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--- SUMMARY ---

Open communication among post, the Regional Bureau, and

the Bureau of Overseas Buildings Operations (OBO), the

Bureau of Diplomatic Security (DS), and other bureaus

and overseas agencies with personnel under Chief of

Mission authority is critical to a successful transition

to a New Embassy or Consulate Compound (NEC).  This

cable details the process of how the Department of State

(DOS) plans and executes a Capital Security NEC,

including project prioritization, planning, design,

construction, commissioning, and maintenance after an

NEC is occupied.  Specifically, the role played by post

in the NEC process is highlighted at each stage.  For

further clarification, posts should contact OBO's Area

Management Division (OBO/OM/AM) or the points of contact

listed at the end of this ALDAC for specific questions.

Although post's input and support is essential

throughout the NEC process, there are a few key areas

where post is able to significantly influence the

outcome of the project.  These are described in detail

below, and generally are summarized as:  providing

staffing information (Section 5), site selection and

acquisition (Sections 9, 10, and 11), and the planning

workshop (Section 27).  Posts need to be active and

ready with their input at these points.

-- STANDARD EMBASSY DESIGN --

1. The Standard Embassy Design (SED) standardizes

designs for secure, safe, and functional new embassy and

consulate compounds.  The SED is a tool that enables OBO

to simplify the building process, resulting in shorter

durations.  The SED NEC typically includes a New Office

Building (chancery or consulate); non-office support

spaces including maintenance shops; Marine Security

Guard Quarters (MSGQ), when a detachment is assigned to

the post; Utility Building; Compound Access Control

facilities; a recreation facility; and parking.  There

may also be an unclassified office annex (NOX) if there

is a need.  Warehouses are only included if clearly

justified by a business case analysis and if post's

current warehouse will be sold, demolished, or otherwise

not used.  Revisions to the SED follow a "standards

change request" process and are phased in according to

the budget cycle. The SED will be adjusted to fit the

requirements of each post while maintaining transparency

and consistency across regions for the entire capital

construction program, and will include a flexible

interior allowing for custom fit-out and future space

modification.  OBO's Project Development Division

(OBO/PD/PDD) manages changes to the SED.

-- LONG-RANGE OVERSEAS BUILDINGS PLAN --

--What Is It?--

2.  The Department produces an annual Long-Range

Overseas Buildings Plan (LROBP).  The LROBP is a

comprehensive six-year plan documenting OBO's plan for,

first and foremost, the replacement of the least secure

embassies and consulates around the world.  The LROBP

outlines the Department's priorities and the scope and

estimated cost of each project.  This plan is consistent

with the goals and objectives established in the

Department's Asset Management Plan; a requirement of the

President's Management Agenda Federal Real Property

Initiative.  The latest LROBP includes estimated costs

for Building Operating Expenses (BOE) for all NECs for

the convenience of all agencies and regional bureaus to

include the O&M funding requirements in their budget

process.

--LROBP Process--

3.  The annual LROBP publication process begins with the

Bureau of Diplomatic Security's (DS) vulnerability list

and updating the top 80 list (see paragraph 4).  The

LROBP also includes information on OBO's Strategic

Capital Projects (NECs justified for reasons other than

security), Major Rehabilitation Projects, Lease Fit-out

Projects, Compound Security Projects, Operations and

Maintenance Plan, Post Communications Support Program,

Refurbishment of Representational Residences Program,

Real Estate Plan, Long-Range Facilities Planning, and

Performance Measures.  The most recent version, dated

January 2007 and covering the period FY 2007 - FY 2012,

was distributed in February 2007.  OBO's Strategic

Planning Division (OBO/PD/SPD) is the point of contact

for issues associated with the LROBP.

-- THE TOP 80 LIST --

4.  Moving a post into the list of the 80 most

vulnerable posts is the first step for a Capital

Security NEC project.  By law, the Department is

expected to spend Capital Security appropriations only

among the top 80 posts.  These top 80 posts form the

universe of posts included in the Capital Security

portion of the LROBP.  Each year, the Bureau of

Diplomatic Security (DS) reviews the vulnerability of

all chancery and consulate buildings, considering

security factors such as perimeter protection, setback,

parking, and chemical-biological protection; structural

and safety factors such as seismic and fagade

construction; and the assigned threat levels for

terrorism and political violence.  The result of the

review is a numerical score and a rank ordering of the

posts, which is provided to the regional bureaus.  The

rightsizing staff of the Office of Management Policy,

Rightsizing, and Innovation (M/PRI) coordinates the

annual top 80 process and meeting.  The regional bureaus

nominate posts to move into the top 80 list, replacing

posts on the list of the top 80 that moved from Planning

to Execution upon award of a design/build contract.

With the award of ten projects in FY06, ten spaces were

created in 2015 to fill in with new posts.  Posts can

make the case to their regional bureaus detailing why

they should be moved ahead into the top 80.  Non-

Department of State U.S. Government Agencies with

overseas personnel under Chief of Mission authority can

advocate with regional bureaus to place a post onto the

top 80 List or advance a post project already on it to

an earlier award date. All factors, including security,

local market conditions impacting availability of

suitable sites, bureau/agency priority, and other

conditions are taken into account.  (Refer to paragraph

8 below, "Back-up Projects.")   Annually in June, the

rightsizing staff of M/PRI chairs a meeting including

DS, regional bureaus, OBO, and M staff to discuss which

posts to add to the top 80 list.  The rightsizing staff

of M/PRI sends the revised top 80 list to the Under

Secretary for Management for approval.  Regional bureaus

develop business cases for the new posts, and update the

business cases for posts previously included in the

LROBP.  The point of contact for the top 80 list is the

rightsizing staff of M/PRI.

