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EXECUTIVE SUMMARY

The U.S. Congtitution requires that every 10 years a count of the population, a decennia census, be
conducted in order to regpportion the U.S. House of Representatives. The decennid censusis aso
used to dlocate federd funds and provide essentid demographic, socia, and economic data about the
nation. In addition, the state governments use decennia census data to reditrict their legidatures.

A largeinfrastructureis required to conduct the nationa population count. For the year 2000
decennid, over 1,000 census offices are involved in data collection and processing. Thisreview
focuses on the 520 local offices, of which 130 are early-opening loca census offices (ELCOs) and 390
arelocal census offices (LCOs). These offices represent the largest proportion of the space that the
bureau has acquired, totaling over 3.9 million (rentable) square feet throughout the nation. Each ELCO
and LCO must meset the bureau’ s specifications and be outfitted with telecommunications, security and
office equipment, furniture, and supplies. The purpose of our review was to determine whether the
acquisition of space, equipment and supplies, and other lease-related procurement actions of the
Decennid Census Field Office Acquisitions Program, were carried out properly, effectively, and on
time.

Dueto the fast pace of the lease acquigtion program and to ensure that our initid observations were
provided in time to have an impact on the program, we issued an interim memorandum to the Census
Bureau's Deputy Director and Chief Operating Officer on May 7, 1999. Our interim observations, as
well as our overdl review findings, concern the 2000 decennia but some aso highlight lessons learned
and issues that may prove to be relevant for the year 2010 decennid.

CensugdGSA partnership ddivered office space but the bureau needsto make a final
evaluation of the leasing program when it is complete

The Census Bureau and GSA formed a partnership—Joint Venture 2000—as a means to provide the
bureau with leased space equipped to conduct the 2000 decennial. The partnership obtained leases,
oversaw the build-out congtruction of offices, arranged for security and for data and voice
telecommunications, and provided office equipment and supplies. While LCO office openings were
targeted to be completed in three waves ending September 1, 1999, sufficient time was available to
complete leasing and preparation of offices that did not meet the schedule. By mid-November, dl 520
local census offices were operationd.

The leasing effort was able to be completed despite two complicating factors: (1) the late findization of
plans resulting from the bureau’ s need to lease more space than anticipated when aruling by the
Supreme Court limited the use of sampling to non-regpportionment activities, and (2) a strong economy
that created a difficult real estate market in which to obtain some short-term, smdl office leases as well
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as the tradespeople and technicians necessary to prepare the space. Both Census and GSA had to
undertake an intensive, sustained effort to deliver the more than 1,000 offices nationwide that are now
sarving asthe infrastructure for the decennid census (see page 6).

While there were some difficulties in afew regions, Census and GSA worked reasonably well together
to complete this extensve project. The partners have improved communications and working relations
snce Phase | office openingsin late 1998. However, the partnership has been a complex and
occasiondly cumbersome effort, subject to some strains between the agencies. Although the bureau
made an initia assessment of the partnership in the first phase, the bureau dso needsto assessits
overdl cogts, benefits, and results soon after the 2000 decennia is completed to help determine
whether a similar partnership between the bureau and GSA should be used for the 2010 decennid (see

page 9).
There are some lessons to be learned from the bureau’sreal estate operations

There are lessons to be learned from the leasing activities for this decennial. The bureau’ s red edtate
operations could be improved by ensuring that the area of the market search for space for each ELCO
and LCO—the ddlinested area—is broad enough to ensure adequate competition (see page 14).
Specificdly, we found in decennid 2000:

C Some leases from the initid phase of locd office openings were awarded without adequate
competition. Thiswas largely because a number of the delinested areas were narrowly drawn,
limiting the number of lessors who could bid on the leases. Asareault, at those Stes, the lease
offers were more expensive than anticipated, and Censuslost vauable timein again trying to
find more affordable space. However, the bureau made a concerted effort to broaden its
delineated areas in the second phase of the leasing operations, in which it acquired leased space
for 390 LCOs.

C Gregter atention to and standardization of file management across regions would aid
management oversight and promote better interna record-keeping and retention of records.

The bureau needsto improve planning for decennial leasing and office prepar ations

The bureau was late in findizing its programmétic plans. According to the bureau, this was largely due
to the necessity of waiting for resolution of the sampling controversy by the Supreme Court. But the
bureau devel oped incomplete requirements based on those plans, and sometimes made changes that
disrupted operations. This can be demongtrated in the area of telecommunications. (see page 23).
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C Planning for the tdlecommunications system should have been better coordinated and more
focused on the overdl requirements. Significant changes to the requirements had to be made to
add additiond linesfor job recruiting activity, amore complex cdl routing subsystem, and voice
mail. These changes increased telecommunications costs and delayed the planned opening and
operation of some ELCOs and LCOs.

The bureau needsto expand its use of formal business case analyses

The bureau used formal business case andyses to guideits decisions for the leasing and related
operations. While the andyses were sometimes incomplete, their use as management tool s represented
aggnificant improvement in the bureau’ s effort to strengthen its management process (see page 26).

The bureau’ sinteragency agreement with GSA for the space leasing project sill needsto be
signed

The Census Bureau and GSA developed the Joint Venture 2000 partnership through a memorandum of
understanding whereby GSA was to acquire office space and provide telecommunication lines,
furniture, supplies, and office equipment based on requirements specified by the bureau. While the
partnership seemed to work reasonably well, we found some shortcomings in the memorandum of
understanding between the bureau and GSA (see page 28).

C The agreement for Phase |1 of the leasing operations till needs to be signed, especidly since it
coversthe close-out and property disposition services for the leased offices.

C The draft Census Bureau partnership agreement does not cover the responsibilities of brokers,
the extent of their authority, estimated cost for their use, and the responsibilities of the bureau or
GSA in managing them. This should have been discussed in the MOU to avoid
misunderstandings or unwarranted costs.

Census could have made greater use of build-out financing

Mogt of the ELCOs and LCOs must undergo interior dterations (or a“build-out”) to configure those
offices to bureau specifications. The lessor is given the option in negotiations of either including the
build-out cost in the rent or receiving alump sum payment from GSA upon completion of the build-out
effort and before bureau occupancy. While the lump-sum payment is generally more advantageous to
the government, the bureau made relatively few up-front payments of build-out cogts early in the
campaign in order to save resources for the most difficult real estate markets at the end. When wefirgt
reported this observation to the bureau in April 1999, the Census Bureau had a targeted amount of $8
million to use for up-front build-out expenses. We emphasized, and the bureau agreed, that full
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commitment of build-out funds could aid in contract negotiations, diminate the lessors gpproximate 12
percent finance costs (which the lessor then recovered through the contract), encourage more timely
dterations, and maximize cost savings. Inthefind series of lease agreements, the bureau, through a
prompt directive to the field, took considerably greater advantage of build-out financing and spent a
tota of approximately $10 million onit. This enabled the bureau to save over $980,000, including over
$476,000 in funds put to better use since April 1999 (see page 31).

w33 DI

In its response to our draft report, the Census Bureau concurred with al of the recommendations.

Most recommendations, with the exception of recommendation 9, point to the 2010 decennia, and we
are in agreement with the bureau that it should capture the lessons learned from the 2000 decennid,
build on its successes, and make the recommended improvements where necessary. In that regard, the
bureau gated that it plans to initiate an independent evaluation of the partnership with GSA, and it will
use the findings from that evauation as the primary planning tool for the 2010 space and leasing
program. Census aso sad that it concurred with recommendation 9, which cdled for findization of the
memorandum of understanding between the bureau and GSA for the current decennid, but the bureau
did not say that it would conclude such an agreement.  We dill believe that such an agreement is
important to protect the department’ s interests, especidly for the remaining closeout and disposition of
property phase. We reiterate our recommendation that the MOU be findized between the bureau and
GSA as soon as possible.
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INTRODUCTION

Pursuant to the authority of the Inspector Generd Act of 1978, as amended, the Office of Inspector
Genera conducted an inspection of the Decennia Census Field Office Acquisitions Program, focusing
on the Bureau of the Census s efforts to lease office space around the nation for the 2000 decennidl.
We dso reviewed certain aspects of the bureau’ s acquisition of equipment and supplies needed to
operate these offices and conduct the census.

Ingpections are pecid reviews that the OIG undertakes to provide agency managers with information
about operations, including current and foreseeable problems. Inspections are aso performed to detect
and prevent fraud, waste, and abuse and to encourage effective, efficient, and economica operations.
By highlighting problems, the OIG intends to help managers move quickly to address those identified
during the ingpection and avoid their recurrence. Ingpections may aso highlight effective programs or
operations, particularly if they may be useful or adaptable for agency managers or program operations
elsawhere.

We conducted our ingpection from January 12 through August 9, 1999, with subsequent updates with
bureau managers through February 2000. The ingpection was performed in accordance with the
Quality Sandards for Inspections issued by the Presdent’s Council on Integrity and Efficiency. At
the conclusion of the ingpection, we discussed our observations and recommendations with the
bureau’ s Deputy Director and Chief Operating Officer, the Specid Assstant for Field Logistics
Operdions, and the Nationd Program Manager of the Decennia Census Fidd Office Acquisitions
Program. On May 7, 1999, we provided the Census Bureau with an interim memo on our
observations, including some that required immediate attention. Our recommendationsin this review
concern the 2000 decennid but some aso highlight lessons learned and issues that may prove to be
relevant for the year 2010 decennidl.

