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Despite a slightly higher first
cost, upsizing copper cabling saves
you money.

You already know why — IZR,
the law of physics that says all
electrical conductors waste energy
in the form of heat. Wasted energy
is wasted money. And that’s a
powerful story for management.

For example, upsizing to 4/0
cable from 3/0 saves 3,200 kWh
per year when feeding 117A over
500 feet to a 125 hp, 460V three-

phase motor operating at 75% of
full load with a duty cycle of 8,000
hours per year.

Depending on local energy rates,
the $300 difference between 3/0
and 4/0 cable could be paid back in
less than one year. Plus, that 500
feet of 4/0 cable will continue to
generate significant energy and
dollar savings year after year.

Upsized cable has other bene-
fits, too. It provides for tomorrow’s
expansion needs. It runs cooler

*Based on actual 1990 case history available from the Copper Development Association Inc.

THE ONE ON THE RIGHT
IS THE BARGAIN.

and, therefore, safer. And, double-
or triple-sized neutrals defend
against non-linear harmonic loads
created by computers and variable
speed motor drives.

There’s a lot to be said in favor
of upsizing copper cabling. For
more information and detailed
case histories, call 1-800-CDA-
DATA. Or write the Copper
Development Association Inc.,
260 Madison Avenue, New York,
NY 10016.

’\"COPPER. The smart choice.
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From The
Editor

Steve Glazner

his issue includes our annual
I profile of the current APPA

President, designed to provide
the members with a better under-
standing of the personal and profes-
sional goals of the individual elected
to lead the Association this year. When
he became APPA President-Elect last
year, Charlie Jenkins asked me if
would write the profile of him, and |
was honored and flattered to do so.

Promoting the leadership of the indi-
vidual, Charlie has provided a consis-
tent message to the membership over
the past few years. His leadership pre-
sentations at several Institutes, regional
meetings, and APPA conferences have
been inspiring and thought-provoking
to his audiences. Be watching for the
Winter 1995 issue of Facilities Manager,
whose theme will be on leadership in
the facilities organization. In the mean-
time, I invite you to turn to page 18 and
learn more about your current
President, Charlie Jenkins.

The members of APPA’s former
Rightsizing Task Force, chaired by Fred
Klee of Ursinus College in
Pennsylvania, are preparing the final
drafts of a new APPA monograph on
rightsizing within the facilities organi-
zation. To introduce the topic from a
broad, institutional perspective, we
asked frequent author Harvey Kaiser to
share with us his insights and direc-
tions for a comprehensive rightsizing-
through-restructuring process.

Last year a unique activity occurred
within higher education facilities man-
agement. Two APPA Institutional

members exchanged positions for five
weeks to provide as well as to gain
insight into each other’s facilities opera-
tion. The article by Win Wassenar of
Williams College and Jack Hug of the
University of California/San Diego
provides an innovative model for oth-
ers contemplating such an exchange
within the administrative side of cam-
pus operations.

The last feature article offers several
alternative solutions to parking prob-
lems, especially on our urban campus-
es. The authors provide a recognizable
context for discussion and present a
number of valuable and cost-effective
suggestions.

I would also like to direct your atten-
tion to page 4, which includes short
summary reports of the roundtable dis-
cussions held at last July’s annual meet-
ing in San Antonio. We wanted the
entire membership to benefit from
these active and meaningful discus-
sions.

Finally, don’t forget to register for the
January 1995 Institute for Facilities
Management, scheduled for January
22-27 in Austin, Texas. In addition to
the regular three-track program and a
special program focusing on the topic
of capital projects, the Institute will
introduce a fourth track on leadership.
The new track, titled Fundamentals of
Leadership for Facilities Officers, is
being developed in cooperation with
the Covey Leadership Center. We are
extremely excited about this addition to
the already strong Institute program,
and we urge you to register early. L]
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APPA

News

Roundtable Roundup

pproximately seventy-five
Aannual meeting attendees par-

ticipated in the eight special
Roundtable Discussions held at the
San Antonio meeting last July.
Following are summaries of five of
those discussions—written for the
benefit of all APPA members by the

discussion moderator for each topic.
The other roundtables discussed
CFCs, telecom infrastructure, and a
visit to Russia by members of the
Australasian Region.

Rightsizing

by Frederick L. Klee
Ursinus College
Collegeville, Pennsylvania

ourteen members attended the
Fdiscussion on rightsizing.

Custodial services continue to
suffer in the downsizing /rightsizing
process. In most cases reductions are
being met through attrition rather
than layoffs or terminations. A move
to contract custodial services also
continues to be a viable option as a
way to shift away from the expensive
benefit packages to lower-cost con-

High Quality Facilities Advice for Top Management

Facilities Engineering

Project Delivery Services

Facilities Management Assistance

ANADAC

Facilities Group

Contact Trish King at 1-(800)-549-2617

tract employees. It is important to
clearly define the services required to
meet the expectations of the cus-
tomers and yet keep the task hours to
a minimum.

A suggestion made was to review the
services defined in the contract and do
some careful evaluations; if the total
cost differential is greater than 10 per-
cent, it is probably worth while to
move to a contracted service. Most of
us continue to emphasize the cleanli-
ness of the front door of any building
and then reduce service to more
obscure spaces. A range of 20,000 to
70,000 square feet cleaned per person,
and pay rates from $6.50 to $15 per
hour, were suggested by representa-
tives around the table.

At one institution processes were
reviewed and led to some 500 tasks
eliminated. At another university new
software drove the process review,
and reductions were made by staff
attrition. In both cases task forces were
formed to make suggestions for fur-
ther reductions. Data handling for
payroll information was streamlined
and led to a revamp of the entry
process and a reduction or reassign-
ment of duties.

Other suggestions made around the
table included:

¢ Provide some security for employ-
ees in the outsourcing process that
is reduced incrementally over time.

 Define expectations of the cus-
tomer—really find out what they
want.

» Establish schedule of values in a
spec book for the services pur-
chased.

» Ask for deducts if services are
reduced during the term of the con-
tract.

* Examine the long-range risk of out-
sourcing or not doing the work; if
there is little or no impact, do it.

* Consider short-term contracts of
four weeks to complete a project
that will not require further service.

* Look at task performance con-
tracts—how many of something
that have to be cleaned or serviced.

¢ Always look at the tasks that have
to be done and determine if they
can be modified or deleted.
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A form of business process reengi-
neering is being used at more and more
institutions where substantial reduc-
tions have to be made. Most universi-
ties have reduced by grinding away at
the fringes of problems, and now the
basic way we provide service must be
reduced. Virtually every process from
recruiting to postgraduate service must
be redefined and restructured.

A monograph on rightsizing, pre-
pared by the members of APPA’s
Rightsizing Task Force, will be pub-
lished in the late fall. It will include
suggestions, case studies, and assis-
tance for any institution dealing with
reduced budgets and staff.

Comparative Costs and
Staffing Survey

by C. Gary Pringle
Converse College
Spartanburg, South Carolina

fter brief introductions among
Athe eight participants, Steve

Glazner of the APPA staff gave
a brief history of the survey and
explained criticisms of the report.
Following these opening remarks, a
two-hour discussion ensued with the
following highlights and concerns:

1. Standardize the unit of measure-
ments used. Example: using square
footage vs. acres when computing
grounds information.

2. The NACUBO and APPA reports
should solicit information using the
same reporting terminology.

3. Pursue the possibility of collabora-
tion between NACUBO and APPA to
produce the same report.

4. Create data collection sheets that
ask for explicit information.

5. Continue to add new line items,
categories, and more as well as better
job descriptions.

6. Continue to improve line descrip-
tions in the Instruction Booklet, espe-
cially when the results present ques-
tionable data.

7. Pursue APPA’s discussions with
outside firms in evaluating the results
and producing those results in
improved chart and graphic formats.

After this discussion, all agreed that

in spite of problems with the survey, no
one felt that it should be discontinued.
On the contrary, it is a good bench-
marking tool that should be used more
often as a reference.

Small College Concerns

by Peter Sandberg
Saint Olaf College
Northfield, Minnesota

he small college roundtable ses-
T sion was extremely well attend-

ed, with seventeen participants,
and the discussions were very helpful
to me as the new chair of APPA’s
Small College Committee. Most com-
mittee members were able to attend
including Bob Getz, Harper College;
John Holmes, Messiah College; Jerome
Meyer, Centre College; and Jeff
Turner, Casper Community College.
Ted Dews, James Cook University,

Australia, represented Australasian
APPA in lieu of Greg Heap, who was
unable to make the trip. Several small
college members of APPA standing
committees were also able to sit in.
The committee had met prior to the
roundtable discussion to work toward
developing an agenda for the coming
year, and it was good to be able to
report on this session to the round-
table group.

One of the main focuses of both dis-
cussions involved looking at ways to
increase the professional stature of the
facility director on smaller campuses. It
was felt that we need to work with
NACUBO, ACE, and other associations
to emphasize the vital role that the
facility administrator plays on any, but
especially, the small campus. We also
felt that it is becoming increasingly
important to do what we can to make it
easier for the small college administra-
tor to actively participate at the regional

FACILITY MANAGEMENT AUTOMATION
SUCCESS INSURANCE

Purchasing or upgrading a computerized maintenance manage-
ment system? Wary of the claims made by the 250+ software

vendors?