-- ESTABLISHING STAFFING PROJECTIONS --

--Using PASS--

5.  The initial basis for NEC staffing is the position

information entered by post in the Post Administrative

Support System (PASS).  Typically, this information is

used for the "out-year" projects identified in the

LROBP.  Posts are responsible for ensuring that all

positions under the Chief of Mission Authority are

included in the PASS, including those not intending to

move into the NEC.  (Refer to paragraph 28.)  All

positions that require space need to be identified

including TDY positions and contractors.  Posts should

consider the need to support regional personnel visits

when establishing the number of TDY positions.  If a

post does not plan for regional support personnel, then

conference rooms or unoccupied TDY spaces must be used

for regional visits.  There are specific data fields in

PASS required by OBO that posts must update so projected

information can be exported for OBO/PD/SPD to use in

developing a Space Requirements Program, budget, and

CSCS charges.  Accurate position data in the PASS

database is crucial to NEC planning.

--Rightsized Positions--

6.  All missions are required to perform a rightsizing

study on a five-year rolling basis or in connection with

new construction.  If the most recent study is out of

date by the budget year (two years ahead of the planned

design/build contract award year), the rightsizing staff

of M/PRI will work with post to use the PASS position

information to update the rightsizing study of the

Mission.  Starting with the budget year, all NEC's are

based on position requirements approved by the

rightsizing staff of M/PRI.  OBO will not accommodate

changes in position information after the budget for the

project is established.  Chiefs of Mission should be

cognizant of this policy should NSDD-38 requests arrive

after this deadline.  If changes do occur, and an

amended Rightsizing report is issued, OBO will review

the changes on a case-by-case basis.

-- CAPITAL SECURITY COST-SHARING PROGRAM --

7.  In support of the Department's efforts to

expeditiously construct safe and secure facilities for

its overseas missions, Congress enacted the Capital

Security Cost-Sharing Program (CSCS) program in the FY

2005 Consolidated Appropriations Act.  This act requires

all agencies with personnel under Chief of Mission (COM)

authority to contribute funds for the construction of

new, safe, secure diplomatic facilities on the basis of

their worldwide overseas presence. The Department has

planned, and is executing, this annual program to

construct 150 new embassy and consulate compounds over

the 14-year life of this program.  OBO/PD/SPD bases

annual CSCS charges on the authorized and planned

position data maintained in the PASS database.  For more

information on the CSCS program, visit

www.state.gov/obo/c11275.htm.

-- BACK-UP PROJECTS --

8.  Although a full list of Capital Security projects to

match projected funding is prepared for each fiscal

year, some project starts are inevitably delayed.  There

are a variety of reasons for individual delays, ranging

from problems with property acquisition to the lack of

adequate funding or Congressional support for a

particular project.  Each year, OBO/PD/SPD, working with

OBO's Project Evaluation and Analysis Division

(OBO/PD/PEA), the Office of Real Estate (OBO/RE), and

the Regional Bureaus, evaluates the list of out-year

projects in the LROBP and selects back-up projects to

move forward when needed.  The principal criteria OBO

uses to identify potential back-up projects are: 1) the

existence or potential of a ready-to-build site within

the required timeframe, 2) correlation of available

funding to project cost, and 3) Department priorities.

OBO is mindful of prior OMB (Office of Management and

Budget) direction not to advance posts in distant out-

years in a way that distorts DS and Regional Bureau

priorities. When possible, back-up projects are planned

in detail so that they are ready for award, sometimes

several years ahead of the planned year of design/build

award in the LROBP.  The processes described in this

cable will be adapted as necessary when a project is

accelerated to an earlier year.

-- SITE ACQUISITION --

9.  OBO's Office of Real Estate, Acquisition and

Disposals Division (OBO/RE/AQD) manages the NEC site

acquisition process including site search, site

evaluation, site selection, negotiations, and

administrative due diligence (described in paragraph 11

below).  Throughout this process, post's involvement and

assistance are essential to the program's success.  Post

will likely be involved in areas including the hiring of

service providers, due diligence contractors,

attorneys/notaries, appraisers, interpreters,

translators and so forth, in addition to working with

OBO personnel visiting post.  Also, post's participation

in related meetings, the site evaluation process, and

direct dealings with local and national governments will

be required.  One of post's key roles in the acquisition

process is assisting with obtaining government approvals

such as Ministry of Foreign Affairs (MFA) approval of

the site purchase and zoning/planning approvals.  Often,

property rights and related reciprocity issues require

post's close involvement as well.  The site acquisition

process typically begins three years prior to the fiscal

year in which the design/build contract for the NEC will

be awarded.  If an NEC is scheduled for FY 2011, site

selection would normally begin no later than the start

of FY 2008.  OBO has adjusted this process to initiate

the site acquisition earlier to allow preparation of

more accurate cost data associated with development of

the selected site, and therefore more accurate budget

requests.

--Site Selection--

10.  The site acquisition process typically begins with

the site search, which may be done by an OBO-hired

international real estate firm, post, or local broker

familiar with the market to search the city for sites

that meet OBO criteria and to deliver a detailed report

on potential sites, copies of which post also receives.

Posts are notified of the initiation of this phase via

cable from OBO/RE, and are encouraged to provide any and

all site information at its disposal to OBO/RE and the

relevant search firm, if one is selected.  A site

evaluation team from OBO, DS, and members of the

security community visits post, and, with a post

representative on the team, evaluates available sites

and selects the most appropriate site based on

established criteria, including consideration of the

costs discussed in paragraph 8.c. below.  For site

acquisition, the real estate specialist assigned to your

project from OBO/RE/AQD is the point of contact.