PURPOSE AND SCOPE

The purpose of our review was to determine whether the Census Bureau' s acquisition of space and
outfitting of offices by the Decennid Census Fidd Office Acquidtions Program were being carried out
properly and would be completed on time. The challenges associated with entering into hundreds of
short-term leases for red property across the U.S. and with procuring office equipment and furniture,
within a short time-frame, were great. Such alarge effort dso exposed the bureau to potentia fraud,
waste, and abuse and therefore congtituted areas of inquiry for our review. Our overdl objective was
to evaluate the bureau’ s slewardship of government funds and resources in support of the 2000
decennid leasing effort.
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The scope of our ingpection included reviewing and ng the bureau’ s overdl lease-acquisition
drategy, including (1) space requirement estimates, property requests, and project schedules to
determine if, overdl, these would result in adequate |eased space delivered on time, (2) the adequacy of
and reasonableness of the costs that Census paid for leased space and other acquisition activities,

(3) the adequacy of the acquigition of telecommunications and services, security equipment and
sarvices, and office furniture, and (4) the efficiency, effectiveness, and fairnessin contracting for the
gpace-related items. Our review focused on the leasing and operationd preparation of 520 loca
offices (130 early-opening local census offices—EL COs—and 390 loca census offices—L COs)
which accounted for most of the rentable square footage. We did not review the leasing of the 13
Regiona Census Centers (RCCs) because they were dready up and running at the time of our field
work. We did not vigt the 13 Regiona Accuracy and Coverage Evauation Offices, but we monitored
the lease acquigition and office preparation process through interviews with headquarters staff and by
following progress recorded in both Census and GSA Internet-based logistics tracking systems. Nor
did we include the 494 smdller census field offices and block canvassing field offices, the three Data
Capture Centers, or the Nationa Processing Center in the scope of our review.

Census has 12 regiona offices located in Atlanta, Boston, Charlotte, Chicago, Ddlas, Denver, Detrait,
Kansas City (Missouri), Los Angeles, New Y ork, Philadelphia, and Sesttle. To conduct the 2000
decennid, the bureau opened RCCsin each of these regions and in Puerto Rico. As part of our
review, we ingpected loca office leasing operations handled in sx RCCs: Boston, Chicago, Detrait,
Kansas City, New Y ork, and Philadel phig, including ongdite vidits to 14 EL COsin the Chicago, Detrait,
Kansas City, and New York regions. In most cases, we had access to the bureau’ s detailed leasing
files and reviewed the methodology of the leasing operations.

Our review dso included an analysis of the bureau’ s interagency agreement with the Genera Services
Adminigtration (GSA), known as the Joint Venture 2000 Partnership, and of the bureau’ s overal
acquisition and procurement processes for the leasing operations, whether conducted through the GSA
partnership or by the bureau’ s direct procurement actions. In conducting our review, we examined
correspondence and other documents to determine if the Census/GSA relationship proceeded
effectively enough to award the LCO leases on time and within reasonable codts. In doing so, we
analyzed a sample of red property leases for temporary office space, lease and purchase actions for
office equipment, and the interagency agreements with GSA for supplies and support services. We
a0 conducted interviews with members of the Census Bureal/GSA “core team,” Census regiond
directors and leasing specidigts and other saff in Sx RCCs and visited gaff in 14 ELCOsin four
regions. Chicago, Detroit, Kansas City, and New York. We dso interviewed a human relations
consultant hired by the partnership.
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BACKGROUND

The U.S. Congtitution requires that a population count be conducted every 10 years for the purpose of
gpportioning the seats in the House of Representatives among the sates. The Bureau of the Census's
decennid census, which isthe nation’s largest satistical data-gathering program, is aso used to dlocate
federd funding, and provide essential demographic, economic and socia data for businesses,
researchers, educators, governments, and private citizens. In addition, numerous states use decennial
census data to redigtrict their state legidatures.

To stisfy both the Congress and the Adminidration, the Census Bureau initialy issued a dud-track
operationd plan for the decennid, with one track employing sampling and the other track using
traditiona census-taking methods, commonly referred to as “full enumeration.” The bureau had wanted
to employ Satistical sampling of non-respondents for al purposes. gpportionment, legidative
redigtricting, and the alocation of federd funding. It had supported the sampling strategy in the hope of
improving the accuracy of the decennid count while aso reducing systematic undercounts. However, in
January of 1999, the Supreme Court ruled that the bureau could not employ statistical sampling for the
gpportionment of congressional seats among the sates. This decison did not preclude the use of a
sampling process for other purposes, such as Sate redigtricting and dlocation of federd funding. After
the Supreme Court ruling, the bureau issued afind operationd plan utilizing both a traditiona count and
post-enumeration sampling for an accuracy check. The Department’ s decision to use both Census-
taking methods affected leasing operations snce the decison meant that the bureau would need to hire
more enumerators, acquire additiona space to house and manage them, and provide separate space for
quality contral involving sampling.

At the time of our review, the bureau had dready begun the process of opening and operating a
national network of 1,044 temporary offices from which employees would collect and process the data
for the 2000 decennid. Edtablishing this office network required the leasing of office space, the leasing
and purchasing of furniture and equipment, the ingtalation of computer hardware and software, and the
establishment of voice and data line telecommunications. As of February 23, 1999, the bureau findized
its requirements, in accordance with the Supreme Court ruling to follow the traditiond, “full
enumeration,” operationd plan but also conduct post-enumeration sampling for an accuracy check.

For the first time since the 1970 decennid, Census partnered with GSA to lease space and acquire
telecommunications services, and much of the required office equipment and supplies, for its decennia
offices. The bureau and GSA entered into an agreement, the Joint Venture 2000 partnership, through
which the bureau utilized GSA’s Public Buildings Service for space acquisition, its Federd Technology
Service to obtain telecommunication services, and its Federd Supply Service to obtain supplies and
furniture,
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Before 1970, Census obtained leased space onitsown. In 1970, it enlisted the services of GSA for
the firgt time but was critical of the quaity of some of the space GSA had obtained. Some offices were
reportedly low-grade or in unsafe neighborhoods, athough this was due partly to the uneven qudity of
available space at that time. Asaresult of that experience, the bureau decided to conduct its own
gpace acquisition for the 1980 and 1990 decennids. Dueto delays in the 2000 decennid budgetary
alocations connected with the long-standing sampling debate, the bureau was behind schedule in
leasing preparations compared with previous decennids. Asaresult, the bureau’ s Deputy Director
suggested on February 17, 1998, that the bureau form a partnership with GSA for the 2000 decennial.

This partnership was formed and performance measures devel oped with the involvement of the
Nationd Performance Review.? The partners hoped that by utilizing their own expertise, greater
efficiencies would result and advantages would accrue to both agencies. The bureau would be able to
focus more on its misson in conducting the decennid, and GSA would be able to demondrate its
service orientation to amaor government client with special needs. The basic division of |abor was for
GSA to provide space, telecommunications, supplies, and some office equipment, while the Census
Bureau was to provide lease requirements, specifications, procurement justifications (as required),
some oversght and gpprova of key decisons, and funding for the direct cost of these goods and
sarvices, plus GSA’s fees.

The bureau developed a plan to open offices sequentidly and have them perform mgor decennid
functions from June 1, 1998, to December 31, 2000 (see the chart on page 6). The plan called for
opening 520 EL COs and L COs nationwide as opposed to the 476 that would have been needed had
sampling been used to complete the decennid. These offices were to have been ddlivered in two
phases, with 130 EL COs opened by the end of FY 1998 (Phase I), and 390 L COs opened by the end
of FY 1999 (PhaseIl). Thefirst phase was operated asatria run to ensure that the Census/GSA
partnership would produce adequate leased space for the required 130 EL COs within reasonable time
and cost objectives. The bureau determined that the first phase was a success and continued the Joint
Venture 2000 arrangement with GSA by authorizing the second phase of leasing. The bureau’s office
gructure for the full enumeration plan cdled for 1,044 offices, including the following:

C 13 Regiona Census Centers—12 in the continental United States as well as onein Puerto
Rico—have been open since March 1998. Through a network of Census field offices, the
RCCs manage dl census field data collection operations, such as listing addresses, coordinating
the Local Update of Census Addresses program, producing and updating maps, working with

The National Performance Review, now renamed the National Partnershi p for Reinventing Government, is
the administration’ stask force intended to reform major government functions through such initiatives as better
customer service, employee empowerment, partnerships, interagency cooperation, and “reinvention.”

4
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local participants to provide redigtricting data to the tates, and recruiting temporary field staff.2
Each RCC requires a support staff of approximately 135 employees and 14,000 to 26,000
usable square feet of space.

C 494 Census Fidd Offices (CFOs) were opened by March 1999 and after completing their
functions, were closed by August, 1999. These offices conducted locd recruiting and
performed address listing and the subsequent clerical review of addresslists. These offices
required about 500 usable square feet for four employees.

C 520 Loca Census Offices were scheduled to be opened, in successve waves, beginning in
October 1998. Each LCO office, with an average staff of 44, required between 7,000 and
8,500 usable square feet. Thefirst group of 130 Early Loca Census Offices, delivered in
Phase |, were initidly smaler—congsting of approximately 6,000 square feet of usable space
and had to be expanded during Phase 11. Phase |1 saw the scheduled opening of an additional
390 of thelarger LCOs beginning in September 1999. L COs produce enumerator maps and
assgnments and conduct loca recruiting, block canvassing, outreach and promotion, group
quarters and service-based enumeration, update leave and enumeration activities, non-response
follow-up and address verifications.

C 13 Regiona Accuracy and Coverage Evaluation Offices (ACEROSs) were added on to 13
LCOs by September 1999. In addition, the 130 existing EL COs had to be expanded to add
functionally separate space for the Accuracy and Coverage Evauation survey, which functions
as asampling qudity check on the decennid.

C One Nationd Processing Center and three new Data Capture Centers were opened by
September 1999. These centers will check in mail returns and ectronicaly collate
questionnaire data. The Nationd Processng Center, in addition to functioning as a Data
Capture Center, aso processes address lists and questionnaire data.

2These functions are authorized by Public Law 94-171, the Redistricting Data Program. See also Bureau of
the Census, “ Census 2000 Operational Plan,” February 23, 1999.

5
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Decennial 2000 Office Occupancy by Quarter
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Wave 10115 LCOs

Wave 11142 L COs

Our review, as noted previoudy, focused on the largest category of the bureau’ s leased space, the 520
ELCOs and LCOs, totaing over 3.9 million square feet of usable space spread throughout the United
States and costing $133,986,874 in FY 1999-2000. As shown in the chart above, the procurement of
these 520 EL COs and L COs was organized into two phases and four waves (waves 4, 9, 10, and 11)
within those phases.

The Acquisition Process

Upon initiating the Phase 11 LCO leasing operations, the bureau attempted to standardize the Site survey
process in the hopes of consstently obtaining leased space at reasonable prices. GSA first determined
the availability of government-owned or aready leased space which could be used for a census office.
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When government-controlled space was not available, GSA and the bureau jointly identified avallable
privately owned space and went about acquiring it.