Where can you get focused, straightforward recommendations to
help you choose the applications that will meet your tracking and
planning needs? Call us. Take advantage of our 50 years of

combines experience in facility management. You receive cost-
effective, informed recommendations geared to your needs.
Why? Because we sell no software or hardware, a solution to

your needs is our sole interest.

Howard Millman, Dan Millman, P.E.
Data System Services
914-271-6883
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and international levels of APPA. We
need to emphasize the importance of
this involvement to the presidents and
vice presidents, and demonstrate that
their encouragement of this involve-

ment helps to show off the institution
in ways similar to a faculty member’s
involvement in the associations of his
or her academic discipline. We all see
the press releases that come out of our

Finally...

facilities management.

This book includes chapters on

» the history of TQM
* parts and principles of TQM
* planning for TQM
* training and tools
Pplus
* seven case studies

» sample control sheets

For information on ordering
Building Quality: TQM
Jor Campus Facilities
Managers
and other APPA Publications
write to: APPA Publications
P.O. Box 1201
Alexandria, VA
22313-1201

A Total Quality Management Book Written Just For
Facilities Managers and Others in Support Services

Building Quality focuses on the realities of TQM in

TQM can be a valuable tool for improving the performance of any orga-
nization, but it can be particularly beneficial to support units dedicated
to service such as college or university facilities departments.

« total quality management as a management style

* detailed, how-to instructions on the tools of TQM

» matrices illustrating where the TQM effort should begin, who should be
involved, and to what degree, based on your school’s structure and mission.

public relations offices touting the aca-
demic folks’ participation at confer-
ences and annual meetings. We need to
get permission to participate in the
same way, and blow our own horns.

An immediate result of this expres-
sion of concern is a change being
worked on by APPA President Charlie
Jenkins and Executive Vice President
Wayne Leroy. They are hoping to bring
the small college committee to
Alexandria with the permanent and
standing committees so that we can
work on our issues and have plans for-
mulated and ready to bring to the
annual meeting rather than always
being six months to a year behind. This
is a great expression of APPA’s com-
mitment to the smaller colleges.

Much discussion was centered on
APPA’s services and their application
to the small colleges. Small college
committee people had already held
preliminary discussions with members
of the Government Relations and
Information Services committees, and [
believe that these groups will really

APPA Offers Fax-on-Demand
APPA is currently testing a fax-on-
demand service for a trial period. The ser-
vice allows members to call 24 hours a day
to receive, via fax, various APPA docu-
ments. The number is 800-832-2329,
extension 277. This list will be updated
regularly.
The following are the document options
and corresponding numbers:
# Educational calendar—i0
# Institute for Facilities Management: 3
Track Program Schedule—14
#* Institute Special Program:
Information Technology—16
* Institute hotel & registration
information—18
#* Job Express subscription form—30
* Job Express advertising
information—32
* Publication order form—40
# Upward Bound call for mentors—42
#* Newsletter/magazine subscription
form—44
# Editorial Calendar—46
Be sure to have your fax number
handy! Let us know what you think; call
703-684-1446 and ask for Tina Myers.
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help to represent our concerns in these
areas.

The committees and roundtable par-
ticipants both talked about the potential
for developing a list server dedicated to
small college facility concerns. There
are several applicable projects on the
Internet, but none specific to our needs
at this time. Any of the small college
committee members will appreciate
your ideas regarding use of electronic
distribution of information.

All of the APPA permanent, stand-
ing, and ad hoc committees have strong
representation from the small college
group. The small college committee
intends to use these individuals to
express our concerns and ideas to the
committees, and you should use them
also. In our discussions at San Antonio,
virtually all of the large-school repre-
sentatives to the committees were
exceptionally supportive of the small
colleges.

Finally, we were all encouraged that
the committee meeting and roundtable
discussion focused on identifying posi-
tive steps to advance our role at both
our institutions and within the
Association. We need to maintain and
build momentum and not allow things
to get bogged down. There are those
who say, “Why?” and those who say,
“Why not?”

Let’s keep focusing on the “Why
not?” ideas!

Trainers Network

by Wilma Mpelo
Howard University
Washington, D.C.

D eveloping skilled, competent
employees as a means to effec-
tively manage the rapid
change occurring in most academic
institutions is becoming a priority for
many managers. This is complicated
by the fact that few institutions have
sufficient budgets or staff to adequate-
ly train and educate their employees.
Consequently, this shaped the discus-
sion at the Trainers Network round-
table, where a dozen members focused
on the means of achieving the goal of
strengthening the job skills of facilities

employees. The participants included
managers from large and small institu-
tions and all regions of APPA. The
issues discussed included:

* Reciprocal relationships,

* Developing a computerized library
of resources,

» Identifying peers in other institu-

* Training partnerships, tions,

Why re-invent the
wheel when it’s
already been done
for you!

Over the years the Physical Plant
Department at Virginia Tech has
developed a unique series of contract
documents which have helped procure
high quality and cost effective
construction, services, and materials
critical to the care, maintenance, repair,
and renovation of the university.

These complete contracts are now
available in a spiral bound format for
adaptation and use by the Physical
Plants of other colleges and universities.

Set of 5 Volumes: $350
Each: $85

Available both individually or as a set:

¢ Grounds Services Contracts (includes Excavating, Mowing, Trash
Disposal, Dining Hall Garbage Disposal, and Moving Services)

¢ Equipment Maintenance Contracts (includes Elevator
Maintenance, Elevator Inspection, Furnace and Boiler
Maintenance, HVAC&R Maintenance, Mechanical Services, and
Electrical Services)

e Building Services Contracts (includes Custodial Services, Pest
Control, Carpet Cleaning, and Window Cleaning)

® Construction Services Contracts (includes Concrete, Masonry,
Carpentry, Drywall, Ceiling Tile, and Floor Tile)

e Materials Procurement Contracts (includes General Building
Materials & Hardware, Plumbing & Heating, Electrical, Ready-
Mix Concrete, Crushed Stone, and Masonry Supplies)

These contract documents are complete! They include the technical
specifications, terms and conditions, contractor qualifications,
personnel requirements, quality of materials, and standards of
workmanship as required for each contract.
FOR ADDITIONAL INFORMATION OR TO ORDER : (703)231-7536
Physical Plant Publications, 64 Maintenance Bldg.,

Virginia Tech, Blacksburg, VA 24061
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Photo by Steve Glazner

* Professional networking,
¢ Adding training responsibilities to
key personnel,
¢ Reclassifying employees, and
* Utilizing the Internet to share infor-
mation.
Reclassifying Positions or Adding “Other
Duties as Assigned.” Facilities directors
with a great degree of control of assign-

ing job responsibility often have the
option to identify one or more employ-
ees to assume responsibility of facilitat-
ing and /or coordinating the depart-
ment’s training efforts. The director can
usually find funds to provide training
for the person(s) assuming training
responsibility or locate a mentor to
work with the new trainer. This has the

Mo Qayoumi and Dorsey Jacobs participate in the energy roundtable session.

Energy and Utilities

by Dorsey D. Jacobs
West Virginia University
Morgantown, West Virginia

hirteen members attended the
I Energy and Utilities Roundtable
Discussion. Included were
members from Australia and Canada,
who showed a high interest in this
area as did members from the United
States.

1 distributed information on the work
of APPA’s Task Force on Energy and
Utilities. To start the session, everyone
was given the opportunity to report on
what their schools have done or are
doing. This in particular was of interest
to the members of the task force in

attendance, as we were able to absorb
new ideas. There was also a lot of inter-
est in third-party financing and the
sharing of successful energy-related
projects with other schools.

We were one of the last groups to
break up, and no one left early to go to
another meeting. The session seemed to
grow more and more interesting and
useful. We learned by working with
this group that energy and utilities con-
servation is a very high priority in
higher education. The topic is in dire
need of expansion and support to our
membership as budgets continue to
decline.

In closing, everyone commented that
they are looking forward to the dissem-
ination of the task force’s information
and assistance throughout the APPA
membership.

greatest probability of working in small
institutions where the annual training
hours are lower than at a large institu-
tion. If you take this scenario one step
further, reclassifying a current employee
to be solely responsible for training is an
option that some institutions have taken
when hiring freezes are in place or when
they are unable to create a new position.
Hopefully, you will not have the misfor-
tune to have your institution abscond
with your trainer, budgeted position
and all, to handle the institution’s train-
ing needs, as has happened twice to one
unfortunate facility director.

Stretching Training Dollars. Partnering
with other institutions can help reduce
the cost and time of developing and
presenting training programs. For
example, several institutions in the
greater Washington, D.C. area joined
forces to develop programs to comply
with OSHA's Bloodborne Pathogens
Standards. OSHA gladly provided a
compliance manager to help the institu-
tions in their efforts. As a result, the
programs were developed and imple-
mented before mandated.

Another example is the savings real-
ized when a group of institutions nego-
tiated with a vendor to reduce the per-
person rate on training. Each institution
only had a handful for technicians
requiring certification to comply with
the EPA’s Clean Air Act. By joining
forces they were able to increase the
class size and reduce the rate. Savings
were also realized when the session
was hosted by one of the institutions.