--Due Diligence and Completing the Site Purchase--

11.  Due diligence is the process of determining that

the site is technically acceptable for USG use.  There

are two different types of due diligence:

administrative and technical.  OBO/RE/AQD and OBO/PD/PEA

share the management and responsibility of each.

OBO/RE/AQD manages the purchase transaction, including

title, access, flight path/air right, and similar

issues, as well as obtaining necessary approvals from

the Ministry of Foreign Affairs (MFA) and ensuring

proper zoning for diplomatic use.     OBO/PD/PEA manages

technical due diligence, including utility,

soil/geotechnical, and environmental requirements; local

development issues such as site usage, building heights,

parking requirements, etc.; and preliminary local

government development approval.  Post is an active

participant throughout the process.  Following

satisfaction of all due diligence items and after all

stakeholders, including the MFA, approve the site and

Congress has provided its support for the project to

move forward, OBO completes the site acquisition.

Following acquisition, post uses funds provided by OBO

to secure and maintain the site as identified in

paragraph 12 below.

--Site Maintenance and Development Plans--

12.  OBO/PD/PEA prepares a Site Maintenance and

Development Plan (SMDP), initiated at the time of the

site selection visit.  The SMDP addresses maintenance

(items necessary to maintain and secure the site until

the construction contractor takes possession of it),

utility infrastructure (whether utilities are available

or need to be provided at the perimeter of the site),

and site mitigation costs (the cost premium to build on

the specific site due to unique conditions, e.g., high

water table, steep grades, etc. or to make the site

ready to build).  To ensure that the site is ready to

build, OBO/PD/PEA will determine how to perform

necessary activities in order to keep the NEC on

schedule and within budget.  Certain items, such as

demolition of existing structures or removal of

hazardous materials, may be included in the site

purchase agreement.  Others, such as removal and

replacement of substandard soil or fill material or

extending utilities to the site perimeter, may be

contracted separate from and ahead of the NEC.  Post's

support is needed to assist in preparing the SMDP, and

funding is provided to post to secure the site once it

is acquired.

--Approval by Local Authorities--

13.  In order to obtain preliminary development approval

by the local authorities, OBO/PD/PEA prepares a set of

planning documents identifying the location and features

of the NEC.  These documents are a product of the

Integrated Planning Review described in paragraph 27.

OBO/PD/PEA will ask post to assist in presenting these

planning documents to the local building and zoning

officials.  The purpose of this presentation is to

obtain formal preliminary approval of the NEC prior to

closing on the site.  It is also intended to identify

any local requirements that could interfere with the

subsequent, orderly execution of the project, and to

assure further that the project will meet all zoning and

other development requirements, and can be executed as

planned.

-- DETAILED PROJECT PLANNING --

14.  In order to develop an accurate budget for the

project, detailed project planning starts when the site

is selected or in the year of the budget request,

whichever occurs earlier.  Several activities are

initiated at this time, and the information is refined

throughout project planning.  The Planning Manager in

OBO/PD/PEA has overall responsibility for planning the

project.

--Planning Notification Cable--

15.  Upon initiation of detailed project planning, the

Planning Manager will send a cable to post describing

upcoming planning activities and alerting post of

activities requiring their assistance.

--Initial Planning Survey--

16.  The Initial Planning Survey (IPS) is a three-part

planning survey that OBO uses to budget, schedule, and

refine the scope of the NEC.  Parts 1 and 2 of the

survey, covering the legal counsel business assessment

and local post administrative assessment, must be

completed by post and local legal counsel.  OBO/PD/PEA

typically initiates Parts 1 and 2 after OBO/RE starts

the site search.  Part 3, covering construction market

and related data including information on taxes, zoning,

codes, permits, local approvals, etc. is typically

initiated after a conditional contract is placed on the

site.  OBO sends a team led by the Planning Manager to

complete part 3, the architectural and engineering

assessment, and requires post's assistance in this

effort.  Depending on the results of the IPS, OBO may

require further assistance from post to follow-up on

specific issues.  Results of the IPS are critical to

ensure that the project is planned sufficiently so that

design and construction can begin soon after receiving

congressional funding and approval.

--Risk Assessment--

17.  After OBO/RE negotiates a conditional contract on a

site, OBO/PD/PEA initiates a risk assessment for the

site.  The risk assessment identifies any unique

security requirements that will be required for the NEC.

Depending on the level of detail available in other site

documentation, OBO/PD/PEA may request that post provide

photographs, land use, zoning, or other background

information necessary to supplement the risk assessment

request.  Results of the risk assessment are

incorporated into the project.

--Tax Relief Planning---

18.  During planning, OBO/PD/PEA works with the Office

of Foreign Missions (OFM) and post to identify tax

requirements regarding goods and services that will

impact the NEC construction and develop agreements with

the host government to eliminate or minimize potential

tax consequences to the project.

--Space Requirements Program Development--

-What Is It?-

19. The Space Requirements Program (SRP), developed by

OBO/PD/SPD, defines the detailed scope for an NEC

project.  This includes, but is not limited to, the size

and number of primary buildings; number of desks;

maintenance, shop, and storage requirements; agency

technical requirements; interior space attributes;

parking and recreational requirements; and support

buildings.

-Space Standards-

20.  OBO/PD/PDD maintains a set of space standards used

in developing an SRP.  These standards are consistent

with industry standards, and are applied uniformly to

all parts of an NEC.  The standards make extensive use

of open workstations, as well as shared conference

rooms, copy rooms, kitchenettes, and other support

spaces.

