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	DISCLAIMER

Standard Operating Procedures (SOPs) provide a step-by-step guide for staff directly involved in the processing of administrative actions to support and facilitate the implementation of WHO policies and procedures. The SOPs are for guidance only; they are neither authoritative nor binding. The SOPs reflect the policies and procedures of WHO at the time of writing; however, policies and procedures change from time-to-time. In the case of a conflict between the SOPs and the WHO eManual provisions, the WHO eManual provisions take precedence.
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1. INTRODUCTION

1.1. Overview/Description
The purpose of this document is to describe the maintenance and refurbishment strategy for WHO offices and buildings, the terms of reference for the Capital Investment Master Plan Arbitration and Validation Committee, (CIMPAV) and the procedures for review and update of the Regional and Global Capital Master Plans.

1.2. General Guidance / Business Rules
Wherever WHO is responsible for the maintenance or repair of the offices that it occupies, a planned, preventative maintenance programme will be employed to reduce the need for reactive and emergency repairs and to reduce operational cost and breakdown. WHO shall aim to maintain and operate facilities in accordance with local legislative requirements.  Capital investments shall be prioritized to facilitate MOSS compliance and eliminate or mitigate health and safety risks.  Wherever possible WHO will seek to improve the accessibility and environmental performance of its facilities.

Capital Investments for WHO offices are evaluated and reviewed by the Capital Investment Master Plan Arbitration and Validation Committee, (CIMPAV).  The Committee makes recommendation for the award of Real estate component of the infrastructure fund for real estate Projects by ADG/GMG.

1.2.1 Global Real estate Inventory
All WHO offices, regardless of size, location, ownership or status must be registered in the WHO Global Real estate Inventory kept by HQ/AMG. Data for each WHO office shall be reviewed and updated annually by each Regional Office (ASO)  before submitting the information to HQ/AMG at year-end (using the template provided in section 1.4.4 Related forms and examples).

1.2.2 Real estate component of the infrastructure fund
WHA resolution WHA23.14, established a Real Estate Fund to provide financial resources for the Organization’s real estate. Through WHA70 (16) it was decided for reporting purposes to merge the real estate and IT fund as the infrastructure fund, whilst maintaining an operational separation between them. The Real Estate component of the infrastructure fund may be used for the maintenance, operation, repairs and alterations to WHO-owned real estate assets, the construction of buildings or extensions to existing buildings, and the acquisition of land which may be required.

AMRO real estate assets are excluded from accessing infrastructure funds due to the AMRO exemption from contributions to the Programme Occupancy Charge (POC) which finances the infrastructure fund.

All Income derived from the use of real estate assets owned or controlled by the Organization shall be credited to the real estate component of the infrastructure fund.  This includes, inter-alia: rents charged for housing, office or use of space for conferences, accommodation, concessions, garage space and any interest earned on the investments of the fund balance.   

Operational costs which relate directly to the use or running costs of WHO-owned real estate assets can be charged to the real estate component of the infrastructure fund through specific work plans established for this purpose.

The organization earns rental income by sub-letting part of it facility to other UN organizations or parties at some locations. At the beginning of each biennium awards will be created in the real estate component of the infrastructure  fund where all direct related expenditure is to be charged.  Any surplus earned from rental properties will remain within the real estate component of the infrastructure fund. Refer to FIN.SOP.XII.030 Infrastructure Fund Management for additional detail.

WHA63.7 (2010) and decision WHA69(18) provide for regular income to the real estate component of the infrastructure fund comprising  a contribution of 1% of payroll costs and $10m from non-assessed income per budget period.

1.2.3 The Global Capital Master Plan 
The Global Capital Master Plan provides a rolling 10-year global overview of Organizational real estate capital investment priorities and projects.  HQ and Regional Offices (Regional Offices collate the requirements of Country Offices for inclusion in the respective Regional Office Capital Master Plan) update the plan annually, or more frequently as required.  The updates of the Regional Capital Master Plans are submitted to Coordinator GMG/OSS/ISS by 30 July of every year and must be approved by DAF (in Regional Offices) or Director OSS (for the HQ version).  The Regional Office and HQ Capital Master Plans are collated to make a global Capital Master Plan.  Projects included in the Capital Master plans may be financed from the real estate component of the infrastructure fund or from other sources.  Projects with an estimated value of less than USD 50,000 are not included in the Capital Master Plans.