Networking and Resource Sharing.
Even if you are able to staff and fund a
training office, the sheer diversity of
training requirements can be difficult to
manage for even the most competent
trainer or training manager. It can be a
job in and of itself simply to keep up
with all the governmental regulations
and college and university directives.
On top of that let’s add new technology
(especially all the wonderful computer-
ized machines), diversifying workforce,
and changing job skill requirements.
Identifying the most effective means to
meet all your department’s training
needs is extremely challenging. Sharing
information on what is available, pro-

(continued on page 10)
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APPA’s newest edition of this classic
handbook, vital to all facilities managers

The
Facilities
Audit

A

PROCESS
FOR
IMPROVING
FACILITIES
CONDITIONS

by Harvey H. Kaiser

What are the conditions of our facilities?
How much will it cost to update our facilities?
How do we adopt a capital renewal plan?

HOW HEALTHY IS OUR CAPITAL ASSET?

ind out the condition of your capital asset with The Facilities
Audit: A Process for Improving Facilities Conditions.

This book is completely revised and updated edition of
APPA's popular Facilities Audit Workbook. This handbook
guides you step-by-step through all phases of your own facili-
ties audit—identifying the existing physical condition and func-
tional performance of buildings and infrastructure, as well as
quantifying maintenance deficiencies.

Using your audit to inspect building and infrastructure condi-
tions will help with maintenance management and the prioritiz-
ing of
projects for capital budgeting.

This 102-page book is easy to follow and provides numerous
forms and checklists for conducting an individualized facility
audit.

CONTENTS:

@® Introducing the Facilities Audit

@ Preparing for a Facilities Audit

® Designing the Audit

® Summarizing Inspection Results

® Presenting the Audit Findings

@ Capital Renewal: Putting the Audit to Work
® Appendix A: Inspection Forms and Checklists
® Appendix B: Bibliography

To Order:

All orders must be prepaid in U.S. funds. Please add
$8 shipping/handling charge. All international orders
add 20% of subtotal ($10 minimum shipping/handling
charge). Make check payable to APPA and mail to:

APPA Publications
Dept. FACAD « P.O. Box 1201
Alexandria, Virginia 22313-1201

Price: $45/APPA member institutions
$55/all others

The Facilities Audit: A Process for Improving Facilities
Conditions

Softcover, 102 pages, 18 illustrations
ISBN 0-913359-71-8
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(continued from page 8)

viding information to develop or facili-
tate programs, sharing resources, and
just talking with someone who is expe-
riencing the same issues that are often
unique to higher education is often the
difference between a great training pro-
gram and a mediocre one. All of the
participants agreed that networking
can be the most productive and cost
effective means to developing or
strengthening training programs. ]
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Submissions Due Nov. 4 for
“Preserving Our Educational
Heritage”

T he deadline is fast approaching
for the submissions of abstracts
to be considered for inclusion in
the program at APPA’s 1995
Educational Conference and 82nd
Annual Meeting. The meeting, whose
theme is “Preserving Our Educational
Heritage,” will be held July 16-18, 1995
in Philadelphia, Pennsylvania.

Abstracts are due to the APPA office
by Friday, November 4, 1994 in order
to be considered by the Educational
Programs Committee. The major pre-
sentation tracks will focus on business
management; facilities operations; facil-
ities planning, design, and construc-
tion; human resource management;
professional development; and small
college issues. We are also seeking pre-
sentations on cutting-edge topics that
might include: Workforce 2000, right-
sizing/reengineering, professional
ethics, partnering /outsourcing, space
inventory and utilization, and electron-
ic technology.

For a presentation submission form
and additional information, please con-
tact Kathy Smith or Andria Krug at
APPA, 703-684-1446. =

Information Request
An APPA member has requested information from any institution that has suc-
cessfully installed replacement windows of any kind on their campus. If you have
any information to share, please contact Maxine Maudlin, APPA’s information ser-
vices manager, at 703-684-4338, or send it by fax to 703-549-2772.

They want 15% cut from your
building maintenance budget.
Again.

For over 80 years, American Building
Maintenance Company has provided
high-quality contract building mainte-
nance services — without the high cost.

We've learned our clients’ real needs.
Studied dozens of ways to save them
money. Analyzed costs, productivity and
quality levels so well that our clients can
save as much as 15% over in-house pro-
grams. Without sacrificing quality.

You'll find that our proposals are
detailed, accurate, and meet the unique
demands of your campus. More and more
institutions are finding that ABM contract
custodial, engineering services and
grounds care are exactly what they need
to operate with today’s budget cuts.

Call today: 415-597-4500,
Extension 148. Or write:
Robert Ramirez, Vice President, ABM
College and University Division.

It’s time.

AMERICAN BUILDING
MAINTENANCE CO.

a subsidiary of
American Building
Maintenance Industries, Inc.

Robert Ramirez, Vice President
College & University Division
American Building Maintenance Co.
50 Fremont Street, Suite 2600

San Francisco, CA 941052230

Fax 415-597-7160




Only one insulation won’t burn, break down
or lose its physical properties under extreme heat.
Pittsburgh Corning FOAMGLAS® insulation.
FOAMGLAS" insulation is inorganic and totally
non-combustible. It withstands temperatures up to

900°F with no change in performance. It's impervi- '

ous to liquid in all forms, so it won't spread fire by

absorbing or wicking flammable fluids. In fact,

it’s like buying a high-temp safety system built in.
Where fire is a concern, Pittsburgh Corning has

the best possible solution. Call 412-327-6100 to get

all the facts on FOAMGLAS® insulation.
[t never fails when e

EPITTSBURGH CORNING
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APPA Committees and Task Forces 1994-1995
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Committee/Name”\ Region N Institution 7\ Phone#
—

Educational Programs
Lander Medlin Chair A University of Maryland /College Park 301-405-3205 #
Patty Galmiche ERAPPA Rutgers University 908-932-5045
Michael Besspiata SRAPPA Southern Baptist Theological Seminary 502-897-4103
Gary Reynolds MAFPPA Iowa State University 515-294-9633
Emily Wren MAPPA Indiana University-Purdue University /Indianapolis 317-274-4553
Pat Apel CAPPA Maryville University of Saint Louis 314-576-9304
Gordon Bulat RMAPPA University of Alberta 403-492-4210
Berger Nelson PCAPPA University of Nevada/Reno 702-784-6514
Lloyd Cushway AAPPA University of Adelaide 61-8-303-5701
Information Services
Pete van der Have Chair University of Utah 801-581-5082
David Collette ERAPPA Mount Holyoke College 413-538-2012
Gary Pringle SRAPPA Converse College 803-596-9744
Greg Fichter MAPPA Indiana University 812-855-3121
Jerrell Fielder CAPPA University of Central Arkansas 501-450-3196
Dean Wolf RMAPPA Auraria Higher Education Center 303-556-3272
Jeanne O'Dell PCAPPA California State University /Long Beach 310-985-4175
Don Hardman AAPPA Australian National University 61-6-249-2519
Professional Affairs
Thomas Vacha Chair University of Delaware 302-831-2616
Richard Engle ERAPPA Rutgers University 908-932-2600
Robert Collins SRAPPA Davidson College 704-892-2586
Kirk Campbell MAPPA Carleton College 507-663-4460
Leo Yanda CAPPA University of Arkansas/Fayetteville 501-575-7284
George Krell RMAPPA University of Wyoming 307-766-2266
Thomas Harkenrider PCAPPA The Salk Institute 619-453-4100
Laurie Lardner AAPPA University of New South Wales 61-2-385-3404
Government Relations
Chris Christofferson Chair California State Polytechnic University /Pomona 714-869-3023
Donald Little ERAPPA Rutgers University /Newark 201-648-5713
Allen Perry SRAPPA Tulane University 504-865-5457
Gary Kent MAPPA Indiana University 812-855-6169
Joseph Sugg CAPPA Texas A&M University 409-845-1232
Ed Smith RMAPPA University of Southern Colorado 719-549-2211
Ron Hicks PCAPPA University of California System 510-987-9390
Membership
Ronald Flinn Chair Michigan State University 517-355-3366
David Early ERAPPA University of Southern Maine 207-780-4656
Brent Douglass SRAPPA Randolph Macon College 804-752-7301
Craig Hjelle MAPPA Bethel College and Seminary 612-638-6200
Richard Hoback CAPPA University of Nebraska/Lincoln 402-472-8086
Stanley Hobbs RMAPPA University of Wyoming 307-766-2266
Farouk Wang PCAPPA University of Hawaii 808-956-8686
Sam Ragusa AAPPA Griffith University 62-7-875-7149
Awards and Recognition
Randall Turpin Chair University of Utah 801-581-6510
Michael Sofield ERAPPA Smithsonian Institution 202-357-1665
Clay Adamson SRAPPA Medical College of Georgia 706-721-3477
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Awards and Recognition

Michael Stevenson MAPPA Columbus State Community College 614-227-2424
Juan Ontiveros CAPPA University of Texas/El Paso 915-747-5516
John Amend PCAPPA University of Nevada/Las Vegas 702-895-3281
Donald Long AAPPA MacQuarie University 61-02-805-7160
International Relations

Roy Dalebozik Chair McGill University 514-398-4569
Winthrop Wassenar ERAPPA Williams College 413-597-2301
Rex Dillow CAPPA Member Emeritus 314-445-7183
Louis Fackler PCAPPA Member Emeritus 408-426-6254
Ron Hicks PCAPPA University of California System 510-987-9390
Ted Dews AAPPA James Cook University of Northern Queensland 61-07-781-4481
Wolfgang Schlotmann International University of Dortmund 231-755-3303

NACUBO Facilities Administration

John Harrod MAPPA University of Wisconsin/Madison 608-263-3077
Paul Tabolt RMAPPA University of Colorado 303-492-7120
Small College