-The SRP Process-

21.  There are three phases to developing an SRP for an

NEC, all of which are based on PASS or M/PRI

rightsizinig staff approved positions as discussed in

paragraphs 5 and 6.  The first (LROBP) SRP is based on

preliminary and historic information, and defines the

building size published in the LROBP.  The second

(Budget) SRP is refined using information gathered

through interviews at post, confirmation of each

agency's technical requirements, and coordination within

OBO and with post and agency reviews.   The Budget SRP

is used to determine the final size and budget for the

NEC, and is later used during the IPR process.  The

third (Final) SRP modifies the Budget SRP at the

conclusion of the IPR process to reflect the actual

sizes shown in the documents, and is used as the record

SRP in the Project Analysis Package and for the Request

for Proposal.  New requirements will not be accommodated

in the Final SRP.

--Budget Activities--

-Long-Range Cost Estimate-

22.  Budget activities for an NEC start when a post is

placed in the top 80 list.  OBO's Cost Management

Division (OBO/PD/CMD) uses the LROBP SRP described in

paragraph 21, in combination with historic data and

other information such as the SED planning documents and

parametric cost models, to develop a long-range estimate

for the NEC.  This is the cost estimate published in the

LROBP.  The long-range cost estimate is updated each

year as part of the LROBP updating process.

-The NEC Budget-

23.  The budget for an NEC is established two years

prior to the year in which the design/build contract is

planned for award.  At this time, OBO/PD/CMD evaluates

detailed information developed for the NEC, including

the IPS, Budget SRP, SMDP, schedule assumptions, and

other data.  OBO/PD/CMD consolidates this project-

specific information with SED planning documents and

OBO's standard design criteria to develop a detailed NEC

budget.  OBO's Resource Management Office (OBO/RM)

submits these project-specific NEC budgets to OMB and

the Congress.

-Monitoring Project Plans Against the NEC Budget-

24.  Throughout detailed project planning, OBO/PD/CMD

continuously monitors the developing project to ensure

that estimated costs stay within the available fixed

budget.  Updated project cost estimates are issued at

regular steps in the process.  The final cost estimate

issued at the end of planning confirms that planned

projects are feasible within fixed budgets.

-Identifying Maintenance Changes-

25.  Post adapts their maintenance staff, as well as

budgets, because of the NEC.  OBO first identifies an

estimated cost for BOE in the LROBP (see paragraph 3.a),

then sends an updated BOE estimate to the regional

bureau prior to the design-build contract award.  During

construction, approximately 12-18 months prior to

substantial completion, OBO's Facilities Management

Division (OBO/OM/FAC) performs a staffing study, then

prepares new operations and maintenance staffing

requirements, which they provide to post, the bureau,

OBO/OM/AM, and OBO/PD.

-ICASS Changes-

26.  The NEC will undoubtedly bring changes in how the

post will operate.  Such changes likely will be

reflected in post ICASS requirements.  Working with the

service provider and the ICASS Council, all agencies at

post (including State), should submit estimates of the

potential ICASS cost impact to their parent agencies at

least one budget cycle before the planned NEC occupancy.

Such items are usually related to building operating

expenses and maintenance staff levels, and will affect

ICASS generally as increases.  The impact of shared

copier services, if any, should also be taken into

account by post.

--Integrated Planning Review-

27.  After a conditional contract has been executed on

the selected site, and the staffing and cost information

for the NEC has been thoroughly developed, the Planning

Manager initiates the Integrated Planning Review (IPR)

process.  Post, the regional bureau, OBO's NEC planning

team, Consular Affairs, DS, other government agencies,

and other members of the security community will be

invited to participate in a planning workshop;

OBO/PD/PEA will fund one person from post to participate

when it is held in the U.S.  During the workshop, the

team will use information gathered during the site

acquisition, together with the IPS and the SRP, to

develop site development diagrams, identify scope

requirements by "Sites Ready to Build" (see 30), develop

Blocking and Stacking Diagrams, and preliminary

presentation drawings.  Detailed building layouts are

developed by OBO/PD/PEA/IPA later in the IPR process,

and will be used in the Request for Proposal as the

basis of the design/build construction contract.

OBO/PD/PEA includes the DOS and other government

agencies, as well as post, in the review process for the

detailed drawings.  Throughout the IPR process,

OBO/PD/CMD continuously monitors the project to ensure

that costs stay within the available funding.

OBO/PD/CMD issues an updated project cost estimate at

the conclusion of this process.  This effort should

result in a design that meets all requirements,

satisfies all parties, and is within budget.

--Collocation--

28.  Public Law 106-113 requires the Department to

collocate all U.S. Government personnel at the post

(except those under the command of an area military

commander) on the NEC site.  In addition, the Planning

Manager will request that post, by cable, identify all

staff, if any, from each agency asserting that they are

excused from the requirement to move onto the compound

or who have requested or intend to request a collocation

waiver.  This information will be used by OBO to advise

agency headquarters of the necessity for collocation

waivers and to assist Diplomatic Security in ensuring

compliance with Public Law 106-113.  For NECs,

collocation waivers, if required, must be requested by

the head of each agency requiring the waiver and have

the concurrence of the Chief of Mission and Regional

Security Officer at post.  Waiver requests should be

sent to DS/C/PSP, who will review them and make a

recommendation for approval to the Secretary of State.

Only the Secretary is authorized to waive the

collocation requirement, based on a determination that

security considerations permit and that it is in the

national interest of the United States.  If the

collocation waivers are not granted, and the budget for

the project has already been submitted to Congress, OBO

will accommodate within the NEC to the extent possible

those elements that had originally requested to be off-

site, with no adjustment in the project budget.