To promote competition, this process called for conducting market surveys of potentid Stes, with the
most favorable Stes recelving a olicitation from GSA to make an offer to the government—a
Solicitation for Offer (SFO). This process can be visudized as afunnd in which the selection of
options for office space is progressvely narrowed (seefigure 1).

Figurel - The Acquisition Funnéel

Solicitations for
Offers Issued

SFO

SFO

Offers Made
3

Best Offer
Accepted

$
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Generdly, the more options that Census hasin each stage of the acquisition process—such as the more
gtes surveyed, the identification of many eigible Stes, or the more SFOs sent out—the more offers
generated, and, hence, the more dternatives available for the bureau at competitive prices. Site surveys
condtitute an especidly important stage because surveying alarge number of Sites alows the bureau and
GSA to better pinpoint the most desirable properties, and to better choose those sites that should
receive SFOs. If anumber of quality offers are generated, the bureau is then in agood position to state
its preferences and to dlow GSA to bargain for and obtain preferred space a a good price.
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OBSERVATIONSAND CONCLUSIONS

Censug/GSA Partnership Delivered Office Space but the Bureau Needs
to Make a Final Evaluation of the Leasing Program When It IsComplete

All 520 ELCO and L CO Census offices were successfully opened. Working under guiddines set by
the bureau and with the aid of the bureau’ s own leasing specidids, the Census/GSA partnership
succeeded in leasing, overseeing the build-out of offices, arranging for data and voice
telecommunications and security systems, and providing office equipment and supplies. Thiswas done
reasonably on schedule dthough there were glitches and dippages, as can be expected in an
undertaking of this magnitude. Lessonslearned from Phase | leasing helped the bureau tackle the later
phase of leasing and office preparation. Despite dippages and some later reports of office quality
problems, we found that offices of good or at least reasonable quaity were opened in sufficient timeto
not jeopardize operations. However, the CensusGSA collaboration, given the scope of the effort, was
not easy. We are recommending that the bureau evauate the overdl results of its collaboration with
GSA shortly after the 2000 decennid offices are closed, to help make an early decision on whether the
bureau wishes to employ asmilar leasing Strategy for the 2010 decennid.

Offices Opened in Time for Operations

The partnership clearly learned important lessons from Phase | and adapted its operations for Phase 1.
Asthe Director of the Census Bureau testified in early 2000,3 the partnership had to secure these
decennid office leases while the nation experienced a strong economy. It was more difficult to obtain
short-term, smdll office leasesin atight red estate market. More time and effort, therefore, had to be
spent both by the bureau and GSA &ff in locating Sites and negotiating leases. The office preparaion
process was harder to manage in a period when carpenters, dectricians, plumbers, and telephone and
computer technicians were dso in short supply due to the congtruction boom. However, none of these
difficult conditions proved insurmountable.

Census learned from the experience of Phase | that the partnership’s resources were stretched thin in
efforts to open al 130 ELCOs by October 1, 1998. Thus, it knew that it would not be able to open
the remaining 390 offices by asingle target date. The partnership planned to open the 390 LCOsin
three successve waves with initial target dates of July 1, August 1, and September 1, 1999, with some

3Prepared Testimony of Dr. Kenneth Prewitt, Director, U.S. Bureau of the Census, at the U.S. House of
Representatives Committee on Government Reform, Subcommittee on the Census, Hearing on Preparations for the

Decennial Census, February 8, 2000.
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leaway after those dates for the completion of late offices. Although 17 Phase | offices were not open
by October 1, 1998, only 12 Phase |1 offices did not meet the September 1, 1999 target date. In other
words, in Phase |, 13 percent of LCOs did not meet the target date, whilein Phase 1, only 3 percent
were not opened by the three scheduled dates.

The New Y ork region, with its overhested redl estate market, had some of the most difficult problems
in securing adequate space, delaying the sart of build-out and tdlecommunications ingdlaions. The
Seettle region had delays due to the phone ingtalation contractors. Other dense metropolitan
regions—Boston, Los Angdes and Chicago—had smilar but less daunting chadlenges. By June 15,
1999, 18 out of the remaining 390 offices had serious “red-flag” problems and were in danger of the
lease not being secured or the office not being able to open. The problemsincluded such things as
disputes over the terms of the lease, deds falling through, the search for dternative space, or
unavallable contractors. By July 15, the red-flags had been reduced to 9, but cautionary “yellow flags’
concerning potentialy disruptive details of LCO preparation were on the upswing from 17 in mid-June
to 35in mid-July. More than haf of the red-flags (5 out of 9) were in one region—New Y ork.*
Nonetheless, by mid-November, with the exception of the LCO in Glendde, Cdifornia, which had
ddlays connected with the city permitting process, dl 520 local census offices nationwide were
operationa.

During October and November, 1999, the bureau did not need afull staff and was hiring * skeleton
crews’ for each LCO—an LCO manager, 3 assstant managers for recruiting, adminigration, and fied
operations, respectively, and an adminigtrative assstant—who sat up their offices and launched
personnd recruiting drives. |f an office was not open in October or early November, the staff was able
to use nearby LCOs to do recruiting work. The full office staff of 44 temporary workers was not
needed at each LCO until December, so a sufficient time margin was available to bring on line those
offices that were not yet operationd by the target opening date. These margins were
August—September for waves 9 and 10 with target opening dates of July 1 or August 1, 1999, and
October—mid-November for the final wave 11 with a September 1, 1999, target date.

While outside the scope of this review, we note that in the period from June 1, 1998, to March 1,
1999, the partnership aso opened 494 census fidd offices and block canvasfield offices. These were
consderably smdler store-front style spaces, reportedly not nearly as difficult for the partnership to
lease. In addition, as aresult of the bureau’ s new operationd plan for atraditiona count with a
sampling quality check, each of the origind 130 EL COs needed gpproximately 1000 more square feet

4Not all of the New Y ork offices turned out to be adequate and problems persist. Inlate February, the
bureau was reportedly attempting to correct persistent problems at the Harlem L CO with trash, rodents, plumbing
leaks, a malfunctioning sprinkler system, and frequent lack of running water. The bureau is considering amove if
necessary.
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of space for an additiona room with a separate entrance for Accuracy and Coverage Evauation
activities and more storage space. Combined with the need for the 13 new ACEROSs, the expanded
EL COs congtituted an additiona 143 expansion projects for the partnership to complete in addition to
the 1015 offices dready planned and in various stages of leasing. At the end of February 2000, only 4
of the expansion projects had not been completed.

The Seettle Region had the mogt difficulty nationwide with the inefficiency of its tdecommunications
contractors. Telecommunication ingalation in the nation’s Pacific Northwest was often delayed
because of the long distances ingallers or repair personnd had to travel. A tota of 17,000 telephone
lines nationwide were ingtaled and are operationdl.

In our viststo 14 EL COs, we found that the offices provided pleasant and well-designed space with
acceptable layout and apparently good workflow, athough one ELCO was a bit crowded. There
were acceptable lavatory facilitiesin 12 of thel4 offices, but one office had frequent problems with the
resdentid-grade toilets that had been ingtdled, and another ELCO had the lavatories inconveniently
located. We found afunctiona mix of permanent and disposable furniture, operating security systems,
and acceptable public access or parking space at dl offices. Staff were attending to al the above
problems. We dso found safety concerns, given the location of one ELCO in a high-crime area, some
computer problems till being worked on, a high noise level in one Chicago LCO, and, a dl ELCOs
vigted, problems with telephone systems (see page 22).

A Working Partnership

Each regiond Censug/GSA partnership had to be forged at the locdl level, where staff adjusted their
rolesto those of their partners and to the specific requirements, obstacles, and work pressures faced in
getting the offices open. Overdl, the partnership with GSA appeared to be working and improved as
the initia group of offices were secured. The Fidd Divison actively monitored the dynamics and
effectiveness of the partnership at the regiond leve, and took steps to improve working relations
between the bureau and GSA in afew regionsin Phase Il. A consultant® identified both strengths and
weeknesses in the leasing process, thereby enabling the Joint Venture 2000 nationd core team to clarify
rolesin Phase |1 and strengthen collaboration in those regions that were having difficulties. Given the
intengity and demands of their task, there were afew understandable strains, discussed below, but
Census and GSA daffs were able to get the job done according to the bureaur’ s stringent requirements
and within an acceptable schedule.

SMonroe-Cook & Associates, “ Presentation Report: Qualitative Evaluation of Joint Venture 2000
Communications Perspective,” September 1998.
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Although each regiond partnership was subject to the same demanding timetable, in many regions
communications and cooperation were quite good, but in some regions the strains of the acquisition
process affected the level of communication and the willingness of the partnersto act asateam. Team
members also devel oped contrasting perspectives on the partnership, which contributed to tensonsin
some regions during Phase | and less so in Phase 11, Census Bureau leasing specidists and project
managers, for example, sometimes believed that GSA often emphasized getting the job done & the
expense of “getting it doneright.” GSA daff and managers, on the other hand, tended to believe that
bureau staff often emphasized procedure and doing more searching than necessary at the expense of
getting the job done efficiently. They were under pressure to get their Census work done quickly,
because, as they put it, the bureau was “not our only client.” In afew regions, bureau staff and
managers felt that GSA was treating them as just another client, not as the “ prime customer” as GSA
had promised. In part, these misperceptions between GSA and the bureau resulted from Census needs
and requirements not being communicated by GSA managers down to ther sreet-level taff, aflaw that
was largely corrected in Phaselll.

The partnership management team devised adivison of labor that was incorporated in the MOU but
the matter of oversight was not addressed. From a consultant’ s partnership surveys® and our
interviews, we learned that bureau taff in a number of regions and in both phases expressed varying
degrees of dissatisfaction with such matters as their limited participation in market surveys and the
amount of information shared between Census and GSA. GSA managers and staff, however,
occasondly fet congtrained both by the many bureau requirements—such as the need for a good
location in relation to population, public access, and, if possble, amodern infrastructure that would
support computers—and the bureau staff’ s double-checking. In Phase 11, these tensions and
communications problems were consderably aleviated by weekly partnership team meetings dlowing
each sdeto fed far more comfortable with their partner’s mode of operation.