1.2.4 Maintenance strategy
WHO offices should, wherever feasible, operate a preventative maintenance strategy.  A preventative maintenance strategy is defined as a  programme of regular planned interventions to prevent equipment breakdown through inspection, servicing and replacement.

1.2.5 Maintenance of critical equipment
WHO offices should, wherever feasible, identify that equipment or infrastructure which is essential to the operation of that office  (e.g. compressor for a server room cooling system) and complete a risk and impact assessment of a failure.  Based on the results of the risk and impact assessment, appropriate measures should be taken to mitigate the identified risks.
Mitigation measures will depend on the operating environment and individual risk factors at each location, but may include:
· Additional or more frequent inspection and monitoring
· Procurement of spare parts
· Increased servicing and maintenance
· Installation of parallel or “back-up” systems (this option may require a project to be included in the capital master plan for the office)

Critical equipment lists and mitigation measures should be reviewed and updated annually and records kept.  Capital investment requirements should be incorporated in the Capital Master Plan.

1.3. Capital Investment in Premises
The CIMPAV Committee evaluates priority projects identified in the Global Capital Master Plan and recommends apportionment by ADG/GMG of available infrastructure funds to address those priorities.  The Capital Master Plan provides a mechanism for review  and overview of the Organization’s real estate projects and developments.

1.3.1 Terms of Reference of the CIMPAV 
The CIMPAV examines the Global Capital Master Plan and submitted project proposals for infrastructure funds and identifies projects that are considered a priority as determined by an objective scoring using the established priority indicators in the project adjudication matrix (see under 1.4.4 below)  Having identified priority projects, the CIMPAV will make recommendations to the infrastructure fund Manager (ADG/GMG) for the allocation of resources.  Due consideration shall be given to the availability  of  resources and existing commitments and liabilities. 

Regional Offices and HQ make applications for use of the infrastructure fund funding by completing project information sheets and submitting them to the Secretary of the CIMPAV  (see example under 1.4.4 below).

Recommendation for project approval shall be given on the understanding that if changing or unforeseen circumstances so require, the Committee may re-examine the project before its final implementation.

The CIMPAV shall regularly review the status and implementation of previously approved projects.

The CIMPAV shall review and endorse updates to the Global Capital Master Plan.  The Secretary will prepare a note-for-the record of each meeting of the CIMPAV for the signature of the Chairman. A copy of this signed note will be distributed to the members.

The Secretary of the Committee should present the following documentation to the CIMPAV at each of its meetings:
(i) a table summarizing submitted projects and their relative scores according to the project adjudication matrix
(ii)  the Project Information sheets for each submitted project (and any supporting documents)
(iii) An update on the Status of the real estate component of the infrastructure fund
(iv) An update on the Status of previously approved projects

Frequency of meetings:
The CIMPAV shall be convened at least twice a year, or as necessary.


1.3.2 New Construction
WHA 23.14 requires that the acquisition of land, or the construction of new buildings, be specifically authorized by the World Health Assembly.  Governing Bodies in HQ must be informed by latest beginning of June for inclusion of the appropriate agenda item in the subsequent Executive Board meeting and thereafter the WHA.












1.4. Reference Material

1.4.1. WHO eManual 
· XIII.1.3

1.4.2. WHA Resolutions
· WHA23.14

1.4.3. Related SOPs
· FIN.SOP.XII.030 Real Estate Fund Management

1.4.4. Related Forms/Examples

	Capital Master Plan Project adjudication matrix
	Template: summary table of submitted projects
	Template: project information sheet
	Example of a Capital Master Plan

	

	

	

	












2. PROCESS FLOW



3. PROCESS STEPS

	Step
	Control (C)
	Type
	Process
	Role / Responsibility

	1
	
	Off-line
	Annual Update Regional and HQ Capital Master Plan by 30 July (approved by DAF or D. OSS)
	ASO (Regional Office) ISS (HQ)

	2
	
	Off-line
	Approve Capital Master Plan
	DAF (Regional office) Director OSS (HQ)

	3
	
	Off-line
	Collation of Regional and HQ Capital Master Plans into Global plan
	ISS

	4
	C
	Off-line
	Evaluate Capital Master Plan and establish adjudicated priorities and recommend funding from infrastructure funds to ADG/GMG 
	CIMPAV