-- APPROVAL OF THE PROJECT ANALYSIS PACKAGE --

29.  The Planning Manager uses the information gathered

during the detailed project planning to create a Project

Analysis Package (PAP).  The PAP documents the agreed

upon scope, schedule, and budget for the project;

documents decisions made during the planning process;

provides the basis for the project's execution; and

includes information needed to develop the Request for

Proposal (RFP) for the design/build contract.  The

Planning Manager will ask the planning team, including

post, to review the PAP, provide feedback, and then

sign/acknowledge the package on behalf of self and

successors.

-- CONTRACT PREPARATION AND BID PHASE -

--Sites Ready to Build--

30.  During the IPR process, the team may identify

various scope elements associated with "Sites Ready to

Build."  Acquiring or developing a site for "Ready to

Build" status assists OBO to have a tighter bid

environment during the bidding phase and allows the

design/build contractors to immediately begin building

upon receipt of a notice to proceed.  "Sites Ready to

Build" work elements may include roadwork, utilities,

grading, filling, clearing, etc.  Upon establishing the

work elements for this phase, OBO's Planning Integration

Division (OBO/PD/PID) works with post, A/LM, and RPSO as

required to have the work completed prior to the award

of the design/build contract

--Request for Proposal--

31.  OBO's Planning Integration Division (OBO/PD/PID) is

responsible for the project Request for Proposal (RFP).

The RFP contains all the pertinent site, building,

design, and technical criteria necessary to design and

construct the new facilities.  The RFP reflects the

project scope, schedule, and budget developed during

detailed project planning, as represented in the PAP.

PID Managers ensure that the RFP is fully coordinated

within OBO and is technically certified for release.

--Project Bid Phase--

32.  The PID Manager, in conjunction with a Contracting

Officer from the Office of Logistics Management (A/LM),

leads a team consisting of OBO personnel and pre-

qualified contractors on a pre-bid site visit to post.

This trip provides an opportunity for the contractors to

become familiar with the site, host country issues,

local materials, utilities, construction capabilities,

etc.  OBO will need post's assistance in preparing for

and executing this visit.  During the bid phase, PID

Managers may also need post's assistance in reviewing

and responding to contractor Requests for Information

(RFI).

-- PROJECT EXECUTION --

33.  As described previously, OBO typically uses the

design/build delivery method for NECs.  This process

enables construction to commence at the earliest

possible time.  Once the design/build contract has been

awarded, a Project Director (PD) and Project Executive

(PE) in OBO's Construction and Commissioning Division

(OBO/PE/CC) are assigned to the project.  The PD will be

posted to the construction site and will be responsible

for the daily project operations as well as the overall

management of the project.  The PE supports the PD and

has the responsibility of supervising the design

development to the point where construction can

commence.  The PD is OBO's point of contact at post,

while the PE is the project contact in Washington.  With

the scope, schedule, and budget established during

project planning, and a signed contract in place, only

adjustments within those parameters can be made to the

project during design and construction.  This procedure

is outlined in 15 FAM 1012.2, "Project Planning and

Controlling Change in the Design and Construction of

Diplomatic Facilities."

--Design--

34.  Approximately 45 days after contract award, OBO

conducts a pre-design kick-off meeting with the

contractor's staff and key design representatives.  This

meeting is led by the PE and the Design Coordinator from

OBO's Design and Engineering Division (OBO/PE/DE).  The

purpose of this meeting is to ensure that the

contractor's major assumptions are in compliance with

the design intent and contract requirements.

Design/build projects undergo an Integrated Design

Review (IDR) at the design development (35%) and

construction document (90%) phases.   The design

development phase includes a formal presentation at OBO

for the benefit of all agencies at post.  The PE will

notify post of the schedule for the presentation.

OBO/PE/CC will invite and fund one person from post to

participate in the 35% IDR.  All parties that have

concerns or issues with the design will work through the

PE, since this individual will be knowledgeable about

the contractual requirements.  Communications with the

contractor and/or their design representatives outside

of the COR are prohibited.  As the budget and scope were

already solidified and agreed to at the IPR and PAP

stages, no additional scope can be entertained at the

IDR.

--Interior Requirements Confirmation--

35.  Following the 35% IDR, the Interior Designer from

OBO's Interior Design Branch (OBO/PE/DE/IDB) will visit

post to present the NEC building plans showing staff

assignments for post planning purposes.  Post

suggestions for changes to the free-standing equipment

and furnishings at this time will only be considered if

there is no impact to the building structure, systems,

or capacities.  The Interior Designer will discuss the

placement and responsibilities for the post-furnished

equipment and bi/multi-lingual signage requirements.

OBO/PE/DE/IDB oversees the furniture and equipment

design process.  The Program Management Branch in OBO's

Area Management Division (OBO/OM/AM/PMB) purchases these

materials and coordinates shipment to the general

contractor's consolidated receiving point for

installation in the NEC.  The general contractor will

consolidate, ship, and install the furniture at the

site.  The Interior Designer will travel to site at the

end of the furniture installation and will inspect and

accept the installation for OBO.  OBO/PE/DE/IDB will

forward the plans to OBO's PD and post for use in

identifying move requirements and responsibilities for

existing furniture and equipment.  The Art in Embassies

Program (OBO/OM/ART) is responsible for planning,

identifying, shipping, and installing artwork in

official representational areas, and will make

selections for an artwork program.  This may involve a

visit to the post.

--Groundbreaking Ceremony--

36.  The only official ceremonies during the life of a

project are Groundbreaking and Dedication (discussed in

paragraph 45).  The formal ground-breaking ceremony

should be scheduled at the start of construction, after

the contractor has mobilized.  When the schedule of both

the post and OBO's Director are not conducive to holding

a ceremony concurrent with mobilization of the

contractor, and/or the contractor has reached a point in

construction where a groundbreaking is not feasible, a

site dedication ceremony is appropriate.  These

ceremonies are attended by OBO's Director and/or his

representative, the Bureau as they determine

appropriate, post, and invited host nation officials and

other guests as determined by the post.  The point of

contact for information about arranging for and

scheduling the ceremony is OBO's Special Assistant to

the Director.