Overdl, tensons varied across regions, but tended to be higher in those activities where Census and
GSA regiond team members had overlapping responsibilities (see gppendix, page 36). We found that
differences arose between the bureau and GSA’ s Public Building Service on tasks thet required the
most collaboration, such as market surveys or the evauation of offers from potential lessors. Bureau
gaff often questioned whether (1) the market survey included enough good choices, (2) offers were
coming in a afavorable or reasonable price, and (3) GSA was obtaining the best ded for the bureau.
In one region, GSA management replaced a project director to keep the relationship with the bureau
flexible and communications open. In most regions however, teams were able to work things out,

6Surveys conducted by Alternative Solutions, Inc., a partnership contractor, were cited in “ Securing Space
and Servicesto Support Field Operations: A Business Case Analysis,” U.S. Bureau of the Census, November 1998.
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maintain good working relationships, and overcome the largdy surmountable difficulties that accompany
high-pressure collaborative work of this kind and reflect norma frustrations with an unwieldy
partnership tasked with completing alarge project on afixed schedule.

The bureau should assess the benefits and codts of its partnership with GSA

The question remains whether asmilar partnership between the bureau and GSA, or amodified
arrangement, should be used to secure leased space for the 2010 decennid. Although the bureau made
aninitid assessment of the partnership,” before retaining GSA asiits partner and agent in Phase 11, the
overdl costs, benefits, and results of the partnership still need to be assessed either by the bureau or by
an independent party soon after the 2000 decennid is completed.

In responding to our draft report, the Census Bureau concurs with our recommendation that an
evauation of the CensusGSA partnership model should be performed. The Bureau intendsto initiate
such an evaluation by an independent party after the completed closing of the LCOsin the fall of 2000
and to use the findings from the evauation as the primary planning tool for the 2010 space and leasing
program. The bureau agrees with our assessment that the partnership learned important lessons from
Phase | of the agreement and successfully adapted its operations for Phase 1.

"Alternative Solutions, Inc. positively characterized the partnership in Phasel. Thiswascited inthe
Business Case Analysis, U.S. Bureau of the Census, November 1998. See also Monroe-Cook & Associates,
“Evaluation of Joint Venture 2000,” September 1998.
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. There Are Some Lessonsto Be L earned from the Bureau’s Real Estate Operations

While the Census/GSA partnership did succeed in getting al of the LCOs open before the end of
November, there are some “lessons learned” and best practices that can be applied during the 2010
decennid. For example, during the initia phases of the ELCO/LCO leasing program, the bureau
sometimes limited its ability to obtain leased space by defining EL CO delineated boundaries too
narrowly. However, we found that Phase I leasing efforts were significantly improved because the
bureau expanded the size of the geographical areasit considered for obtaining leased space. In
addition, we noted that RCC leasing-rated file management should be improved.

A. The bureau initially drew lease delineated areas too narrowly

A number of leases from theinitid phase of locd office openings were awarded without adequate
competition. Thislack of competition resulted primarily from the fact that many of the delinested areas
for specific leases were narrowly drawn, thereby limiting the number of lessors who could bid on the
leases. Asareault, at anumber of dites, the leases were more expensive than anticipated, and the
Census Bureau had to expand its ddineated areas and begin the lease acquisition process again. This
logt vauable time.

Delinested areas refer to the specified geographic area within which the government will consider
renting office gpace. It was the Census Bureau' s responsibility to define the ddlinested areafor each
local census office for GSA. GSA and, in some regions, bureau personnel conducted market surveys
within the delineated area to identify potentia lessors. Once potentid offerors were identified, a
solicitation was prepared by GSA, citing the delineated areaidentified thet is then issued only to the
identified potentid offerors. Once received, formd offers were then negotiated until one Ste was
chosen for the ELCO or LCO, representing what was supposed to be the best overall value to the
government.®

The delineated areas were developed by the bureau based on the combination of severa factors such
as population density and dispersd, public access, and logistical consderations (which were especidly
important in geographicdly large, thinly populated congressond didtricts). The bureau had a Sated
god of placing at least one ELCO or LCO in each congressond district and the ELCO/LCO coverage
aress often corrdate closaly with existing congressond didtricts. Nevertheless, Census had sound
protocols for setting EL CO/L CO boundaries and these boundaries did not aways match those of

8 Normally, the federal government would advertise its |ease requirements for agiven delineated area before
the issuance of a solicitation to maximize interest among potential lessors. In the case of the decennial, however, the
bureau and GSA opted to rely on market surveys because of the large number and relatively small size of officesto
be leased.
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congressiond digtricts. The ELCO/LCO coverage area boundaries were modified by interim estimates
of population and households so that EL CO and LCO offices could be centraly located, where

possible.

In planning Phase | ELCOs, severd regiond offices drew some ddineated areas too narrowly in an
attempt to precisdy place offices. This created problems, initidly, in the effort to secure office space at
areasonable cost and within acceptable time frames. For ingance, the ELCO in Norristown,
Pennsylvania, an outlying suburb of Philade phia, had only one lessor submit an offer because the
ddineated areawas limited to the municipal boundaries of Norrisown (see figure 2). Norrigown is
only one of severa municipdities within the area where the EL CO could have been placed.

The Norristown leaseis expensive for the area. The landlord originaly quoted $29.50/square foot,
more than 13 percent over the highest average class A office space in Philadephia® The
$29.50/square foot quote included unlimited heeting, ventilation and ar conditioning (HVAC) and
unlimited use of the 6,600 square foot (usable) space. The bureau—through GSA—entered into
negotiations and regjected this offer astoo high. However, the landlord persisted through hard
bargaining and charged additiona costs for overtime HVAC and daytime janitorid services.

The bureau and GSA estimate that the lease as signed will cost approximately $27.60/square foot, but
if the office sees heavy overtime usage, the cost could be considerably higher. For instance, overtime
HVAC of $20/hour for only 10 hours each week would add an overtime utility cost of $10,400, or
approximately $1.50 square foot in additiona rent for the 24-month lease. Nonetheless, the bureau
agreed to the lease because the Norristown EL CO was aready behind schedule, and the bureau was
reluctant to take the additional time needed to expand the delinested area and Start over.

9 Soci ety of Industrial and Office Realtors, Comparative Statistics of Industrial and Office Real Estate
Markets, 1998, page 290. Thisisthe same datathat the bureau used in developing its baseline leasing budget and
Phase |1 leasing study.
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Figure 4: Ddineated Area Within the Norristown, Pennsylvania, L CO Boundaries
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Another exampleisthe smal ddineated area specified for the ELCO in Troy, Michigan, anorthern
suburb of the city of Detroit (seefigure 3). Regiond bureau personne in Detroit believed that one
particular light industrid center was well Stuated for the office in terms of population distribution and
logigticd placement. They assumed that at least one of the landlordsin thisindustrid center would
make space available for the ELCO. The ddlineated areawas therefore drawn to encompass this
particular business center which covered only one third of asquare mile. The areadso included a small

municipa arport, further reducing the number of potentia |andlords.
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However, when GSA and the bureau contacted potentia lessors, none were interested in leasing to the
government. A lease was later signed on another property located outside the original delineated area,
but only after asignificant delay.® The office did not open on schedule. In fact, the Troy ELCO was
the last ELCO in the nation to begin operations. Theimpact of this was that temporary bureau
employees were not hired in time and key operations were delayed, including block canvassing. During
our ingpection, we observed temporary decennia workers who had been bused in 255 miles from
Cincinnati, Ohio, because of the shortage of loca workers.

Asareault of narrowly defined delineated areas during Phase |, the bureau’ s options of available lease
gpace were limited, resulting in higher costs—as was the case with the Norrissown ELCO. In other
cases, such asthe Troy ELCO, the bureau had to expand the ddlineated areas and repest its effort to
acquire space, which compressed the available lead time before the offices were due to open. Thisled
to higher costs and delaysin operationsin Phase 1.

OClass A Detroit office space outside the central business district rangesin cost from $18/square foot to

$24/square foot. The Troy ELCO was leased at an annual rate of approximately $18.50/sf. See the Society of
Industrial and Office Realtors, Compar ative Statistics of Industrial and Office Real Estate Markets, 1998, page 230.
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Figure 3 - Troy Michigan EL CO Boundary and the Original Delineated Area

LEGEND

[ lCity

County

Lake/Pond

EXpressway

H i ghway

Connector
ELCO Boundary

Delinentad Area

18



U.S. Department of Commerce Final Report IPE-11573
Office of I nspector General September 2000

We noted a concerted effort by Census to broaden its delineated areasin Phase |1 of the leasing
operations for the acquisition of leased space for 390 LCOs. Rather than describing narrow
areas—sometimes with a block-by-block description—entire groups of municipalities have been used
as delinested areas for many Phase Il LCOs. The result has been greater competition and relatively
greater access to gpace while maintaining the required leasing schedule. ™

We recommend that in the 2010 decennid, the bureau draw its delineated areas as broadly as possible
to increase competition between potentia offerors for LCO lease space. This grester competition
should not only reduce the bureau’ s overdl lease costs, but should dso ensure thet it has dternative
gpace available when unforeseen difficulties prevent alease award.

w33 DI

The Census Bureau, in responding to our draft report, agreed with our recommendation to draw
delineated areas as broadly as possible in the 2010 decennid. The bureau states that it will make
additiond effortsin 2010 to address the issue of adequate competition in the lease acquisition process,
based, in part, on the Census 2000 experience. The bureau commented that initialy smaller boundaries
were draw in Phase | with the intention of expanding these boundaries where necessary. The bureau
noted, however, that with the accel erated schedule and the late start of the actua space acquisition
process, GSA did not have time in Phase | to conduct additional market surveys as the delineated areas
were expanded—a problem that was corrected in Phase 11 by drawing larger boundaries from the
outset.