	5
	C
	Off-line
	Approve funding and priority setting
	ADG/GMG

	6
	
	Off-line
	Commences construction procurement and construction
	ASO (Regional Office) ISS (HQ)




4. KEY RISKS & COMPENSATING CONTROLS

	Risks
	Compensating Controls
	Process step

	Inappropriate prioritization of infrastructure fund
	Application of objective adjudication matrix indicators and review by CIMPAV and ADG/GMG
	4, 5
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Example Project Adjudication Matrix.xls
PROPOSED ADJUDICATION

		Security				Health & Safety				Financial consequences				Environmental concerns				New technology/obsolescence				Disaster preparedness or response and Locally specific criteria

		Indicator		score		Indicator		score		Indicator		score		Indicator		score		Indicator		score		Indicator		score

		Project contributes to MOSS compliance and reduces vulnerability on WHO premises that score greater than 5000 on the UNDSS Premises Vulnerability Questionnaire
Le projet contribue à la mise en conformité avec le MOSS et réduit la vulnérabilité des locaux de l'OMS possédant un score supérieur à 5000 au questionnaire de vulnérabilité de UNDSS		10		Project mitigates risks of death or serious injury to staff, visitors or other persons. 
Le projet réduit les riques de décès ou blessures graves des membres du personnel, visiteurs ou autres personnes.		7.5		Project has a payback period of 2 years or less of original investment
Le projet a un temps de retour de 2 ans ou moins par rapport à l'investissement initial		5		Project forms part of compliance with existing legal obligations or requirements for the Organization in the country concerned.
Le projet est une mise en conformité avec les lois et les exigences de l'Organisation dans le pays hôte		5		Existing equipment or facilities are critical to operational capacity and spare parts, repairs, updates, support are no longer available.
Les installations et équipements existants sont essentiels, mais les pièces de rechanges, mise à niveau ou support technique ne sont plus disponibles.		5		Project forms part of reconstruction or repair of real estate facilities following a natural disaster or other significant event
Le projet constitue la reconstruction ou la réparation des locaux et installation suite à une catastrophe naturelle ou un événement considérable.		7.5

		Project contributes to MOSS compliance and reduces vulnerability on WHO premises that score greater than 4000 on the UNDSS Premises Vulnerability Questionnaire
Le projet contribue à la mise en conformité avec le MOSS et réduit la vulnérabilité des locaux de l'OMS possédant un score supérieur à 4000 au questionnaire de vulnérabilité de UNDSS		8		Project forms part of legal compliance for the Organization in the country concerned.
Le projet est une mise en conformité de l'Organisation avec les lois du pays hôte.		6		Project has a payback period of 4 years or less of original investment
Le projet a un temps de retour de 4 ans ou moins par rapport à l'investissement initial		4		Project results in reduction in the total premises consumption of energy or water by 15% or more of documented existing totals
Le projet entraîne une réduction de la consommation d'énergie ou d'eau de 15% ou plus de la consommation totale du site connue et documentée		4		Existing equipment or facilities are critical to operational capacity and are at the end of their design life and should be replaced before critical failure occurs.
Les installations et équipements existants sont essentiels mais sont en fin de vie et devraient être remplacés avant la survenue d'une panne majeure.		4		Project mitigates critical business continuity risks and forms part of an approved BCP for the office in question 
Le projet atténue les risques élevés d'interruption de l'activité et constitue un BCP approuvé pour le bureau en question		6

		Project contributes to MOSS compliance and reduces vulnerability on WHO premises that score greater than 3000 on the UNDSS Premises Vulnerability Questionnaire
Le projet contribue à la mise en conformité avec le MOSS et réduit la vulnérabilité des locaux de l'OMS possédant un score supérieur à 3000 au questionnaire de vulnérabilité de UNDSS		6		Project mitigates documented non-lethal risks to health and safety of staff or visitors
Le projet atténue des risques connus et documentés pour la santé et la sécurité des membres du personnel ou des visiteurs		4.5		Project has a payback period of 6 years or less of original investment
Le projet a un temps de retour de 6 ans ou moins par rapport à l'investissement initial		3		Project results in reduction in the total premises consumption of energy or water by 10 - 14% of documented existing totals
Le projet entraîne une réduction de la consommation d'énergie ou d'eau de 10 à 14% de la consommation totale du site connue et documentée		3		Existing equipment or facilities have been superseded by new innovations that provide documented operational advantages and have a payback period of 6 years or less
Les installations et équipements existants sont supplantés par des innovations qui procurent des avantages objectifs, documentés, ayant un temps de retour sur investissement de 6 ans ou moins.		3		Project is a locally specific priority (separate justification required)
Le projet relève d'une priorité locale particulière (nécessite une justification séparée)		4.5