--Construction--

37.  OBO/PE/CC assigns a full-time on-site Project

Director (PD), Construction Manager (CM), engineers, and

support staff for the NEC, reference 15 FAM 1012.4,

"Onsite Supervision."  OBO/PE/SM assigns a full-time on-

site Site Security Manager (SSM), who reports to the PD.

The department will determine the diplomatic status of

OBO staff assigned to the project.  In most cases, the

PD, CM, and SSM (direct hires) are granted Attachi

status while the remainder of the staff (Personal

Service Contractors) is granted Administrative and

Technical (A&T) status.  The Office of the Procurement

Executive (A/OPE) designates the PD as a Contracting

Officer with Limited Warrant and Contracting Officer's

Representative (COR) for the design/build contract.

A/OPE sends both a hard copy warrant and cable to post

explaining the PD's contract authority.  With the

assignment of the PD, the PE becomes the Alternate COR

(ACOR).  The PD assumes the responsibility for enforcing

the terms and conditions of the contract and is the only

authority, outside the Contracting Officer, who can

order changes to the terms and conditions of the

contract.  The PD is accountable to OBO for all aspects

of the project (technical, security, contractual,

administrative, etc.) and will keep post informed of the

progress of work and coordinate commissioning activities

and the turnover of the facility to post.  All

communications related to the project between the post

and OBO need to be directed to, or coordinated with the

PD.  At post, the PD is typically a member of the

country team and keeps each agency and embassy section

informed of the status of the project and issues related

to their offices.  The Chief of Mission designates a

point of contact within post to work with the PD,

usually the Deputy Chief of Mission (DCM), Management

Counselor, or senior Facility Manager.  The PD keeps

post's point of contact informed on all aspects of the

project.

--PD Mobilization and Coordination with Post--

38.  The PD will mobilize at post prior to construction.

However, the arrival date at post is dependent upon the

contractor's schedule, since execution of the work is

the contractor's contractual obligation.  Before award

of the design/build contract, OBO/PE/CC will initiate an

NSDD-38 cable to post identifying OBO's intention to

assign a project team, and requesting concurrence with

the assignment of the PD, SSM, and support staff.  The

cable will also identify any assistance with issues such

as visas and housing that the PD and staff will need to

open the OBO office.  Once on site, the PD will

coordinate issues such as customs, building permits, and

VAT procedures for construction materials with the

appropriate offices.  In addition to normal ICASS

charges associated with the PD and staff, salary and

other support costs are funded by OBO/PE/CC.  Support

costs also include travel, utilities, housing,

allowances, salaries, dependent educational tuition,

vehicles, and technical consultant costs.  OBO will

participate in ICASS at post.  The PD will negotiate an

ICASS agreement for required embassy support services

upon arrival at post.  In accordance with the change in

ICASS Council governance in 2006, OBO will be

represented on the post ICASS Council by the Department

of State's representative.  The PD will represent OBO on

post's ICASS Budget Committee, where OBO will be treated

as a separate voting member.  In addition to the OBO PD

and U.S. support staff, cleared American guards (CAGs)

and Construction Surveillance Technicians (CSTs), who

are employees of a contractor hired by OBO, will be

mobilized in conjunction with the construction work.

The CAGs, CSTs, and most of the professional staff of

the construction contractor are American citizens;

however, they will be fully supported by their

respective companies and should not require assistance

or support from the post.

--Electronic Country Clearance for Contractors--

39.  After the design/build contract is awarded and for

the duration of construction, many contractors will need

to travel to post.  The security branch of OBO's

Management Support Division (OBO/MSD/SY) and DS's

Industrial Security Division (DS/IS/IND) reviews and

certifies Contractor clearance and personal information

prior to the submission of the eCC to post.  As their

respective companies coordinate lodging and travel

assistance, support from the post will rarely be

requested on contractor eCC's.   Security badging is

accomplished separately by OBO's site security staff,

and contractors will not require access to post.

--Planning for Maintenance--

40.  Operations and maintenance products and services

first are identified during the planning stage, then are

reviewed at the 35% IDR, later are part of the

commissioning process, and are delivered on or before

post occupancy.  The PD will coordinate with post's

Facility Manager (FM) to schedule construction

contractor-provided training to post's maintenance staff

on all new critical building equipment and systems.

This training is part of the design/build contract

requirements and is typically led by a representative

from the manufacturer or a certified technician.  The PD

will ensure that training is conducted in accordance

with the contract.  It is very important that post's FM

and maintenance staff attend this training, which is

conducted as part of the commissioning and start-up of

the equipment.  Spare parts and tools recommended by the

equipment manufacturer for use during the initial

maintenance period are provided to post.  At or near the

completion of the project, the PD will turn over to post

these spare parts, as well as equipment maintenance

manuals and project as-built drawings.  Similarly, the

contractor also creates a maintenance plan, referred to

as a Computerized Maintenance Management System (CMMS),

which becomes the basis for the preventive maintenance

program managed by the FM.  By contract, the contractor

is required to have a warranty manager available to

address warranty issues, within a 24- to 48-hour

response period, for the duration of the 12-month

warranty period.  After the PD demobilizes, COR

authority for the contractor's warranty manager will be

transferred to post's FM.