B. Thelease project needsto improve file management

Department of Commerce bureaus are required to maintain adequate and eesly retrievable
documentation of their essentid transactions.? The bureau’ s leasing files, however, varied in qudity
between regions and were often not complete. Complete and organized files were necessary for the
bureau to (1) maintain oversight and management of the leasing and build-out process, (2) ensure and
document afair and transparent process of competition, (3) record transactions between the bureau
and GSA, and (4) fulfill its repongibilities as alessee. Pressuresto acquire leased space, however,
tended to push staff to set asde the work of maintaining files. Although both partners must keep their
own files, the Census Bureau tended to rely on GSA since GSA is obliged to keep the complete

Hy nfortunately, some of these gains have not been realized due to delays in installing telecommunications
services.

s Department of Commerce, Department Administrative Order (DAO) 205-1, Section 4.01.
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origind contractud files. Census headquarters did not insst on a sandard method of maintaining the
filesand did not develop stlandards for file contents until Phase 1.

The bureau’ sworking files need not be identical to GSA’s, but they should be adequate for the bureau
to maintain proper oversght of the leasing process and to manage its respongbilities as the tenant of
leased properties. To maintain oversight of the leasing and build-out process, the bureau should have
on hand and keep essentid documents, such as abstracts of Solicitations for Offers (SFOs), abstracts
of offers, copies of the leases and amendments to leases, floor plans, as well as necessary documents
relaing to the ingdlation of high-gpeed data circuit lines, the telegphone system, security system, build-
out plans, congtruction progress, and ddivery of furniture and supplies. According to the Joint Venture
2000 definition of rolesin the LCO space acquisition process (see page 36), the bureau had specific
responsibilities to conduct market survey inspections, assess security requirements, collect crime
gatistics, prepare architectura drawings, approve SFOs, and gpprove the find offer. Documentation
of these agreements and activities is necessary for the bureau to manage the leasing process, resolve
disputes, and oversee GSA’s activities on behdf of the bureau.

The completeness and the organization of files varied among the regions we visted. In some regions,
the files concerning leased properties were largely complete with just afew items missing, but in other
regions some key documents were missing from dl folders. Most of these were working documents,
but some documents, such as occupancy agreements, should be retained according to the applicable
record schedule.® Some regions had organized series of folders and indexes, while other regions had
workable but less structured systems of organization. Most regions  files were organized by office
leased, but one region had files organized by functiona document, such as leases or occupancy
agreements.

The Phase 11 “kick-off” meeting included a number of useful checklists and tables assgning
responsibility for the work on each LCO ste. However, we found that the regiond personnd were not
aways using these tools to guide their work nor keeping them as records. In the Chicago RCC,
records were in good order, but in the other RCCs visted we found the following:

13The retention and disposal of types of documents common to several agenciesis authorized by the
General Records Schedule. For instance, routine procurement files should be destroyed 6 years and 3 months after
final payment, while supply management files should be destroyed when 2 yearsold. See General Records
Schedule 3, National Archives and Records Administration, transmittal No. 8, December 1998, pages 3-4. In
addition, agencies must keep their own record schedules to cover the management of agency-specific documents.
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C In the Philadephia RCC, there were no ddlineated area maps or other description of the
delineated areasin four out of 12 EL.CO files. Maps indicating the delineated areas should
have been included in the SFOs and retained in thefiles.

C In the Detroit RCC, efforts were made to make the files complete, but essentid documents
such as occupancy agreements and some survey information, requested from GSA, had not
been received.

C In New York RCC, potentid sites were hard to find, so few surveys had been done. Even so,

the files held incomplete survey information. A leasing specidist informed us that the regiond
office had requested survey documents and occupancy agreements from GSA on a number of
occasions, but not al the documents had been provided.

C In the Kansas City RCC, the files were orderly, highly organized, and essentidly complete,
Two occupancy agreements for government leased-space, however, had not been sent by
GSA regiond gaff to the RCC prior to occupancy and had not been signed by the assstant
regiond census manager even though the bureau had dready taken occupancy of the space.

C In the Boston RCC, the avallable files that we examined were meticulous, but contained only
copies of the occupancy agreements and the leases. There were no surveys or correspondence
included in the files that we reviewed. We were later informed that other files, the day-to-day
working files, were not made available for our ingpection.

The bureau cited a number of reasons for these inconsistencies. Firt, the bureau and GSA were
primarily focused on securing leased space. The maintenance of files was not as obvious or criticd as
other documentation systems, such as the on-line Intranet schedule tracking or cost reporting system,
even though the contents of the files may undergird those systems. Even through the heedquarters Field
Divison emphasized the need to maintain files early in the leasing process, and sent amemo to Census
regions mid-way in Phase Il indructing them to clean up ther files, some regions ill found little time for
routine file maintenance. Second, since bureau saffers were aware that complete files were kept by
GSA, they did not dwaysings on obtaining copies of relevant documents for their own files. Findly, in
some regions, either the bureau was dow to request copies of essentia documents from GSA, or GSA
was reportedly dow or failed to send requested copies.

When essentid file documents or information are missing, the bureau lacks the detalled information
necessary for management oversight and appropriate interna record-keeping. There may not be
enough information in the files to either understand or resolve matters, especialy in cases of
disagreements between the bureau and GSA.. In addition, the bureau may be failing to retain
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documentsiit is requested to maintain by either agenerd or Census-specific record retention schedule.
Accurate records are essentid in al phases of leasing, including the build-out, telecommunications and
tenancy phases. Greater sandardization of census leasing file management should be prescribed and
overseen by the Field Divison.

In responding to our draft report, the Census Bureau concurs with our recommendation to create a
sandardized system of file management for use in dl Regiona Census Centersin the 2010 decennid
leasing operations and to ensure that staff comply with gpplicable record retention schedules. We trust
that the bureau will dso emphasize full compliance with such a sandardized system of file management.
The bureau dso notes that the Field Divison' s regiond space leasing saff are findlizing an action plan
for the retention of the 2000 decennia lease files in accordance with record retention requirements and
the 2010 evauation and planning needs, and have begun work with the Regionad Census Centers
(RCCs) and GSA to do so.
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1. TheBureau Needsto Improve Planning for Decennial L easing and Office
Preparations

The budget and programmetic uncertainty ssemming from the sampling controversy made decennia
planning more difficult and protracted. Once the Supreme Court’s decison came in January 1999, the
bureau was under congderable pressure to findize plans and regain logt time. We found that in
telecommunications, especidly, Census developed less than complete requirements and then had to
make necessary changes to plans, which sometimes disrupted operations and adversdly affected the
lease project’s cost and schedule, or both. We also note that planning has been aided through the use
of formal business case andyses.

A. I mproved planning for telecommunicationsis needed

The bureau had to make sgnificant changes to its requirements for the telecommunications system once
it became gpparent that the origina plans and estimates of telephone usage were inadequate. In
addition, because of budget uncertainty, spending for the telecommunications system was initidly
conservative and not sufficiently focused on overal system requirements. As aresult, the bureau’s
telecommunications contractors had to ingal additiond lines for job recruiting, a more complex call
routing subsystem, and voice mail. These changes increased tdlecommunications costs and delayed the
planned opening and operation of some ELCOs and LCOs.

Conducting the 2000 decennid requires the extensive use of sophisticated telecommunication systems.
Tdecommunications technology is necessary for data collection from the public, interoffice
communication, recruiting, and computer data transfer among offices. Without well functioning
telecommunications systems, the ELCOs and L COs cannot operate effectively and adequately support
the decennid. We found sgnificant problems with the systlems planning for voice telecommunicationsin
the bureau’ sELCOs and LCOs. We observed that the ELCOs did not have enough lines and system
capacity to handle alarge volume of cdls. Two other commonly cited system problems (not user error)
were dropped cals during transfer and unanswered calls routed to other phonesin a seemingly random

pattern.

The bureau made numerous incrementa changes to the LCO telecommuni cations requirements,
complicating telecommunications system design and ingdlation. One example of changing requirements
was ajob recruiting line with an 800 number that was origindly planned to service dl potentid recruits
for temporary jobs. However, gpproximately 5 months after ingtalation of the origind system, bureau
officids found that the high capacity line was inadequate because it could not handle the enlarged
volume of cals. Asaresult, the bureau had to reroute al recruitment calls automatically to the nearest
ELCO or LCO. This change caused other requirements to change. For instance, al ELCOs and
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L COs had to be fitted with voice mail to handle job line cdls that came in after hours or when dl their
lines were busy.

I nadequate bureau planning was the principa cause of this problem. For example, to determine the
capacity needed for the telecommunications system, the Decennid Recruiting Office had to estimate the
number of temporary staff and the number of cdlsthat the staff would be generating and receiving. The
bureau required input from regiona offices, the Decennid Field Operations Office, the Partnership
Office, the PAMSADAMS Divison, and &t least Six other bureau offices to determine how much
capacity would be needed for the system. Unfortunately, the process for collecting the data was not
well organized. The offices submitted their data to bureau planners at different times, often making
changes afterwards. This rather undisciplined effort resulted in incorrect estimates.

Another important reason the requirements kept changing was budgetary uncertainty. Ongoing
disagreements over decennid operations and funding between the Administration and the Congress led
to delaysin, and uncertainty regarding, the bureau’ s future budgetary dlocations. Asareault, the
bureau tended to spend conservatively on its systems and to design the system to match its perceived
budget, rather than to meet the estimated technical needs of the ELCOS/L COs.

Findly, often inadegquate coordination of ingtalation services between the tdecommunications vendors
and GSA or bureau personne resulted in many wasted hours of government employee time and
increased contractor costs. During deployment of the system in the EL COs, the bureau used more than
55 indalation subcontractors of widely differing ability, causing ingtalation delays and operationa
disruptions at some ELCOs. Many offices required a second or third vist from the vendor to correct
problems with the phone system.

Other telecommunications problems were highlighted in the bureau’ s documents and include:

C ELCO g&ff reported difficulty in adapting to the new, more complex, telephone system—due
to alack of sufficient training and hands-on experience with the new system.

C The origind system was badly configured and calls frequently could not be routed to the
intended recipient, resulting in inefficient interoffice communications.

