on the calendar 
[The right maintenance on the right equipment at the right time].

3. Planning of work allows labor, parts, materials, and tools to be available when needed.

4. Equipment part replacements and materials are minimized. The probability that bearings 
need only lubrication and not replacement is maximized. PM/PT&I also minimizes 
the potential need to not only replace bearings, but the shaft, rotating parts, bearing 
housings, casings, and possibly motors.

5. Managers/schedulers have time to evaluate what other work could be done at the same 
time and location as the planned PM/PT&I, optimizing shop productivity.

6. Engineers can study equipment performance and maintenance histories to conduct root 
cause analyses or implement changes that could improve equipment performance or 
energy efficiency.

World-class facilities organizations make extensive use of PT&I technologies to gather and 
analyze data in order to optimize proactive maintenance. The best use of PT&I is to implement 
simple visual/audible and non-destructive procedures to record conditions at a specific time 
(snap shot) when the equipment is inspected at the time of PM. When a series of condition 
records (snap shots) are compiled a trend analysis can be developed. This trend analysis is 
the basis of PT&I and can also provide factual data to support capital expenditure decisions 
regarding building systems. Specific PT&I methods that have proven to be effective include:

• Airborne/structure-borne Ultrasonic Testing

• Infrared Thermography (IRT)

• Motor Circuit Analysis (MCA) Testing

• Vibration Screening and Analyses (Rotating Equip.)

• Lubrication Oil Analyses

• Laser Sheave and Shaft Alignment

• Water Chemistry Analysis

To dispel a myth, these technologies are not prohibitively expensive. The investment for a rec-
ommended minimal set of PT&I technologies could include the following (specific brands and 
models provided only for cost comparison):

Spirax/Sarco UP100 Ultrasonic Trap Tester – $1,000

SDT-170 Ultrasonic Leak Detector – $4,000

DLI Watchman ST-101 Vibration Screening Tool – $3,000

FLIR EX320 or new T-Series IR Camera – $8,000

Belt Hog Pulley Alignment Tools – $2,000

Some additional costs would be incurred in training staff on the use of the technologies. The 
ultrasonic, thermography, and vibration screening tools are very easy to use and don’t require 
extensive training to implement. The payback is relatively easy to calculate. The real benefits 
have been proven in enhanced efficiency of maintenance staff, reduced energy consumption 
through the repair of deficiencies identified by PT&I techniques, maximization of reliability, 
reduced materials consumption, and extension of equipment service life. Payback of less than 
a year is very reasonable to expect.

It is not only possible, but proven, that FM departments of all sizes can enhance efficiency 
through the use of proven PT&I technologies incorporated into a streamlined RCM program.
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An effective streamlined RCM program incorporates the 
optimal mix of PM, PT&I, scheduled inspections, and 
reactive maintenance to maximize the reliability and 

performance of building systems



12701 Fair Lakes Circle, Suite 101 
Fairfax, VA 22033
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2011 • Richmond, VA

James River Green Building Council 
Sustainability Forums 2011

Kristin Moreno will lead the April 2011 forum entitled, Introduction 
to Green Roofs. Mayra Portalatin will present Improving Operational 
Efficiency through LEED Certification: A LEED-EB Case Study and 
Greg Hughel will lead What’s Your Score? Benchmarking Energy 

Use through ENERGY STAR Portfolio Manager, both in June.

January 25, 2011 • Fairfax, VA

The Green Globes Rating System 
Webinar

Sharene Rekow of Green Building Initiative will be providing a free 
webinar at noon on January 25 for FEA employees on The Green 

Globes Rating System. FEA would like to invite our readers to attend 
in person or via webex (limited space for webex participation). Please 

contact FEA if you’re interested.

March 3, 2011 • Fairfax, VA

How to Operate More Efficiently 
While Complying with Executive 

Orders Workshop
FEA’s workshop How to Operate More Efficiently While Complying 

with Executive Orders (8 GBCI credits) is tentatively scheduled for 
March 3 and will be held in FEA’s Fairfax office. Look for more infor-

mation regarding this workshop on our website.

March 12, 2011 • Washington, DC

Washington Metropolitan Chapter 
of the Community Associations 

Institute (WMCCAI)
FEA will be exhibiting in Booth #313.

March 15-18, 2011 • Baltimore, MD

NFM&T 2011
Mayra Portalatin will be leading the workshop Strategies to 
Calculate and Reduce Your Carbon Footprint on March 15. 
And Jim Whittaker will be presenting The Changing Face of 

Facilities Maintenance – A Business Case for Reliability-Center 
Maintenance (RCM) on March 17.

March 23-25, 2011 • Boston, MA

IFMA Facility Fusion 2011
Maureen Roskoski will be presenting at IFMA’s Facility Fusion 

on March 24. Her presentation is titled How Peak Demand 
Management and Energy Education Can Save You Energy Dollars: 

A BAE Case Study.