Peter Sandberg Chair Saint Olaf College 507-646-3280
John Holmes ERAPPA Messiah College 717-691-6011
Jerome Meyer SRAPPA Centre College 606-236-5211
Robert Getz MAPPA William Rainey Harper College 708-397-3000
Neal Swarnes CAPPA Cottey College 417-667-2691
Jeff Turner RMAPPA Casper Community College 307-268-2492
Larry Klumas PCAPPA Occidental College 213-259-2654
Greg Heap AAPPA Carrington Polytechnic 64-9-849-4180

w02 | APPA's newest edition of
Comparative - -
o= | Comparative Costs and Staffing Report
«=== | for College and University Facilities
has been completely updated to provide the most recent figures available on facility operating costs in the
U.S. and internationally.
: Every effort has been made to ensure that this report Student Enr by Funding Source
Pt is as meaningful, reliable, and userfriendly as possible. L] I [ | = = [ l |

lfnmpa@tive Costs and Staffing '€ rESPONSes have been checked and corrected, by hand
Report for College and and by computer. Taken together, the data present a use-

;l-;ivursitgagacil'rﬁes ful picture of college and university costs and staffing. 3
oftcover, 336 pp. - . ; P
ISBN: 0:913359.72.6 More than 300 pages of information are presented in

$40/APPA members; $90/allothers. 8 revised, easy-toread format. 2 i

O Private instiutions |
B Pubie nsthutions ||

Comparative Costs and Staffing includes:
m profiles of more than 500 institutions

To Order:

All orders must be prepaid in U.S. funds. Please add $8 for shipping/handling.
Enclose check {made payable 10 APPA] and mail 1o:

APPA Publications

Dept. CCSAD « P.0.Box 1201 * Alexandria, Virginia 22313-1201
Orders are shipped via UPS; please allow 34 weeks for delivery.

W institution costs and the building area served for each function category
m salary information and the number of employees for each job title

m hourly shop rates and whether employees are unionized or contracted
W average utilities costs.
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Capital

Notes

Barbara Hirsch

LEAD NEWS
ver the past year I have had
Omany member questions
regarding lead regulation. This
edition of Capital Notes will give you
an overview of existing lead rules,

upcoming rulemakings, and legisla-
tion.

CURRENT LAW

Lead in Water/Pipes:

Safe Drinking Water Act—Regulates
lead in drinking water. In 1986 and 1988
Congress took action to reduce lead in
drinking water. The 1986 amendments
banned pipes, solder, and flux with
more than small amounts of lead in the
installation or repair of public water
systems. The ban also applies to plumb-
ing in residences and other buildings
connected to the systems. States must
enforce the ban through state or local
plumbing codes or other means.

Lead Contamination Control Act of
1988—Requires the recall of all refriger-
ated drinking fountains with lead-lined
tanks and prohibits lead in new drink-
ing fountains. The bill authorized $90
million over three years for grants to
public schools to reduce lead in drink-
ing water. The measure also authorized
$66 million over three years in grants
for state and local screening of children
and infants for elevated levels of lead in
the blood.

EPA Lead Standard—On June 7, 1991
the EPA set a new standard for lead in
drinking water. This was mostly due to
lack of compliance and enforcement of
the Lead Contamination Control Act.
The EPA regulation requires 79,000 pub-

Barbara Hirsch is APPA's director of govern-
ment relations.

lic water suppliers to monitor for lead at
household taps likely to show high lev-
els of contamination. In addition, all
water systems must optimize corrosion
control to reduce water acidity by 1997,
regardless of current lead levels.

Small and medium-sized systems
must install or improve corrosion con-
trols if they find that more than 10 per-
cent of monitored taps contain lead lev-
els higher than 15 parts per billion. The
deadline is 1999 for small systems and
1998 for medium systems. Water sup-
pliers that fail to reach the 15 ppb
action level will have to conduct public
education programs on methods to
reduce lead exposure. Water suppliers
are also required to replace lead service
lines that contribute more than 15 ppb
to excessive tap-water lead levels. Full
replacement must be made within fif-
teen years.

Lead in Paint:

Currently, there are no rules that
require the abatement of lead paint in
commercial structures. However, the
Residential Lead-Based Paint Hazard
Reduction Act affects residential struc-
tures on college and university cam-
puses and the OSHA lead standard
establishes maximum lead exposure
levels to employees during construc-
tion work.

Residential Lead-Based Paint Hazard
Reduction Act of 1992—Created a two-
year, $375 million grant program to
reduce lead-paint hazards in private
housing and required disclosure of haz-
ards to prospective home buyers and
renters. The measure also sets require-
ments for lead-based paint inspections
or assessments in federally owned and

subsidized housing and requires EPA
certification of lead inspection and
removal contractors as well as EPA
accreditation for industry training pro-
grams.

Construction Standard:

OSHA Lead Standard—Establishes the
maximum exposure to lead during con-
struction work. Construction work is
defined as work for construction, alter-
ation and/or repair, including painting
and decorating. It includes but is not
limited to the following:

* Demolition or salvage of structures
where lead or materials containing lead
are present;

* Removal or encapsulation of mate-
rials containing lead;

* New construction, alteration,
repair, or renovation of structures, sub-
strates, or portions thereof, that contain
lead, or materials containing lead;

* Installation of products containing
lead;

* Lead contamination/emergency
cleanup;

* Transportation, disposal, storage,
or containment of lead or materials
containing lead on the site or location at
which construction activities are per-
formed; and

* Maintenance operations associated
with the construction activities
described in this paragraph.

PROPOSED LAW
Proposed Rules:

Lead-Based Paint Hazard
Elimination—On May 12, 1994 the
Department of Housing and Urban
Development (HUD) issued a pro-
posed rule to amend its regulations
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regarding the elimination of hazards
due to lead-based paint. (See May 12,
1994, Federal Register, p. 24850.) The
amendments would remedy inaccura-
cies and respond to advancements in
the state of knowledge in the field of
lead-based paint testing and hazard
reduction. This proposed rule would
amend both the department’s basic
regulation concerning lead-based
paint poisoning prevention in residen-
tial structures and additional regula-
tions pertaining to specific programs
of the department.

The changes would include revising
the definitions of an elevated blood-
lead level, defective paint, and chew-
able paint; redefining the age of con-
cern for children subject to lead haz-
ards; providing definitions of hazard
reduction methods; adding the option
to test defective paint surfaces and per-
mitting the use of laboratory analysis
such as atomic absorption spectrometry
(AA); modifying approved abatement
practices to control lead-based paint
dust; revising requirements pertaining
to the number of dwelling units to be
sampled under the random sampling
provision.

EPA to require training and set stan-
dards for lead-based paint—The EPA has
proposed a rule to require an accredit-
ed training program and for individu-
als who deal with lead-based paint.
(See September 2, 1994 Federal Register,
p. 45872.) In addition, the rule would
also establish standards for the use of
lead-based paint and require that all
lead-based paint activities be per-
formed by certified individuals. EPA
has also developed a proposed Model
State Program as a part of this rulemak-

Legislation:

Several bills have been introduced in
Congress including the following: to
authorize research on lead products
(HR 1419); to establish a permanent
grant for the Residential Lead-Based
Paint Hazard Reduction Act (HR 2479);
to establish an excise tax on lead prod-
ucts (S 1347); and to amend the Solid
Waste Disposal Act for lead-acid bat-
tery recycling (HR 1808). In addition,
the Mercury-Containing and
Rechargeable Battery Management Act
(HR 4528/S 1949) was introduced into
both Houses of Congress in May, which
would require the EPA to set policies

regarding the handling and recycling of
rechargeable batteries and limit the con-
tent of mercury in batteries.

In addition, the following bills have
passed the Senate:

Lead Exposure Reduction Act (S 729)—
Passed by the Senate on May 25, 1994,
the bill would:

* Restrict the level of lead in a wide
range of products including paint and
coatings, pesticides, certain toys and
games, curtain weights, ink, plumbing
solder and fixtures, and packaging,
with certain exemptions for artists sup-
plies, toy models, and items for med-
ical, mining, or national defense pur-
poses;

* Prohibit the disposal of lead-acid
batteries in landfills or incinerators;

* Require states to inspect elemen-
tary schools and day care facilities for
lead hazards; and

* Authorize $25 million in fiscal 1994,
$24 million for fiscal 1995 and 1996, and
$22 million in 1997 for the lead inspec-
tion program.

The House introduced a companion
bill (HR 4882) on August 1, 1994, which
was recently marked up by the House
Energy and Commerce subcommittee
on transportation and hazardous mate-
rials. The lead-acid battery recycling
provision is contained in both provi-
sions of the bill.

Safe Drinking Water Act (S 2019)—
Includes an amendment offered by
Senators Barbara Boxer (D-CA) and Bill
Bradley (D-NJ) that requires the
Environmental Protection Agency to
establish a health-effects based perfor-
mance standard and testing protocol
for the maximum leaching of lead from
water well pumps and components
parts. The House bill (HR 4314), intro-
duced April 28, contains no such provi-
sion.

FUTURE REGULATORY AGENDA

To date no rule has been proposed
mandating lead-based paint abatement
in commercial structures. However, a
proposed rulemaking is scheduled to
be introduced within the next two
years that will regulate lead-paint in
pre-1978 buildings.

Resources on Lead
The National Lead Information
Center.
General information: 800-532-3394;
technical information: 800-424-5323. m

Pipeless Pools!

NEW!