C The origind contractor required a significant cost increase to provide voice mail in eech LCO

and was unable to provide two additiona phone lines for each of the Accuracy and Coverage
Evaudtion offices needed under the findized plan.
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The cumulative effect of these problems was that the telecommunications system origindly deployed in
the EL COs had to be completely replaced by a new system approximately 5 months after the first
ingdlation. The old system’s configuration problems and insufficient capacity to meet the bureau’s
exiging and continually expanding decennid 2000 requirements made it inadequate. The cogt of the
system that was replaced, including additiona costs for wiring and servicing that system, was at least $7
million. The new system, amore capable modd from the same manufacturer, gppeared to meet the
bureaur’ s requirements. However, deployment delays and increased costs have dso occurred with the
new sysem. Managersin the bureau’ s Telecommunications Office estimated that as aresult of the
ddays, 51010 percent of the LCOs' telecommunications were not operationa according to schedule.

Clearly, the bureau needs to plan its telecommunications system requirements more thoroughly to
minimize changes. Bureau officids have suggested that the changing telecommunications requirements
semmed from the Supreme Court’ s January 1999 ruling. While it is true that more phone capacity was
needed for additional L COs required by the ruling, the need for greater jobs line capacity and voice
mall existed before the court decison, according to officids in the Department’ s Office of
Telecommunications Management (OTM).

For the next decennid, the bureau should provide better centralized coordination of the many offices
that supply information needed for planning its telecommunication system capacity requirementswell in
advance of the leasing of its field offices and be able to promptly inform planners of any changesin their
needs. Additiondly, the bureau should coordinate planning with the OTM and provide the OTM with a
detailed plan for the 2010 telecommunications procurement and systems deployment before the
systems are purchased so thet it may analyze and provide advice to improve the overdl plan. The
bureau should aso regularly update OTM as the systems procurement and deployment unfold in
preparation for the 2010 decennial.

In responding to our draft report, the Census Bureau concurred with three of our recommendations. a)
to ensure that lessons learned from the ingtdlation of teecommunications systems in the 2000 decennid
are captured for the 2010 decennid; b) to ensure that there is early and centralized coordination and
gathering of information on offices cgpacity requirements for the 2010 decennid census; and ¢) to
coordinate with and provide the Department’ s Office of Telecommunications Management (OTM) with
adetalled plan for 2010 telecommunications procurement and systems deployment before any systems
are purchased. The bureau noted that the decision to open the ELCOs one year earlier than scheduled
had an adverse impact on the evaluation and planning for capacity requirements, and that the process of
planning for the decennid 2000 telecommunication system would have benefitted from more centralized
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coordination and better communi cations between the headquarters offices, the RCCs, and the locd
offices.

B. Thebureau should improve its use of formal business case analyses

To guideits process for making critical decisons related to the 2000 decennia, Census started using a
systematic case gpproach—known as formal business case anayss—to guide its decison-making, help
the bureau assess the results of Phase |, and move to Phase|l. We found this trend to be a positive
development and encourage the bureau to formalize and expand the use of such andyses to make
formd judtifications easier, improve accountability for managers and resources, and arrive at well-
informed decisons. However, we aso observed that the business case andlysis process used in leasing
and contractua decision-making were sometimes flawed because the analyses were not complete or
the options studied were limited.

For example, when the bureau redlized that it was having problems with its Phase | (ELCO)
telecommunications, it drafted a business case andysis to lay out the problems with the system and the
options available to correct them. The draft business case document listed the options of hiring different
contractors to finish the deployment of LCO telecommunications systems and indicated that using two
different contracting options would result in a higher qudity system at alower cost. The draft document
appropriately laid out three options for addressing the telecommunications problems. However, the
bureau never findized the document and ultimately chose an option that—uwhile not a great departure
from the listed options—was not included in the draft document.

Insufficient planning was primarily respongible for the implementation of the origind inadequate
telecommunications system. In consdering replacement of the system, the bureau should have
accurately detailed dl of the options available and then findized its planning documents for Census
management’ s review and to hdp ensure that managers have al relevant information available to them
when making find decisions (see page 23).

In asecond example, Census devel oped a business case for proceeding from Phase | to Phase |l of the
Joint Venture 2000 leasing partnership. This andyss provided consderable detal on the actud costs
that the bureau was incurring in Phase | and forecast the expected cost of continuing with GSA into
Phase Il. However, the business case included flawed assumptions in its analysis to proceed to Phase
Il of thelease project. Specificdly, the Phase I business case andlys's used cost estimates for Class A
office space by geographic region. In redity, theidea space needed by Censuswas light industria and
grip mal-retail which istypicaly less expensve than Class A office pace. Asaresult, the Phase
andyss overestimated codts, as well as the savings clamed in the leasing business case andyss.
Nonethdess, we believe that the bureau benefitted from preparing the business case analysisin that it
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provided management with some useful market information on cogts and potentia availability of lease
Space.

In summary, athough we found that the business case andyses that we reviewed had some flaws, we
believe that their use as amanagement tool should improve the bureau’ s decision-making process. We
recommend that the bureau expand its use of formal business case andyses to guide its managers
decisons.

In responding to our draft report, the Census Bureau concurred with our recommendation to expand
the use of forma business case andyses as amanagement tool in the 2010 decennid. However, the
bureau did not concur with our statement that the business case anadlysis used for Phase |1 of the 2000
decennid was flawed because cost estimates for Class A office space were used. It disagreed that
estimates based on light industrid and strip mall retail space would have been gppropriate. Although
typicaly less expensve than Class A office space, the bureau said that light industrid and strip mall
retail space was not widely used for it was often ether not available or did not have the infrastructure in
place for necessary voice and data communications lines and therefore required longer lead times for
ingdlation.
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V.  Spaceleasing Project Lacksan Adequate I nteragency Agreement with GSA

The Census Bureau and GSA were to formdize their partnership agreement through a memorandum of
understanding (MOU). The agreement was to spell out the roles, responsibilities and rights of each
agency: the bureau was responsible for setting the broad specifications and requirements and providing
the project funding; GSA was responsble for identifying and leasing space throughout the United States
and arranging for the data and voice telecommunications, office furniture, and supplies.

The two agencies agreed that there would be a separate MOU for each of the two leasing phases. The
Phase | MOU, dated February 17, 1998, was used to acquire temporary space for approximately 402
cenaus fidd offices, 130 ELCOs, and the corresponding telecommunications, office furniture, and
supplies. The Phase Il MOU was to be used to authorize GSA to proceed with the leasing of the
remaining 390 LCOs. The bureau and GSA sgned the Phase I| MOU on November 17, 1998, and
began performance under it before receiving dl of the required Commerce Department clearances. As
aresult, the Department advised the bureau in December 1998 that the agreement was not find. The
Phase [1 MOU has since been revised severa times. As of March 29, 2000, it had not been signed by
GSA.

To manage aproject as large as the 2000 decennia, a well-constructed MOU is necessary for each
party to understand its rights and responsbilities under the partnership. Such an MOU should be
formaly congtructed so that it provides clear guidance to the parties and minimizes potentid disputes.
We found that the Phase | MOU and the Phase |1 draft agreements were missing severa key eements
and theinitid Phase Il draft MOU included a citation that prevented agreement between the parties.

The partnership agreement lacked key elements

In examining the Joint VVenture 2000 partnership agreement, we found that it did not adequately define
the use of commercia brokers, nor did it cite alegd authority acceptable to both parties, to govern the
treatment of funds and disposition of receipts.

Use of commercia brokers

The use of commercia brokers was provided for in the Phase | MOU. However, the exact
responsibilities of these brokers, the extent of their authority, the estimated cost for their use, and which
party (the bureau or GSA) is responsible for managing them were not discussed in the MOU.
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While some of the details on the use of brokers could have been dedt with outside the MOU, we
believe that the cost, authority, and oversight issues regarding brokers should have been in the MOU.
The lack of detall concerning the use of commercid brokers can lead to misunderstandings and possibly
to the government becoming subject to unauthorized obligations. The use of commercia brokers dso
adds to the cost of the leases through the addition of brokers fees. Thisistrue even where the landlord
pays the commercia brokerage fees because such costs are included in the landlord' s lease rate.

The MOU should have fully described the use of commercia brokers: under what circumstances they
would be used; whether GSA, the bureau, or the lessor would be responsible for commissions; and the
limits of their authority. We recommend that the bureau refrain from using commercid brokersin the
2010 decennid leasing operations until the terms of their use are worked out with GSA, if applicable,
and with individud lessors.

The Census Bureau, noting that gpproximately 6 percent of the Census 2000 acquigitions involved the
services of GSA contract red estate brokers, concurred with our recommendation that commercia
brokers should not be used in the 2010 decennid leasing operations until the terms of thelr use are
worked out in genera policy and with individud lessors.

Census and GSA need to sign revised Phase |1 MOU

Aswe indicated above, the bureau and GSA signed a Phase I1 MOU on November 17, 1998, and
began performance under it before recelving dl of the required Commerce Department clearances.
After the bureau was advised by the Department, in December 1998, that the agreement was not findl,
the Phase Il MOU has since been revised severd times. On September 30, 1999, the bureau sent the
revised draft MOU for the EL CO/LCO lease program to GSA after it was approved by the
Department’ s Office of General Counsd, the Chief Financid Officer, and other gppropriate officids.
However, GSA reviewed the draft and determined that under its specific authority it is exempted from
adhering to the Economy Act. The Department’s Office of Generd Counsd now agrees with GSA’s
position and needs to delete citation of the Economy Act in the draft MOU.

Asof duly 25, 2000, the Office of Generd Counsdl had il not revised the MOU thus leaving the
project ungoverned by an agreement between the parties. The Department should work closdly with
the bureau and with GSA to finalize an MOU, especidly since the MOU covers the close-out and
property disposition services for the leased offices. In the future, if the bureau enters into another
agreement associated with the decennia leasing operations, or any other activity, it should make sure
that the agreement receives appropriate approvas from the Department before the agreement is
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findized and any work is started. This includes agreements that do not have money directly associated
with them.