--Initial OBO Funding for Spare Parts--

41.  Towards the end of the NEC construction phase, OBO

will provide funding in the amount equal to 0.4% of the

contract award amount for project specific spare parts,

diagnostic test equipment, and specialized tools, as

referenced in 15 FAH-1, H-121.2.  The senior FM is

responsible for providing OBO/OM/FAC with a detailed

spare parts list that must be approved before OBO can

send funds to post.  The senior FM is responsible for

oversight and management of all expenditures under this

allotment.

--Commissioning and Training--

42.  Getting the new facility ready for use requires

numerous USG teams to install, test, and commission

systems in the building.  Most of these teams arrive as

the project is being completed and the PD will

coordinate their efforts at post.  The PD coordinates

with these teams' headquarters offices to ensure that

they arrive on schedule.  Planning for this phase of the

project will start many months prior to project

completion.  It is critical that post start to plan its

transition early so that post personnel can take

advantage of the training provided by the contractor and

the teams that will be finalizing preparations of the

new facility.  OBO requires that the General Contractor

provide copies of the final commissioning system

performance tests of major building systems, complete

operations and maintenance manuals, full equipment

inventory to be entered into posts' Computerized

Maintenance Management System (CMMS), recommended spare

parts, and copies of all training manuals.  The PD will

provide this information to post.  Once post has moved

into the new facility and the handoff from PD to FM has

been made and documented, the OBO office will close and

the PD and staff will be reassigned.

--Accreditation--

43.  Public Law 100-204, as amended, requires that the

Secretary of State, after consultation with the Director

of Central Intelligence, certify to Congress that

appropriate and adequate steps have been taken to ensure

the security of the NEC.  Accreditation is the process

by which DS verifies that the NEC meets all appropriate

security criteria.  An accreditation team led by DS's

Certification and Transit Security branch

(DS/C/PSP/PSD/CAT) will perform a minimum of three

accreditation inspections throughout the NEC

construction, culminating in the final accreditation of

the NEC.  DS may request post's support during the

accreditation inspections by supplementing the team with

additional Security Engineering Officer staff, support

from the local Engineering Services Office/Center, and

access to post's computer systems.  The final

accreditation is required before post can move into the

NEC.

-- CERTIFICATE OF OCCUPANCY --

44.  Following successful accreditation, OBO will

initiate the Certificate of Occupancy (CO) request.

When finalized, the CO is approved by the Undersecretary

for Management, and sent to post via cable.  Post is

permitted to move once the CO has been issued.  Upon

issuance of the CO, post is responsible for security and

utility costs associated with operation of the new

facility, regardless of whether the post immediately

occupies the facility or postpones the move.  (See

paragraphs 25 and 26 for cost change planning.)

-- DEDICATION CEREMONY --

45.  When construction is complete, a formal dedication

ceremony should be held, attended by OBO's Director

and/or his representative, the Bureau as they determine

appropriate, post, and host nation officials and other

invited guests as determined by the post.  The point of

contact for information about arranging for and

scheduling the ceremony is OBO's Special Assistant to

the Director.

-- MOVING TO THE NEC --

46.  Probably no other activity affects post more than

the actual move to the NEC.  The impact to post may be

seen as much as two years prior to the actual moving

date, when some posts have initiated long-term planning

for the move.  Post establishes the date for the move,

based on when the NEC will be complete.  Post is

responsible for planning and actually accomplishing the

move.  After the furniture installation is complete, but

prior to post moving, OBO's Interior Designer will brief

post's General Services and FM staff in the operation

and maintenance of furniture, and oversee training on

the operation of NEC workstations and systems furniture.

OBO/PE/DE/IDB will provide the General Services office

with project record books that inventory the furniture

included in the NEC to assist post with inventory

reporting and future planning.  It should be noted that

OBO project costs do not include costs for moving.

These costs are funded by the regional bureau and the

agencies.

-- DECOMMISSIONING --

47.  OBO's Real Property Management Division

(OBO/RE/RPM) manages the decommissioning process, which

starts approximately one year prior to the NEC occupancy

and extends until the vacated property is sold or

returned to its owner and all USG obligations for it

have ended.  OBO/REPM/RPM initiates decommissioning by

sending post a cable outlining the process.  Post must

confirm which properties are to become excess and work

with their FM and OBO in closing out leases to be

terminated or other disposal issues.  The next several

months are spent evaluating the real estate market,

determining property interests, assessing costs for

securing and maintaining the property, identifying

needed repairs, obtaining appraisals, identifying

equipment to be disposed of, and preparing the property

for sale or transfer.  After post moves into the NEC,

OBO takes on the responsibility for funding guard and

utility costs, as well as building operating expenses at

the old facilities until the decommissioning process is

complete.  These activities involve careful coordination

between OBO, DS, and post.  Public Law 69-186, as

amended, mandates that proceeds from the sale of

existing furniture, furnishings, and equipment be

transferred to OBO.  OBO uses these monies for the on-

going procurement of furniture for the capital

construction program.  Proceeds from the sale of real

property (real estate) are returned to OBO as well,

reported to OMB and Congress as directed, and re-

programmed towards other global priorities in keeping

with OMB's PMA Initiative and current law.  Congress

considers these proceeds an offset for the appropriated

investment in an NEC and not for post to retain when

receiving an NEC.  In general, all properties that the

NEC is designed to replace will be decommissioned.

-- FACILITY MANAGER --

48.  The senior FM assigned to post is the principal

point of contact for all OBO issues and activities for

existing real property at post.  If an FM is not already

assigned to post, OBO will ensure that regional support

is established for each NEC.  If newly assigned, the FM

will arrive on site a minimum of six months prior to

substantial completion of the NEC in order to gain

familiarity with the building's designed systems.