The new Seamless
DuraTech PVC
ter

a
gmarkable
advance in
gutter design
and material.
The DuraTech
gutter is made
of durable
extruded
exterior PVC
and contains
absolutely no metal

parts to corrode.

Fax in your pool size for a fast quote.

PVC Pool Gutters

Firm Footing!

The WetDeck and ToughDeck
recreational flooring
systems are perfect

for pool decks,
~ and locker

pool baautiful,
watertight, easier
maintain and to
completely
eliminate

COMPLETELY
CORRECTED.

RenoSys
PVC Pool Shells

Call for free samples and literature
108007837005 fax (317) 2510360
Aquatic Systems from ARS, Inc.
©1990-93 ARS, Inc.
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WE WROTE
THE BOOK
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How do you increase the credibility of

M&R funding requests? How do your
inhouse M&R staff costs compare with
others? What is the lifetime M&R funding
needed for a proposed building?

Now it's easy fo find answers to tough
questions such as these. Just turn to the
Whitestone Building Maintenance and
Repair Cost Reference, 1995°, the most
comprehensive guide of its type available.

This essential uide provides M&R cost
profiles and sfafistics for 42 major U.S.
cities and 20 building types for only S195.

So put the answers you need within easy
reach. Order your copy now by calling

(800) 210-0137

WHITESTONE

Focus on

Management

H. Val Peterson

The Customer is King

Il of us have heard the savmg,
A ‘the customer is king,” but we

usually think of the saying as
applied to retail sales. No matter what
project a company produces or service
it provides, it goes without saying that
it couldn't exist without customers.
Every college and university has its
customers, which are the students and
to a lesser degree the students’ par-
ents. In the facilities management
organization, not only are the students
your customers, but the entire faculty
and staff as well.

Sometimes employees within the
facilities management organization
take customers for granted. They
assume their work can be accom-
plished in relative anonymity because
they can “hide” within their work unit
or department. They tend to rationalize
that the significance of their work will
never be noticed. What all employees
need to realize, however, is that satisfy-
ing customers is the secret of success in
business and it is the secret of success
for a good facilities management orga-
nization.

This then also means that the secret
of each employee’s individual success
within facilities management is how
well they satisfy the customer—
whether this be the campus community
in general or only those individuals
within a particular area or building
where they are assigned to work. Only
when employees strive to perform high
quality work and provide good quality
service do they give customers their
“money’s worth.”

Employees need to understand that
their work affects customers regardless
of whether or not they are required to

Val Peterson is director of facilities manage-
ment of Arizona State University in Tempe,
Arizona.

deal with them directly. An incorrect
delivery, a carelessly installed product,
a mistake in billing, a room that is con-
tinually too hot or too cold—these
things rarely go unnoticed by cus-
tomers.

Worse than that, mistakes or shoddy
work can sometimes result in much
bigger problems. As a case in point,
take this chain of events which hap-
pened at a pump company. A rush
order for pumps and auxiliary equip-
ment was shipped by truck from the
company’s plant en route to a construc-
tion site in a neighboring state. Before
the equipment left the plant, a shipping
clerk put the installation drawings in a
heavy plastic envelope attached to the
side of one of eight crates.

When the shipment arrived at its des-
tination, the crates were stored out-
doors. No one took the plans out of the
envelope, and although a yardman was
told to cover the crates with a plastic
tarp, he didn’t. It rained hard
overnight, ruining the plans. The plas-
tic zipper at the top had not been tight-
ly sealed, allowing the envelope to fill
with water.

Whose fault was it? The shipping
clerk at the pump company denied he
had forgotten to close the zipper; the
receiving clerk said he didn’t remove
the plans from the envelope because “it
wasn’'t my responsibility;” and the
yardman couldn’t even be found the
next day.

This story exemplifies an unfortunate
sequence of errors and oversights.
Individually, they don’t seem to
amount to much. Collectively, they
resulted in a costly delay in the installa-
tion of urgently needed equipment and
a very dissatisfied customer. All of the
problems could easily have been avoid-
ed if each person involved had just
kept in mind that the customer was
anxiously waiting for his equipment to
be properly installed.

If employees are occasionally irritat-
ed when their supervisor insists upon
more careful work, speedier deliveries,
better service, and so on, they need to
learn that it's really the customer who
insists upon those things.

Within the facilities management
organization it's part of everyone’s job
to satisfy the customer. Facilities man-
agement usually doesn’t get much
feedback from the customer unless they
are unhappy. But when we don’t hear
from them, we hope it means they are
satisfied. After all, if the customers are
happy, it means we are doing our job. B




Alenco wrote he book

to hel with your planning

Alenco’s 1994 product selection guide comes in
a four-color booklet full of information you can use
immediately in planning that new construction or the
renovation project.

There are photographs and product details of various
Alenco Commercial windows including single-hung,
double-hung, horizontal sliders, projected, casement, and
fixed. Examples of specific completed projects are shown.

This booklet also contains sections on Alenco
Commercial’s installation accessories and replacement
window systems as well as a two-page spread sheet
that answers 22 key design and engineering questions
concerning each series of Alenco Commercial’s windows.

Alenco Commercial is a division of Redman Building
Products, Inc., one of the largest manufacturers of
aluminum windows in America. Aluminum windows were
an innovation of Alenco in the early 1950s, and architects

and builders across the United States have been served by
Alenco for more than 40 years.

Alenco Commercial provides many services to help you
with your project from concept through completion, and
you can find out more by requesting our 1994 product
selection booklet.

Ask for your copy.
=]/ALENCO

A DIVISION OF REDMAN BUILDING PRODUCTS

Alenco Commercial

A division of Redman Building Products, Inc.
201 North FM 2818
Bryan, Texas 77803

1-800-444-1444
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Photo by J. Scott Schrader

The Personal Leadership
f

by Steve Glazner

uring his dynamic and thought-provoking speech to the
membership at July’s 81st Educational Conference and 1994
Annual Meeting in San Antonio, Charles W. Jenkins offered
three attributes or characteristics of an excellent leader: a
leader must have a vision for the future, a leader must be flexible, and a
leader does not quit. All three attributes are well served by Jenkins
himself as he begins his year as APPA President.

Steve Glazner is editor of Facilities Manager and APPA’s director of communications.
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Charlie Jenkins, facilities administrator at Saint Mary’s
University in San Antonio, Texas since 1982, sees himself as a
facilities leader in a profession where management skills and
techniques have traditionally garnered the greater attention.
His evolution from facilities manager to facilities leader has
been one marked with much hard work and self-evaluation,
and both his institution and APPA have been the prime bene-
ficiaries of his efforts.

While about 70 percent of the APPA membership is com-
posed of small colleges—defined by APPA as institutions
having 5,000 or fewer full-time equivalent enrollment—

*

A leader must have a vision
for the future, a leader must be flexible,
and a leader does not quit.

Jenkins is only the sixth president in APPA’s history from a
small college. He has previously served as president of the
Texas chapter and the Central region, was a three-year mem-
ber of APPA’s Special Projects Committee, was elected for
three terms as Vice President for Professional Affairs, and isa
member of the APPA Board of Directors. He was an active
participant in the APPA /Lilly Endowment study of theologi-
cal seminaries, has been on the faculty of the Institute for
Facilities Management, served two years on APPA’s
Publications Advisory Board, and is a graduate of the
Executive Development Institute for Facilities Managers.

Jenkins received the CAPPA Distinguished Member
Award, the APPA President’s Award in 1991, and the
APPA Meritorious Service Award in 1992. Under
Jenkins’ direction, Saint Mary’s University received the
APPA Award for Excellence in Facilities Management in
1993, and the regional Award for Excellence in 1988 and
1989.

Education and a Military Career

Jenkins was born in Fort Worth, Texas and was edu-
cated in Texas public schools. He graduated from Texas
A&M University (then Texas A&M College) in 1957
with a bachelor’s degree in mechanical engineering.
Having participated in the ROTC program throughout
college, he graduated as a reserve officer. During his
mandatory three-year tour of duty in the Air Force,
Jenkins decided to become a career officer and stayed for
another twenty years.

In the first half of his Air Force career, Jenkins was involved
primarily in aircraft maintenance. During this time, he
received a master’s degree in mechanical engineering from
Arizona State University. On the “downhill side of the
career,” as Jenkins calls it, he got into facilities maintenance.
He led and directed the in-house workforce and oversaw all
capital improvements for the base. “It was exactly what Bill
Middleton has described as what the comprehensive facilities
officer does on a campus,” says Jenkins. “And that was the
most fun. I enjoyed that more than anything else I had done
the whole time I was in the Air Force.”

Jenkins was stationed in Korea, then at two different bases

in Germany, before being stationed in San Antonio for a year-
long assignment on an Inspector General team. He was part
of an umbrella facilities maintenance organization responsible
for all the military installations in San Antonio, which consist-
ed of four Air Force bases and Fort Sam Houston.

He retired from the service in November 1981 and worked
for a year as a sales representative for a company that sold
HVAC equipment and accessories to the mechanical contrac-
tors in San Antonio. Says Jenkins, “I got to know virtually
every mechanical contractor in the city—the people, the man-
agers, and the organizational culture of each of them. That
was very beneficial to me when I noticed in the paper that
Saint Mary’s University was looking for a physical plant
director. I knew that the physical plant director did what I
liked to do, so I applied.” Jenkins joined Saint Mary’s
University in November 1982 as director of physical plant.