		Project contributes to MOSS compliance and reduces vulnerability on WHO premises that score greater than 2000 on the UNDSS Premises Vulnerability Questionnaire
Le projet contribue à la mise en conformité avec le MOSS et réduit la vulnérabilité des locaux de l'OMS possédant un score supérieur à 2000 au questionnaire de vulnérabilité de UNDSS		4		Project forms part of compliance with WHO norms that may exceed local legal compliance (indoor air quality, access, occupational health)
Le projet est une mise en conformité avec les normes de l'Organisation qui pourraient excéder les lois du pays hôte (qualité de l'air intérieur, accès, médecine du travail)		3		Project has a payback period of 8 years or less of original investment
Le projet a un temps de retour de 8 ans ou moins par rapport à l'investissement initial		2		Project results in reduction in the total premises consumption of energy or water by 5 - 9% of documented existing totals
Le projet entraîne une réduction de la consommation d'énergie ou d'eau de 5 à 9% de la consommation totale du site connue et documentée		2		Existing equipment or facilities have been superseded by new innovations that provide documented operational advantages and have a payback period of 8 years or less
Les installations et équipements existants sont supplantés par des innovations qui procurent des avantages objectifs, documentés, ayant un temps de retour sur investissement de 8 ans ou moins.		2		Project contributes to a rationalization or reorganization of facilities and contributes to a documented reduction in expenditure or an increase in efficencies
Le projet contribue à une rationalisation ou une réorganisation des installations, et contribue à une réduction des dépenses ou une augmentation de l'efficacité		3

		Project contributes to MOSS compliance and reduces vulnerability on WHO premises that score greater than 1000 on the UNDSS Premises Vulnerability Questionnaire
Le projet contribue à la mise en conformité avec le MOSS et réduit la vulnérabilité des locaux de l'OMS possédant un score supérieur à 1000 au questionnaire de vulnérabilité de UNDSS		2		Project contributes to intangible health benefits to staff and premises users
Le projet contribue a des améliorations impalpables de la santé des membres du personnel et utilisateurs des locaux		1.5		Project has a payback period of more than 8 years but less than 12 years of original investment
Le projet a un temps de retour de plus de 8 ans mais moins de 12 ans par rapport à l'investissement initial		1		Project results in reduction in the total premises consumption of energy or water by 0-4% of documented existing totals
Le projet entraîne une réduction de la consommation d'énergie ou d'eau de 0 à 4% de la consommation totale du site connue et documentée		1		Existing equipment or facilities have been superseded by new innovations that provide documented operational advantages and have a payback period of 10 years or less
Les installations et équipements existants sont supplantés par des innovations qui procurent des avantages objectifs, documentés, ayant un temps de retour sur investissement de 10 ans ou moins.		1		Project mitigates non-critical business continuity risks and forms part of an approved BCP for the office in question 
Le projet atténue les risques non-élevés d'interruption de l'activité et constitue un BCP approuvé pour le bureau en question		1.5

		Notes: Premises Vulnerability Assessment should be conducted by UNDSS; vulnerability reductions should be estimated and documented by UNDSS
Notes : L'évaluation de la vulnérabilité des locaux devrait être menée par UNDSS ; la réduction de la vulnérabilité devrait être estimée et documentée par UNDSS				Notes: Intangible health benefits can include refurbishments of office space, creation of fitness centers etc.
Notes : les améliorations impalpables de la santé peuvent comprendre la remise à neuf des bureaux, la création d'un fitness, etc				Notes: Payback period is the number of years required to recover the costs of the investment including consultant fees and construction costs
Le temps de retour est le nombre d'années nécessaire pour recouvrer le montant de l'investissement initial comprenant les prestations de consultants et les coûts de construction				Notes: Reduction estimates should be provided by an independent consultant engineer
Notes : Les estimations de réductions doivent être produites par un ingénieur consultant indépendant.				Notes: Equipment considered to be critical must be that without which the premises can not support the core operations of the Organization (E.G.: electrical power, telecommunications and IT including associated cooling and UPS systems, lighting , water, drainage, etc); Non-availability of spare parts should be documented.
Notes : Les équipements considérés comme essentiels sont ceux sans lesquels le site ne peut plus garantir les activités principales de l'Organisation (par exemple : fourniture d'électricité, télécommunications et IT y compris les installations associées telles que les unités UPS et refroidissement, éclairage, eau, drainage, etc).				Notes: Locally specific criteria will fall outside the other criteria but for locally specific reasons remain a priority for the office or premises in question.
Notes : Les critères spécifiques locaux sont en dehors des critères de la grille, mais pour des raisons locales spécifiques demeurent une priorité pour le bureau en question.
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Menu déroulant