In its response to our draft report, the Census Bureau concurred with our recommendation to finalize a
memorandum of understanding between the bureau and GSA. However, the bureau notes that despite
the lack of asigned MOU for Phase |1, dl work has been accomplished, with the exception of office
close-out and the disposition of property. The bureau makes no mention of rectifying the lack of any
present forma agreement between the bureau and GSA. We bdieve that such an agreement is il
needed and reiterate our recommendation for the findization of an MOU in the current 2000 decennid,
however late in the process.
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V. The Bureau Could Have Made Greater Use of Build-Out Financing

Many of the census offices, once leased, must be “built out” to configure the office according to the
Census Bureau' s specifications. While each office has mostly open space, the following enclosed
spaces are needed in each LCO: amanager’s office, approximately 120 square feet (SF); abreak
room (200 SF); a multipurpose room (400 SF); atraining room (650 SF); and a central storage room
(750 SF). If an attached qudity-control Accuracy and Coverage Evaluation office (200 SF) is part of
the LCO, dab-to-dab walls and a separate entrance are a so required. Such dterations include tearing
down or putting up wals and doors, building ramps to ensure compliance with the Americans With
Disdbilities Act, and improving eectrica systems.

During find lease negotiations, the lessor is given the option to include the cogt of the build-out in the
rent or to receive alump sum payment for dterations of the leased space—payable upon completion of
the build-out effort, but before occupancy. If the lessor chooses to finance the project through a
commercid lender, the lessor’ s finance costs will be included in the rent charged to the government.
While the bureau encouraged some up-front payment of build-out codts, thereby diminating finance
codts, this was emphasized far more in the later waves of the partnership’s campaign.

During our review, we learned that the Phase |1 office acquisition budget included a targeted amount of
$8 million for office build-out paymentsto lessors. This fund was to be used to finance lessor build-out
cogtsin the form of up-front lump-sum payments or to otherwise encourage offersin tight markets.
Up-front build-out payments have three digtinct advantagesin that they

C provide for the completion of the office build-outs a alower cost to the government by
eliminating the lessors' finance codts (approximatdy 12 percent per annum for congtruction
loans), which would otherwise be included in the lease rate;

C encourage more offers from lessors (Snce congruction loans are a disncentive for some
lessors), thereby improving the competitive framework for the negotiation of these leases and
GSA'’ s bargaining position on the bureau’ s behdf;

C enable the build-outs to be done more quickly, given the tendency of landlords to delay
beginning the build-out to lessen their own borrowing costs.

The bureau did not utilize the same proportion of build-out fundsin earlier waves 1-9 asit did in
waves 10-11. Inwave 4, the wave in which the EL CO’ s were leased, the bureau expended only
$697,419. Before April 1999, few of these targeted funds had been used because the bureau intended
to retain these funds to use as added incentives in negotiations in what they correctly anticipated would
be the mogt difficult markets. Theleasng projects assumed to be most difficult were scheduled in the
last waves—waves 10 and 11. However gppropriate this strategy might have been, we were
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concerned that if the bureau waited too long to utilize these funds, it might not use alarge part of this
targeted amount and would thereby miss an opportunity to reduce its overdl leasing costs.

In mid-April, we met with the bureau’ s VVenture 2000 project managers to discuss maximizing potentia
savings by using dl the targeted funds for lessor build-out costs. The bureau readily agreed and issued
amemo on April 20, 1999, reminding its regiona personnd and GSA of the availability of these funds
for lease build-out in the final wave, wave 11. The memo directed the bureau’ s regiond directorsto
use lump-sum payment for dterations “whenever requested by the offeror or when it will encourage the
submission of responsive offers”'

In our May 7, 1999, interim memo to the bureau, we aso recommended that the bureau personnel
work with GSA to increase the use of such lessor payments during the final stage of space acquisition
to help obtain better lease terms, timdy dterations, and cost savings. The Censusregiond directors
responded by committing atotal of $5,635,763 in thefind leasing stage, wave 11, for lump-sum
payments for dterations, which brought total funds expended to $10,074,116 in Phase |1, exceeding
their targeted amount of $8 million. The tota up-front build-out payments for both phases (EL COs and
LCOs) cameto $10,771,535. Given that the finance costs for congtruction loans are characterigtically
about 12 percent per year, we caculate that the bureau, in making lump-sum ateration payments, has
avoided internd finance cogts of over $1.7 million and, considering that the Treasury must expend funds
earlier to make these payments, has reduced itstota outlays for contracts by at least $980,000."° Of
the $5,635,763 expended for up-front build-out costsin wave 11, following our April request that the
bureau maximize use of these funds, we estimate that the funds put to better use come to over
$476,000 for the remaining 15 months of the lease term. Thiswas accomplished, in part, by the
prompt response of the bureau to our April discusson and the recommendation in the May 1999
interim memo. We recommend that the bureau study the impact and usefulness of providing lump sum
financing in this decennid and congder expanding its use in the 2010 decennid.
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Decennial Logistics Planning Memorandum No. 99-D-28, April 20, 1999.

Total finance costs avoided by the government include estimated 12 percent construction costs, minus
the current 5.24 percent borrowing costs due to the sale of government securities. For the 15-month period we
calculated borrowing costs at 5.01 percent for the first year and 5.53 percent for three months of a second year in
Treasury constant maturity securities plus one-eighth of a percentage point for administrative costs. These earlier
up-front expenditures by the bureau resulted in anet 6.76 percent savings per year to the federal government.
However, the bureau has avoided internal costs to the decennial census of the entire estimated 12 percent per year
because the Treasury’ s borrowing costs are rarely passed on to government agencies. See Federal Reserve
Statistical Release, July 19, 1999; interest rates for July 15, 1999.
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The Census Bureau concurred with our recommendation to eva uate the usefulness of providing up-
front financing to lessors for build-out codts related to the 2000 decennid leasing and will give full
consderation to expanding its use in the 2010 decennid. In response to our statement that *“ Census
could have made greeter use of build-out financing,” the bureau noted that the opening of the 130
ELCOs made thiskind of up-front financing very difficult because there were insufficient FY 1998
funds available for use of widespread, lump-sum payments for space dterations.  Such funds were not
specificaly requested until FY 1999,
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RECOMMENDATIONS
We recommend that the Director of the Bureau of the Census take appropriate stepsto:

1 Conduct an evauation of the Joint Venture 2000 partnership shortly after the conclusion of the
2000 decennid s that the bureau will have atimely, objective, and complete picture of the
CensugGSA partnership model to use in planning for the 2010 decennid. The evauation
should include outcomes, benefits and costs, and notable management successes and problems
or “lessons learned” in dl phases (see page 9).

2. Draw ddineated areas as broadly as possible in the space acquisition process for the 2010
decennia to increase competition between potentia offerors of LCO lease space, to reduce the
bureau’ s overdl leasing costs and to ensure that it has dternative pace available when
unforeseen difficulties prevent alease award (see page 14).

3. Creste astandardized system of file management for use in adl Regiond Census Centersin the
2010 decennid leasing operations and ensure that Census leasing staff comply with gpplicable
record retention schedules (see page 19).

4, Ensure that the lessons learned from the ingtalation of the 2000 decennid telecommunications
systems are recorded S0 that they may serve as abasis for planning and implementation in 2010
(see page 23).

5. Ensure that there is more centralized coordination between the offices that supply information
needed for planning the bureau’ s Space and capacity requirements for the 2010 decennid well
in advance of the leasing of its field offices (see page 23).

6. Coordinate planning with Department’ s Office of Telecommunications Management (OTM)
and provide the OTM with a detailed plan for the 2010 telecommunications procurement and
systems deployment before any systems are purchased so that it may analyze and provide
advice to improve the overdl plan. Update that office regularly as the systems procurement
and deployment unfold in preparation for the 2010 decennid (see page 23).

7. Expand the use of forma business case analyses as a management tool in the 2010 decennid to
guide decisgon-making (see page 26).
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8. If commercid brokers are used in the 2010 decennid leasing operations, ensure that the terms
of their use, degree of respongibility, commissions structure, and limits of their authority are
worked out in generd policy and with individua lessors (see page 28).

9. Work closdy with the Department and GSA to findize a memorandum of understanding
between the bureau and GSA. Ensure that any future agreements associated with this or future
decennids receive appropriate approvas from the Department of Commerce before they are
sgned and any new work is started (see page 28).

10. Evauate the ussfulness of providing up-front financing to lessors for build-out costs related to
the 2000 decennid leasing and consder expanding its use in 2010 (see page 31).
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Appendix A
Major StepsIn The Venture 2000 L easing Acquisition Process

C GSA contacts current or former lessors and local real estate brokers and reviews current
USG-owned property for availability.

C Census Bureau RCC or fidd gaff conduct “windshied surveys’ of vacant offices, obtain and
forward addressesto GSA.

C GSA screens privately owned space possibilities according to the bureau’ s requirements and
schedules market survey inspections.

C Both GSA and the bureau conduct market surveys, assess security requirements, collect crime
datistics and exigting floor plans. If necessary, GSA draws new floor plans and calculates total
sguare footage.

C The bureau approves or rgects sites for the Solicitation for Offers.

C The bureau prepares preliminary architectura drawings (for build out of walls, or door
demolition or congtruction) and sends them to GSA for inclusion in the SFOs.

C Both GSA and the bureau customize SFOs according to specific markets; the bureau approves
each SFO prior to issuance.

C GSA issues SFOs to potentia offerors, reviews offers recelved, and shares SFOs and
abdtracts of offers with the bureau.

C GSA schedules the offer negotiations and conducts the negotiations ether via telephone or in
person. Bureau leasing specidists are included as observers but not as active participants.

C Best and find offers are requested, received, and evaluated by GSA. Abstracts of offers,
including any exception to requirements, are shared with the bureau, which must concur with
the award for it to be finaized.

C The bureau decides on security system requirements, GSA awards the lease, and a copy is
provided to the bureau within 15 days.
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GSA leads preparation of the acquired space with build-out plans and progress, ingtalation of
T-1 datacircuit lines, the telephone system, and delivery of furniture and supplies.