The Transition to University Life

Jenkins’ mentor during this period was George Mangrem,
then director of physical plant at the University of Texas at
San Antonio. “I knew George from the military, and he
helped me make the transition from military to civilian life,”
Jenkins says. “He virtually built the UTSA campus from the
ground up; they had never had a plant director before.
George is the guy responsible for my being in APPA, and he
told me that I should get involved in all three levels—state,
regional, and national—so I did. George is long since retired
now, but when we had the annual meeting in San Antonio
this past July, he joined us for the emeritus luncheon and the
awards banquet.”

photo by Steve Young

Charlie Jenkins and his wife Ann enjoy themselves at the banquef.

Saint Mary’s University, a private, Roman Catholic liberal
arts institution, was established in 1852 in San Antonio. A fac-
ulty and staff totaling 500 (80 within the facilities department)
serve a student population of about 4,100. The biggest chal-
lenges facing Jenkins when he joined Saint Mary’s physical
plant department were disorganization and lack of direction.
“The managers were heavily into being cops rather than col-
leagues,” he says. If they didn’t think that the requestor really
needed to have done what he had asked to be done, they sim-
ply wouldn’t do it. It took a couple of years to overcome
that.”
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Working for his third president since 1982, Jenkins has wit-
nessed a 64 percent growth in student population (from 2,500
to the current 4,100), and he has overseen the addition of
60,000 square feet of residence space, a new university center,
and a new law library. He is proud to have developed a
strong staff instilled with a customer-oriented organizational
ethic. “We look for ways to serve, rather than wait to be
asked,” he says, “and we have done this even while experi-
encing a steady decrease in our percentage of E&G expendi-
tures over the years.”

Jenkins credits much of his personal and professional
growth over the past five years to his wife Ann. “She’s really
smart,” says Jenkins, “and a loving, nurturing person who
has encouraged, subtly guided, and even prodded me a little
as I've expanded my outlook to include things I'd never have
dreamed of a few years ago.”

In the following interview, Jenkins shares his views on
leadership versus management, the importance of personal
values to those in leadership positions, the value of APPA
and its regional associations, the concept of “small college,”
the future of the college campus, and other topics.

Steve Glazner: Let's talk first about your regional experience and
your view of the value of the regional organizations.

Charlie Jenkins: When I first came to Saint Mary’s, the uni-
versity was already a member of TAPPA, the Texas state
chapter. The dues were only $10 a year. With George
Mangrem'’s encouragement, we joined APPA, and my very
first meeting was in Louisville, Kentucky in 1983. I then got
around to joining CAPPA. People like Joe Lonigro and Joe
Estill got me involved in committees and other leadership
roles in the chapter as well as the region.

I think that the regional associations are an absolutely criti-
cal part of APPA. There are any number of people who
belong to the regional associations but don’t belong to APPA,
or maybe belong to both but don't participate in anything
beyond the regional level. I've heard it said by CAPPA mem-
bers many times—although not in recent years—that they
got more out of the annual regional meeting than they did the
APPA meeting. But I don't hear that so much anymore.

I do think the regional meetings are an extremely valuable
complement to the programs that APPA puts on. Through
them we can reach further down into the ranks of the APPA
members and get our message down to the grassroots level,
and also get feedback up to the Board of Directors.

Do you feel that there could be some improvements made to the rela-
tionship between APPA and the regions, or a more formal arrange-
ment between the two?

I think there could be. But I would probably argue against
it because I enjoy the regions” autonomy. And I really do
believe that serving in leadership positions at the regional
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| would hate to see us get
too structured and regimented with
policies and procedures that dictate how
APPA relates to the regions and vice versa.
Each one of the regions has its own
personality, and | think that's valuable.

level is a very good finishing school or training ground for
moving on up to leadership positions in the international
Association. I would hate to see us get too structured and reg-
imented with policies and procedures that dictate how APPA
relates to the regions and vice versa. Each one of the regions
has its own personality, and I think that’s valuable.

Your emphasis has been on the individual facilities officer as a
leader. You have given several talks on the dichotomy between lead-
ership and management and how they relate to higher education
facilities management. What does it mean to be a leader versus a
manager?

This notion of leadership and management being different
activities came to me as somewhat of a revelation. I'd never
thought about it until I read Warren Bennis’ book, Why
Leaders Can't Lead. That was when I was first exposed to the
idea of a difference between leadership and management,
and I was fascinated. Leadership and management are differ-
ent. Ever since the 1950s we've all been trained to be excellent
managers. Higher education is overpopulated with managers
and dreadfully short of leaders.

Too many of us have fallen into the trap of being mostly
concerned about buildings, systems, infrastructure—inani-
mate things—and forgotten that it’s people who are our cus-
tomers and the ultimate stakeholders in our success. I think
we are all excellent managers, but I don’t think we spend
enough time doing leadership kinds of activities. Our nature
is to focus on the bottom line, on results, on efficiency, on
timeliness. We instead should focus on what Stephen Covey
calls the top line, which are human relations—relations with
the staff, the customers, and others. These activities are more
leadership oriented. We don’t need to take a lot of our time
away from management to do leadership, but we need to do
more than we are. And not only us, but also the business offi-
cers and the presidents as well.

My message to the membership is to recognize that there is
a difference and what the difference is and start spending a
little more of our time doing leadership things—finding those
things that are the right things to do. Do it by visioning, do it
by focus groups in the organization, or whatever, but exam-
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ine where you are now and see if that’s where you really
want to be. Don’t accept the status quo. Admit that we can
always improve and, in fact, must improve, for if we don’t
improve the rest of the world is going to pass us by.

In terms of implementing quality programs, some facilities officers
wonder how feasible it is to effect change from the middle out. The
facilities operation traditionally serves in a support capacity to the
institution. What advice would you give to those who want to move
to the next step in their departments and on their cam-
puses?

Covey talks about the difference between the cir-
cle of concern and the circle of influence. The circle
of influence is where you should spend your time,
because that’s where you can have an effect on
what's going on. A larger circle, concentric to the
circle of influence, is the circle of concern. Outside
the circle of influence are all those things that might
bother and concern you, but which you can’t do
anything about. Covey’s message is that if you'll
concentrate on working within your circle of influ-
ence and make changes as you can, it will grow
until eventually your circle of influence has expand-
ed to include everything that was originally in the
circle of concern. Conversely, if you spend your
time worrying about the things that are outside
your circle of influence and that you can’t do any-
thing about, then you're going to waste all your
time stewing over things beyond your control, and
your circle of influence will decrease in size.

That's a metaphor that [ really find useful. I've
found it useful in my own life because by concen-
trating on making things happen within the physi-
cal plant department at Saint Mary’s University and
other areas associated with facilities that are within
my circle of influence, that circle of influence has
grown, somewhat surprisingly to me.

For instance, I find myself being asked to do
things that I would have never been asked to do
when I first came here. And it’s simply because of
the things that have happened within the facilities
area that are my circle of influence. Example:
Recently we had a three-day, by invitation, work-
shop on our campus that included representatives
from the three universities operated by the Society
of Mary. We call them Marianist schools, and they are Saint
Mary’s, the University of Dayton, Ohio, and Chaminade
University in Honolulu. We discussed how to spread the
Marianist spirit of ethics, community, and service throughout
the university. A second topic was how to instill in students,
faculty, and staff a sense of servant leadership. Of the thirty or
so participants, | was the only facilities person. In fact, I was
the only representative of the support staff. The rest were fac-
ulty members, presidents and vice presidents, and student
development and university relations staffers.

Also, during the past year we completed a university-wide
self-study pursuant to reaccreditation. I was asked to serve on
the institutional effectiveness study group and, in fact,
chaired a subcommittee. Institutional effectiveness measures
how well the university agencies plan their activities, execute
the plans, and assess whether the outcome was what the ini-
tial plan had envisioned.

Now, I submit that both of those activities are outside my
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normal sphere of activity as facilities administrator. I was
included, however, because people had noted our successes
in the physical plant department.

That would not have happened three to five years ago?

Absolutely not. But it's because we didn’t wait for leader-
ship to break out somewhere else, neither higher in the chain
of command nor below. It's because we relied on the old saw

Charlie “sharpens the saw” with a daily run around campus.

that says it’s infinitely easier to obtain forgiveness than it is
permission. We simply ventured out on our own and started
doing things within the physical plant department that no
one else in the university was doing, and we've gotten excel-
lent results from having done that. Now, you see, we're being
invited to expand our circle of influence.

How would you demonstrate or publicize that to your community?

Probably very judiciously. I don’t know that it’s something
we want to go around blowing our horn about. But, in a small
place like Saint Mary’s, it will be picked up on.

And people obviously have.

And they have. My advice would be to know the territory
and then be bold, be imaginative, and don't be satisfied with
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Jenkins with members of his facilities team: (from left to right) William M. Tam,
supervisor of the year; Raymond Pollok, craftsperson of the year; and Irma Valerio,
housekeeper of the year.

the status quo. Do what you can to make things better and
different within your own circle of influence.

I remember years ago, maybe the second or third APPA
Institute I attended, there was a seminar one evening led by a
former APPA President. He told us to be careful not to let our
departments outstrip the rest of the university. And he told a
story about someone he knew who had gone into the univer-
sity as a chief of police, who over a period of a few years had
built that police department up to a beautiful model.
Eventually the guy got fired because his area was so much
better, so much nicer, so much more equipped than the rest of
the university. I took that counsel for a number of years, but
now I don't believe that the physical plant department can
ever get “too good” for the rest of the university.