		Score		Security		Health & Safety		Financial consequences		Environmental concerns		New technology		Disaster preparedness or response and Locally specific criteria

				10		7.5		5		5		5		7.5

				8		6		4		4		4		6

				6		4.5		3		3		3		4.5

				4		3		2		2		2		3

				2		1.5		1		1		1		1.5

				0		0		0		0		0		0
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Example CIMPAV Comittee Project Adjudication Table Blank.xls
Project scoring

		Office		Project		Security				Health & Safety				Financial consequences				Environmental concerns				New technology/obsolescence				Disaster preparedness or response and Locally specific criteria				Total		Funds Requested (USD)		projects with a security justification

		Somewhere		Construct new office		score:		3		score		2		score		1		score		4		score		3		score		4		17		1,200,000		yes



&C&"Arial,Bold"&14capital master plan project adjudication matrix
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Menu déroulant

		Score		Security		Health & Safety		Financial consequences		Environmental concerns		New technology		Disaster preparedness or response and Locally specific criteria

				10		7.5		5		5		5		7.5

				8		6		4		4		4		6

				6		4.5		3		3		3		4.5

				4		3		2		2		2		3

				2		1.5		1		1		1		1.5

				0		0		0		0		0		0
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Project Information Sheet.docx
CAPITAL MASTER PLAN: PROJECT INFORMATION SHEET *



1. Title:       

[bookmark: _GoBack]

2.	Technical justification:  



3.	Deadline for completion of work: 



4.	Cost in US $:



5.		Level of reliability of the cost estimation : 



6.	Impact on:



		6.1- staff and premises safety and security                   



		6.2- energy saving and environmental protection		



		6.3- maintenance and operating costs (e.g. utilities )		



		6.4- compliance with standards and regulations of the host country		



7.	Any additional comments or any other relevant information





* An Information Sheet should be established for each project.
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Example Capital Master Plan.xlsx
Sheet1

		Capital master plan AFRO						EXAMPLE DATA ONLY																																WHO Integrated Capital Master Plan





		Region		Office		Description		Process 				Estimated cost (USD thousand) *)										EB/WHA		Comments		Indicators												total		Priority		Notes on Funding

								phase		2010/2011		2012/2013		2014/2015		2016/2017		2018/2019		2020/2021		Reference		(regarding the adherence to schedule, budget, use of resources, etc)		S		H		F		E		T		D



		AFRO				S1. Major repairs of and alterations to existing office builings & staff housing (WHA 23.14 para 3 (i and ii))																				scoring

		AFRO-S1-001
AF 1.09.5		RO		Renovation of 2 lifts						220.0												Project funded and work in progress 		3.0		2.0		1.0		2.0		3.0		1.0		12.0

		AFRO-S1-002		RO		Purchase and installation of a Transfo HT/BT						50.0						50.0								0.0		2.0		3.0		3.0		4.0		2.0		14.0

		AFRO				Total Major repairs & maintenance				0.0		270.0		0.0		0.0		50.0		0.0



		AFRO				S2. Building & land acquisitions and construction (WHA 23.14 para 3 (iii))

		AFRO-S2-01		RO		Acquisition and renovation  of 22 villas												1,200.0		800.0						3.0		3.0		1.0		2.0		2.0		4.0		15.0

		AFRO				Total Acquisitions & construction				0.0		0.0		0.0		0.0		1,200.0		800.0



		AFRO				Total of major capital investment				0.0		270.0		0.0		0.0		1,250.0		800.0				2,320.0		Total



																						Last table revision 

		*)		Inflation and currency adjustments are included in this table																		21 August 2012		Aug-12
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Capital Master Plan
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