The bureau and GSA both monitor construction progress and hold an acceptance inspection.
GSA gives the bureau the keys to and possession of the space.
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Appendix B
U.S. Census Bureau Response to the Draft Report

Ecoramdca and Gtativtios Admindktratlon
% Cansus Burasu

% hias j whash nginn, DC 262330001
ot o CFFICE OF THE RIREL1LH

fﬂ'%\% LINITED STATES DEPARTMENT OF COMMERCE
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SEr 29 o

MEMORANDUM FOR Tl Grous

Asgistant Inspecter {eneral for nspections

ard Progeatn Evaluntions
I\-\_\_‘_—q_

Through: Raobert 1, Shapirn':%aq.“:-

Under Bccretery for Ecomamic A fTuirs
From: Femneth Prewilt B *

Tritactor \f\w"’t T;:..
Sulgject: Locol Census Offtces Were Succenyfully Opend Bur Some Lessfons

Can Ra Fagrmad From Decenmial Lecsing Operations
Drraft Ingpection Bepor No. [PE-11573

This is in respoms: W your July 27, 2000, memorandum transmitting the recomnmendations from
the ahove-relerenced draft inspection report.

1 Condirer an evaludgtion af the Joint Venture 20K paviaership shorrly gfter the conciusion
af the JNM eecemmicd se thet the bureo wlif heve o ety obfective, and complete
Fiotare af the Cerasd/GEA portiership model ta wse i plarming for the 201 decennial.
The ewriuatlion showld include oxtepmes, benefies amd coxes, and rotable moncgemeni
successes and problems or “fesyony fearned " fr ofl pRiaser (fee pame 5],

‘I'he Census Bursau concurs: The CensusfG9A Joint Venmre 2000 parmership was cataklished
after the decisien to opes 130 Early Local Census Offiecs (ELCH) onc year carlier than
planmed. Al that timee_ the Census Burcao had not yet hined and trained regional leasing siafl. As
woted by the Offiee of fnspector Cenetal (O74G), the partnership learned important lessons rom
I*hase [ of the agrcement and suscrssiully adupted il operations ioe Phase Il The Censns
Burean plans fo initiate an cvalwation of the partmetship by an independent party after the cloging
of the LCOs iz comploted in the fall of 2000, The fndings from the evaluation will be used as
the primary planning tonl for the 2010 space and leasing proetam.

L

Fheow delineaied areay oy broculy wy poseible in the spoce aegisition process for the
2001 decemnied to erense comperition berween patentiaf afferars of LOO lease space, iz
reduce the durecu 's overall feasing costs and o ensure thay B has eltermasiv ipoce
wreailable when untoreseen difficulties prevert a leare award (see puge 14).

Thy Cérsus Bursal comenrs: The Cansus Bureau initially drew smaller delincated arcas,
expecting thak. where ncoessary, the bounduries could be expanded to cpsure adequate

USCENSUSBURLCALU

heioind Frr Aams oo amm S adtand WL EILIS L U
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competition, However, the combination of an accclerated space requircruents schedule for the
ELCOs and the lake start of the actuul space Roquisition process did not allow GSA time to
condut additional market surveys of potemial properties as the delineated arcas expanded. The
Census Burean was able to carrect his problem in Phase 11 by increasing the size of the
delineatcd areay [or the LOOs eatlicr in the acquisition process. Additional efforts will be made
in 2010 to address the issue of adeguate competition in Uhe 1ease acquisition process besed. in
part, cm the Census Burean’s cxperience with Conaus 20

3 Create o standardized sysiem af file managemens for wse fa all Regional Centus Centers
fnt fhe 2010 decennial leasing operutions and ensure (had Censes leasing staff comply
with applicable record refention schedules (see page 19).

The Census Burean concurs: The Cetans Burean apaees (hat adequate and teadily sccessible
lcase Socaments are necded to maintain oversight and menagement of the leasing and build-out
rrocess and records of transactions between the Census Bureau and GSA. Ficld Division
established a standard method ol maintaining lease files early in the space acquisition program.
The requirements were dissemimated to the regions in tbe spring of 1998 and reissued when
additional leasing staff were hired for Phase IL Field Division's regional space leasing staff are
Iinalizing an action plan {or the retenticn of leasc files, and have bemm to work with the
Regional Census Centers {RCOs) and GSA to retinn ail lease documents in secardance with
record retention requirements and the 2010 evaluation and planning necds of the Census Burean.
Regional space leasing stalf will alse visit cach RCC by review the leasc files and reconcile the
GSA rert bills and various reimbursable costs For Cansns 2000 LCO space immediately after
closing the LCOs,

4 Ensure thet the lescons Iegrned from the insigfiation of the 200 decennial
frlecpmmunicaions seefems are recorded so thet they gy verve as 0 bagis for plonnring
and implementation in 201 {ree page 22).

‘I'he Consus Burenu coneurs: 1he acccloration of the space acquisition progrm oreated
insufficicnt me to evaluste and thoroughly document al] televommunications requirements.
Fiald Division has since pulled fogether all aveilable documents leading to the decimion to
incrouse the number of tefephenc lincs inlw the systen, provide voice mail capability, and
implesnent ather improvements based on the experience with the ELCOs. The Census Burcan’s
cvaluation program for the Census 2000 includes a review of the telecommunications systems.
All findings and recotemendations will be considered in planming the 2010 census.

3. Ensera that there iv move centralized coordinatton between the afffves that supply
infarmirtion needed for plarnning the bureen 's space and capacity reguirements for the
2040 decerminl well in advence of the leasing of i field offices (vee page 22).
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The Census Burcsu concurs: As noted in the responscs to previous moommendations, the
decision to open the ELCOs ane year earlicr thatt s¢heduled had an impact on the evaluation and
planning for apace and capacity requirements. Although the Censue Bureau was able to make
necded adjustments wefl ahead of the start of major Geld operations in early 2000, the process
cleatly would have benefitad from more centialized coordinarion and better commamication
betwesn the headquarters offices, the RCCs, and the local offices. As part of the Consus 2040
evaluation prograt, the Cengus Bursau will be cxamining ways 1o ensure berier coordination znd
sharing of information on space and logisties eatly inthe 2010 planning process,

6. Coordineie planning with Dapareeent s Mfice of Telecommenications Management
FOTMY and prondode the OTA with a detaited plon for the 2000 telecommnmieafiony
procromen and systems deploviment before any ustems ave purchiased so that it mey
amafyze and pravide advice (o improve e overail plae. Update thar offiee regularly as
the symems procurement and deplovment wafbld in preparation for the 2000 decenmial
[eee poge 223,

The Census Burems coneurs: In eddition 1o the Deparment of Commeres™s Office of Feal Estate
Policy and Major Programs, the Census Burcau wgtees 10 work with the OTM to prepare a
detailed plan for the 2010 decennial consus telecommunications and work with the office to
identify operational needs and resolve potential problems.

z Expand the use of formed business cave analyses as @ manugement ol i the 2010
decenmial io guide decision-moking, {iee page 14).

The Cenzus Burcau concurs: The Census Burean agrees with the O3 recommendation and
plans to sxpand the use of formal business case analyses 82 o management tool in the 2010 space
and leaging program. Howeser, the Bureau does not coneur with the 01 s staternent that the
buisimess case analysis used for Phase T of Census 2000 included flavwed assumptions. The {4
repor! suggests that the analysis was flawed because cost estimates for Clags A office spuce by
geopraphic rewion were used, when “in reality, the ideal space necded by the Census Burcau was
Huht industrial and stip mall retgil, which is typicaily less expensive than Class A office space.™
Though light indusirisl and siop madl retail space often met the Census Burcau's preforence fora
Inading dock for the beavy volume of deliveries of materials and supplies, this type space often
did not have the infrastructure in place for voice and data commeunications lines, which then
tequired longer lead Hrnes for the installaion of these noerysary services.  Also, light industrial
and strip mall reta] space ofisn was not available in the metropolitan areas whers offices wers
needed.




4

& I commerial brokevs eve used in the 2010 decenninl leasing oparations, ensure thit the
tovmy o thetr wte, degive of rosponsibility, conunissions structure, and Wwile of fheir
authority are worked cut in general policy and with irdivichaa! lessors { soe page 26).

The Cenaus Burean concurs: GSA contract real cetule biokers were used to perform varions
funetions of the space acquisition process for approximately 6 percent of the TOCe for

Cengug 20 Although thore hamn | vet been a [ormal evalaarion of their use, the Cemsus Burcau
gyrees that commercial brokers should not be wsed in the 2010 census leacing operations until the
terrng of their use, degree of responsibility, commissicms stepciuee, and limits of their anthority
are worked out in getieral policy and with individval lessots,

1 Work clasehy with fhe Depurtment ond (754 o finalize o memorandum of sederstending
beswert fhe bures and GEA. Enewre that any finure agreements associoted wir this or
Juture decemninls receive apprapriate anprovals from the Depariment of Commerce
befare they are signed and any new work By started fhee page 267,

The Census Bureay coneurs: Despite the lack of a signad Memorandum of Undcrstanding
(WIOAT} For Phase 1], 6l work has been accomplished, with the exception of office closc-out and
the disposition of property. The Census'GSA corc tram bhas continucd 1o mest (o addrcss the
thtiple tasks neceszary for a smooth closc-out of the ficld offices, just as the Wean mel regulaly
during the opening of the LCOs. If the Census Bursan coters mibo 4 parinership with G3 A fop the
240 census, every offort will be mads to work closely with the Depurtment and GSA v fnalizs
all MOWs prior to the start of loasing sctivitics,

f0 Evalerte the usefulness of provdding ap-fron! faaactng e desseoes for badld-oul coses
refated to the 2NN decenmial learing pud ronsider cxpanding its use i 20080 {zee

puge 28

The Censos Bureaw coneurs: The evaluation of the CensusiGEA Toint Venture 20040 partnership
will address the issue of providing up-front financing to lessors for build-out costs Telated to the
Census Z(MW} lgazing. In rosponsc oo the statcment that the “Coosus could have made groater usc
of build-out financing,™ it ahould be noted that the opening of 130 ELCOs made the use of up-
front fimancing very difficall, Thers was insofficient FY 1998 funding wyailabie for widesproad,
Turop-sum payrients ol the initia? space atleradons. The FY 1999 hudeet allocation included the
requested funds for lumop-sum alicrations necded to maks shori-term, one-yoar leascs mors
wppealing 1o building owners, Bassd on the sxpsriencs of Phass T of the lessing program, the
Census Bureau will give full commderalion 10 expanding the nge of up-Gonl linaneing in the
2010 census.

oo DS/EA
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