So we started improving things at Saint Mary’s. We started
doing training and now have the only organized staff training
program at the university. We have the only safety program
in the whole university. Our department has some of the best
facilities at the university. I think you ought to get as good as
you can get and then keep on getting better.

I admit to having some blind spots. For example, I have
never worked at a public institution where my budget alloca-
tion was determined by a formula so that regardless of what
happened, how good we were, how bad we were, the budget
allocation was going to be the same. A lot of what I say may
fall on deaf ears, especially to my colleagues at public institu-
tions, but I hope not. At this little private university, we sel-
dom are denied funds that we think we need and can make a
cogent argument for, and it’s because we're respected. The
administration simply says, “Those guys know what they're
doing down there, and if they’re championing this cause, let's
try to find them the money to do it.” As long as we keep
championing winners, it's going to continue that way.

Is APPA meeting the needs of its members at small colleges, which
comprise the majority of member institutions?

APPA has certainly served Saint Mary’s University and me
extremely well, and that’s of course the only real direct value

judgment I can make. I think APPA does a great job.

But I want to admit to one minor intolerance, which you've
heard me admit to before. I don’t have very much patience
with those who say they can’t do something because they're
“just a small college.” I've said a number of times that you're
only as small as you think you are. I don’t accept that as an
excuse for not trying new ideas, not getting better, and not
doing good work.

We haven’t heard much from the Small College Committee
for a year or two, but the new chair, Pete Sandberg of Saint
Olaf College, is rejuvenating that committee and will serve as
a catalyst for moving it in positive directions.

What is APPA currently doing right in terms of leadership? What
are we doing right, and where do we need to improve?

What APPA has always done the best are the educational
programs. Pushing hard right behind are our informational
services—publications, periodicals, and manuals. My only
criticism of all that effort is that it has been predominantly ori-
ented to management as opposed to leadership.

Some of the publications we have planned—the next issue
of Facilities Manager and an anthology of critical readings, for
instance—are going to bring in some more of the leadership
side.

One exciting new program is the development of a fourth
track—a leadership track—at the Institute. The Institute does
a tremendous job of teaching our people the concepts, the
process, and the techniques of facilities management, and I'm
very happy to see the fourth track coming along to introduce
the other part of it.

In addition, I'm extremely happy that the Covey Leader-
ship Center is involved with the fourth track. It is truly a step
up to a new level. | am really anxious and interested to see
how the people who attend the first session of that fourth
track feel about it.

What Covey teaches, and what will be an important part of
the Institute’s fourth track on leadership, is a bit different
from the total quality management focus that APPA has
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Too many of us have fallen into the trap of
being mostly concerned about buildings, sys-
tems, infrastructure—inanimate things—and

forgotten that it's people who are our
customers and the ultimate
stakeholders in our success.

offered recently, and I'd like to comment on that. My judg-
ment is that TQM and Deming’s 14 Points and all the other
related material are not as suited to a university environment
as are some of the other softer, more human relations-orient-
ed stuff. Our quality improvement program at Saint Mary’s is
going to come almost exclusively out of Covey’s book, The
Seven Habits of Highly Effective People. Our student develop-
ment function at the university is already into it. The culture
and dynamics of a small institution like ours tend more to the
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St. Louis Hall. This is the original building for St. Mary's University.

interpersonal improvement approach rather than the process
of improvement, Maybe it would be entirely different for a
mega-campus where you've got a staff of 800 people; that's
probably a totally different dynamic that I'm not familiar
with. From my own standpoint, however, | like the softer
people-oriented improvement approach rather than process
improvement.

Earlier this year APPA went through a somewhat rigorous evalua-
tion by the American Society of Association Executives. They
reviewed the Board structure, volunteer-staff relations, and other
topics. What is your summary of that evaluation in terms of where
we are and what we need to be doing in the future?

The purpose of the ASAE evaluation was simply to hone in
on the management of the Association itself, as opposed to
what the Association is doing for its members. And it intro-
duced a whole new agenda, as far as I was concerned. The
timing of it was such that it was too late for me to pick up
many of ASAE'’s recommendations in the agenda for my year
as APPA President. Happily, however, President-Elect Doug
Christensen has jumped right into that with both feet to lead
us into what, [ hope, is a new era for APPA. [ am confident
that Doug is laying the groundwork now that will result in
great strides during his presidency. He's a remarkable man,
and APPA is fortunate to have his ability and energy at our
disposal.

The ASAE recommendations point out some areas of con-
cern that I had personally noted. I thought for a number of
years that the Board of Directors was heavily into micro-man-

agement of daily activities, and the ASAE report alludes to
that same thing. [ hope during my presidency to turn the
focus of the Board from reviewing things past to looking
ahead into the future and establishing direction for the
Association.

What do you think is the future of technology and expanded infor-
mation services to APPA in the years to come? And what do you
hope will happen this next year dtmng your year as President?

I'm not going to push for any great changes, simply
because the budget is already set in place and the money is
allocated. I hope during my year as President, however, that
Pete van der Have, APPA’s Vice President for Information
Services, and the group of members and staff who are study-
ing these new technologies will come up with some objectives
to be implemented in subsequent years that would set in
place the technological advances that I think are available and
should be used. The fax-on-demand service is a great idea. |
would like to see us have a computer bulletin board or
Internet hookup at the office where a member can call in from
the screen sitting right on his or her desk and access files and
databases—call them up, read them, search them, download
them, print them, whatever he or she wants, and share infor-
mation with other APPA members electronically rather than
on hard copy paper. I think that's a place we can go to, and I
hope that we will.

You have pointed out that you have served five consecutive years, in
one capacity or another, on the APPA Board of Directors prior to
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becoming President. Do you have any observations to share from
that experience?

I had five role models for President to study closely. While
I, of course, want to leave my own legacy with the
Association, I most want to emulate Jack Hug. He is definitely
visionary, always thinking ahead, and very energetic. I
admire him a great deal.

I've always considered Hug and Bill Middleton as shining
examples of presidents who wanted to make an impact on the
Association and on the profession. For instance, Jack was the
father of APPA’s long-range plan several years ago, while Bill
got it passed and started implementing it.

I also want to state that Wayne Leroy is and will continue
to be a superlative executive vice president for the
Association. I championed his appointment from the outset. I
was surprised and moved by the spontaneous outpouring of
support given him at the San Antonio annual meeting. The
Board of Directors has already given him a solid endorse-
ment. I look forward to a warm association with him for years
to come.

You have made leadership presentations—sermons, you ve called
them—to APPA members at the Institute, regional meetings, and,
most recently, at the San Antonio annual meeting. In your presen-
tation you conimented on the importance of personal values, integri-
ty, and discipline. Could you talk about those personal issues a bit?
All of us who have grown up in what is commonly referred
to as the free world have basic principles that we were taught
by our parents or that we have learned over the years.
Sometimes we may, in the rush and the clamor, get away
from them, forget about what they are. They're the very
things that you mentioned: ethics, integrity, courage, inven-
tiveness. We start letting expediency govern us. My feeling is
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Surveying the campus
from the University
Center Bridge.

that if we're really going to make a difference and improve
ourselves, then we have to go back to those universal princi-
ples that enable us to relate with other people in a manner
that earns their respect, confidence, and willingness to let us
establish direction and to set examples.

In many cases we let ourselves be overtaken by the press-
ing issues of the day and the forest fires that have to be put
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APPA has certainly served Saint Mary’s
University and me extremely well,
and that’s of course the only real direct
value judgment | can make.
| think APPA does a great job.

out and the swamps that have to be drained. We let them
guide and direct us, rather than stepping back and taking con-
trol of our own lives and our own careers using the basic
principles that we know to be true and worthwhile. After
those speeches, by the way, many members have come up to
me and said, “You know, I've never heard an elected APPA
officer talk to the members the way you did. It was good.
Thanks.” That was great to hear.

Do you see any potential conflict with what you view as basic and
universal principles and the growing issue of diversity and cultural
differences on campus, in the workforce, and in society at large?
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Yes, I do. I have to admit that my values and ethics come
from a white, male background, and the books I read and
study are essentially written by other white males. People like
Stephen Covey, Warren Bennis—all these guys—are coming
out of the same culture that I did. So, yes, absolutely right—
we have to be sensitive to the fact that those values may not
necessarily be regarded in exactly the same way by everyone.
But I still think the basic values are intrinsic, and they are con-
cepts that are rooted in ancient teachings, be they Christian,
Jewish, Islamic, Buddhist, whatever.

Since we're talking about diversity, could you comment on APPA'’s
new Upward Bound Mentoring Program for women in facilities
management?

Itis a great idea. I would like to see it expanded to all
young APPA members who are just starting out in the busi-
ness and want to make their way up the ladder. Everybody
should have a mentor; everyone can benefit from having or
being a mentor. I think Upward Bound is great, but I would
like to see it expanded to include every APPA member who
wants it.

With regard to my own involvement in the Upward Bound
program, I'm having quite a delightful experience with my
mentee. Part of the exercise of working with the woman who
is in the mentoring relationship with me included an
exchange of letters and talking by phone occasionally. She
recently described to me a program that she’s trying to get
going; | immediately recognized it as what other universities
are pursuing as the job order contracting concept. I gave her
the name of a guy to call to talk to about it and mailed to her
the names and addresses of a couple of different firms who
contract to do that very sort of activity. The interesting thing
that happens in APPA is that regardless of what you start out
to do, thinking that maybe you're inventing a wheel or creat-
ing something new, you really aren’t. Somebody’s already
been down that road, and all you have to do is find out who it
is and tap into their prior knowledge.