During this period, the FM will work with the PD and

contractor on LES staffing requirements.  The FM is

OBO's official representative at post, and as part of

the post management staff, is responsible for all

facility maintenance related matters, including all OBO

program expenditures such as 7901 (M&R), 7902 (Special

M&R), and 7666 (FM Post Expenditures) budgets.

-- POST STEWARDSHIP FOLLOWING THE MOVE --

49.  OBO, as the Single Real Property Manager for all

overseas U.S. Government non-military real property

assets, shares a mutual interest with post in managing

the new facilities so that they remain secure, safe, and

functional.  OBO is responsible for reporting to OMB on

its stewardship efforts as part of the Real Property

PMA, and OMB's continued support is dependent on

demonstrating a rigorous and disciplined management

program.  Post's senior FM is responsible for protecting

the warranties of building systems and equipment,

maintaining the interior finishes, and ensuring the

continuation of code compliance.  15 FAM 640 addresses

approvals required for repairs and improvements for USG

owned or long-term leased properties.  In particular,

post should note sections 641, which requires post to

obtain OBO approval prior to using post resources or

awarding contracts to implement any change in the usage

or configuration of the facilities; and 645.2, which

prohibits improvements or alterations to any capital

construction project, including the initial furniture,

furnishings, appliances, and equipment, for at least two

years after completion, without prior OBO approval.

-- WARRANTY PERIOD --

50.  The structural elements and building exterior are

covered by the terms of a warranty provided by the

General Contractor.  Specific equipment installed in

each building usually has a one-year warranty.  The

senior Facility Manager will coordinate with an American

Warranty Representative to evaluate and submit claims

for equipment defects during this one-year period.  The

senior Facility Manager will validate any latent defects

observed by post, and report them to OBO's Project

Executive in OBO/PE/CC for final resolution.

-- ARCHIVES --

--Updating the Archives--

51.  OBO/PE/CC will provide post's FM with as-built

electronic and hard copy drawings of the completed NEC.

OBO's Design Coordination Branch (OBO/PE/DE/DCB)

maintains post as-built facility drawings as archives in

both electronic and hardcopy.  Post should endeavor to

update this OBO archive whenever major changes to the

facility are being planned.  As-built electronic or

hardcopy drawings should be provided to OBO at the

completion of all post-managed 7902 work, or when post

makes: 1) modifications to spaces, 2) additions or

deletions of doors and windows, 3) modifications to

buildings systems such as electrical, plumbing,

mechanical, or fire detection and suppression systems,

or 4) modification to site design including addition of

temporary or permanent structures or paving.  Post

should maintain either hard-copy red-lined drawings or

electronic CADD drawings documenting changes.

--OBO Archives Available to Post--

52.  OBO's archive of as-built design documentation is

available to post.  CADD and/or Building Information

Modeling (BIM) files or hardcopy can be requested

through OBO/PE/DE/DCB.  (BIM will be available for NEC

projects awarded in FY07 and later.)   This technical

data can assist post design efforts, and facilitate

local architects and designers in future repairs to or

alterations of facilities.

-- POST-OCCUPANCY EVALUATION (POE) --

53.  Approximately 12 to 18 months after post occupies a

new facility, OBO/PD/PDD visits selected posts with a

small team of OBO professionals to evaluate the

completed facility.  The contract documents, including

the scope of work, are used as benchmarks for evaluating

the functionality of the project.  The purpose of the

POE is to determine the lessons that should be repeated

or avoided in future NEC projects. An emphasis is placed

on making improvements that do not increase costs, or

that provide cost-savings.  Prior to the formal POE, any

time sensitive feedback should be collected by the

Senior FM at post and transmitted to OM/AM Division

Director and the Area Management Officer to disseminate

to respective OBO points of contacts.

-- POINTS OF CONTACT --

54.  OBO will assign a full team to each NEC, consisting

of the divisions described above, as well as others who

have a less direct role.  Posts are urged to contact

their Area Management Officer in OBO/OM/AM if they need

additional information.  OBO directors for the divisions

discussed above are summarized below.

OBO/RE/AQD - J. Keith Wilkie

-- Site Acquisition, Decommissioning

OBO/PD/SPD - Alexander J. Kurien

-- Long-Range Overseas Buildings Plan, Staffing

Projections, Space Requirements Programs, Capital

Security Cost-Sharing

OBO/PD/PEA - Marcus Hebert

-- Detailed Project Planning, Approval by Local

Authorities, Site Maintenance and Development Plan,

Initial Planning Survey, Preliminary Layout and Site

Diagrams, Risk Assessment, Collocation, Project Analysis

Package

OBO/PD/CMD - Katherine F. Bethany

-- Cost Management

OBO/PD/PDD - David P. Barr

-- Long-Range Facility Planning, SED Standards

Management, Post Occupancy Evaluation

OBO/PD/PID - Nick Retherford

-- Requests for Proposal

OBO/PE/DE - William G. Miner

-- Design Coordination, Engineering Analyses, Design

Lessons Learned, Code Compliance, Design Review,

Furniture and Furnishings, OBO Building Permits,

Archives

SPECIAL ASSISTANT TO THE DIRECTOR - Phyllis Patten

-- Ground-Breaking Ceremony, Dedication Ceremony

OBO/PE/CC - Robert A. McKinnie

-- Contract Administration, Construction, Commissioning,

Accreditation, Project Director and Staff

OBO/PE/SM - Stephen J. Klein

-- Site Security Manager, Cleared American Guards,

Construction Surveillance Technicians

OBO/OM/FAC - Santiago Rich III

-- Facilities Management

OBO/OM/AM - Elizabeth U. Sines

-- Area Management Director

OBO/OM/ART - Virginia L. Shore

-- Artwork in Representational Spaces

55.  Minimize Considered.

RICE