There has been a lot of discussion lately about the virtual campus
and the future of campus facilities management. The increased use
of the Internet and the rise in available electronic information may
lead us, as Jane Ryland of CAUSE has suggested, to an environ-
ment in which access, not acquisition, of information becomes domi-
nant. What does this mean to the campus and to the facilities man-
ager in ten years or more?

I cannot imagine in my lifetime ever seeing a widespread
proliferation of the university without walls. Such a universi-
ty would require a paradigm shift in the culture that, at best,
will take place over a long period of time. There are still too
many people who value the experience of being on a cam-
pus—Iliving on a campus, going to a classroom, being part of
a university community, learning to relate with other people,
and those sorts of things—that there will always be a place
for a resident campus simply to serve that need or that desire
among the attending public. I do think that distance learning
is going to proliferate, and that’s probably good. We should
take advantage of all the technological breakthroughs that are
taking place. But I do not believe that, in my lifetime or yours,
we will ever see the resident campus totally displaced by a
university without walls.

There are other factors that impact on that as well; take
Saint Mary’s, for instance. We've got a major water problem

Charlie's Leadership Resources

The following books are highly recommended by
Charlie Jenkins to anyone who wants to learn more about
leadership. All are available at bookstores everywhere.
By Warren Bennis:

W Leaders: The Strategies for Taking Charge, with Burt
Nanus, 1985

B On Becoming a Leader, 1989

B Why Leaders Can't Lead: The Unconscious Conspiracy
Continues, 1990

By Stephen R. Covey:

B The Seven Habits of Highly Effective People, 1989

W Principle Centered Leadership, 1990

W First Things First, 1994

By Michael LeBoeuf:

‘B How to Win Customers and Keep Them for Life, 1988
By Burt Nanus:

B Visionary Leadership, 1994

here in San Antonio. I did an analysis a couple years ago
during which I envisioned a scenario in which we were told
by the city that we had to reduce our pumpage from the
aquifer by 40 percent. It became readily obvious that in the
event we, along with everybody else in the community,
were told that we had to quit pumping so much water from
the aquifer, we’d have to shut down our residence halls.
That's the only way we could continue to survive—to
become a completely commuter campus and either board up
the dorms or sell them off as apartment houses or whatever,
because we simply would not be allowed to pump enough
water for the kids to bathe in and drink. And, of course,
before we did that we had already let the place turn brown
and had shut down the cooling towers. So, other variables,
such as environmental impacts, could drive us to become a
university without walls.

Where do you see APPA, then, in ten years? What will we be doing
differently in terms of service to the members and to higher educa-
tion?

I'm expecting that we'll have a better sense of that from the
visioning exercise that Doug Christensen is taking us
through. Nonetheless, we ought to continue to do the things
we do well, which are educational programs and information
services, and enhance those. We just have to be attuned to
what the membership is calling for and what the industry
says it needs from us, and try to adapt what we do to meet
those needs.

What do you hope folks will remember from your year as President?

I hope they’ll remember the speeches on leadership, of
course. I hope that when people look back, they will say,
“Charlie was a special kind of president.” And I guess the
third thing would be that “Charlie helped get us started in the
direction of thinking a little bit more about leadership and a
little bit less about management than we had up to his year as
President.” I'd be happy with that. m
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Rightsizing Through

Restructuring:

A HIGHER EDUCATION
CHALLENGE

by Harvey H. Kaiser

lllustration by Sarah Sloane

management challenge for the 1990s. Weakening finan-

cial performance, due to structural changes in the
national economy, changes in legislative priorities, and
social attitudes toward higher education have brought the
concept of rightsizing through restructuring to the top of the
strategic planning agenda. This article explores the back-
ground of rightsizing for higher education by defining ter-
minology and fundamental issues. In addition, I have out-
lined alternative strategies, with a detailed description of a
process and phases for implementing a rightsizing-through-
restructuring program.

Rightsizing Defined

Rightsizing? Downsizing? Restructuring? Cost contain-
ment? Budget reductions? Retrenchment? The terms may
vary and causes may differ. The results are the same. The

F inding the right size for a college or university is a

Dr. Harvey Kaiser is senior vice president for facilities administration at
Syracuse University, Syracuse, New York. Kaiser is a frequent author
and speaker for APPA, NACUBO, and other organizations, and he most
recently is the 1994 recipient of the Rex Dillow Award for Outstanding
Article in Facilities Manager.

challenge is not only to become smaller, but to also create a
stronger institution.

National headlines, the higher education press, and associa-
tion publications tell the story: Harvard, Yale, M.L.T., and
Stanford plan budget deficits, staff layoffs, and program clos-
ings; state systems face increasing demands to lower costs
with reduced legislative allocations. Impacted by a recession
and a sluggish economy, changing social attitudes for costs
and value, resistance to increasing costs and demands for
increased faculty productivity, and a crumbling infrastruc-
ture, institutions are faced with taking drastic steps for their
very survival. At best, they must change their traditional pat-
terns of conducting affairs by rightsizing through restructur-
ing.

%Neakerﬁng financial performance signals the complex
problems of rightsizing. However, there is an inherent diffi-
culty in rethinking traditional patterns of institutional growth
and contraction because the prosperous decades of the 1970s
and 1980s have built in a natural resistance to change. The
common response to economic stress is raising revenues and
imposing budget discipline, accompanied by a questioning of
the capabilities of campus leadership. Now, administrators
must contend with the dichotomies of growth in some areas
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and reductions in others, following a process that emerges
with a balanced “steady-state” institution. Cautious first steps
toward rightsizing couple cost containment and quality
improvements. When these measures fail to provide long-
term financial stability, the institution must opt for more sub-
stantial and far-reaching measures by reshaping itself and
reallocating resources.

Sizing is the act of balancing mission and operating activi-
ties with resources. On one side of the equation are programs
and activities, i.e., the purpose of the institution and its costs
for delivery of programs and activities; on the other side are
the resources available to perform the institution’s mission.
The terms “rightsizing” and “downsizing” present subtle
choices in describing initiatives and reactions to changes in
the external environment. American society applauds growth
and considers smaller size a pejorative condition. “Right”
suggests balancing and implies positive actions; “down” sug-
gests decreasing resources and has negative connotations. In
our society, winners get it “right,” while losers go “down”
and out.

Rightsizing requires restructuring an institution, a planned
process that encompasses a phasing mechanism while achiev-
ing a balance between mission and resources. The results of

rightsizing are cost savings and cost avoidance, as well as
improved delivery of programs and activities and quality of
services.

Rightsizing is a planned process with a phasing mechanism
for restructuring an institution achieving a balance between
mission and resources. It is a cautious match of resources to
revenues. Downsizing is signaled by a downturn of key
financial indicators and is the reaction to decreases in rev-
enues and unbalanced budgets. Such a reaction may be in
anticipation of, during, or after a shortfall in revenues.
Ultimately, the institution must become smaller for a sus-
tained period (five to ten years or longer). Downsizing may
comprise freezing of hiring or pay increases, across-the-board
budget cuts, reductions of services, or deferred maintenance.
The short-term adjustments do not alleviate the fundamental
problem of an imbalance between mission, operating costs,
delivery of services, and resources. Downsizing is a reactive
process to external conditions, shrinking the size of the insti-
tution.

While rightsizing is the more preferred term because of its
positive connotations, downsizing is acceptable when it is
used accurately to describe short-term conditions. The
response to both actions is to curtail expenditures and assess
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functions that can be cast in a new light or terminated.
Institutions must decide what they do best, what they can do
without, and how to improve the quality of what they are
doing.

Fundamental Issues

Lewis Carroll’s conversation between Alice and the
Cheshire cat offers one way to look at the sizing question:

Asked Alice: Would you please tell me which
way [ should go from here?

Answered the Cheshire cat: That depends on
where you want to get to.

The fundamental issues facing an institution in rightsizing

are as follows:

® What is it we do? (mission)

B What values do we operate with? (values)

® What external factors affect our mission and values?
(external environment)

B How are we organized to conduct our mission?
(institutional structure)

® What are the resources required to perform our mission?
(resources)

® What are the results of our activities? (services/impacts)

Five of the six issues—mission, values, institutional struc-
ture, resources, and services/impacts—are set in the context
of the external environment. There is an interrelationship
between these five components that form the basis of under-
standing the institution and charting a rightsizing plan.

Initially, a plan requires separate investigation for each
component. However, to complete the plan, recommenda-
tions for change must consider how each component affects
the other before finally being established and implemented.

You may be familiar with the strategic concept of “scan-
ning” the external environment. This requires continually sur-
veying and evaluating those factors creating an environment
with aspects that are uncontrollable but have an impact on
the operations, structure, and composition of the institution.
Whether it is changing social attitudes toward higher educa-
tion, shifting legislative priorities, government regulations, or
demographic changes, the institution must continually scan
changes in the external environment as it adopts assumptions
for strategic planning purposes.

The first of the interacting issues is a mission statement
defining the purpose of the institution. Coupled with a vision
statement, defining “What is the institution today and what
will it become in the future?,” the mission statement provides
a rallying point for members of the institution to understand
its purpose and direction.

A New York Times headline last February addressed higher
education, but was appropriate for many other types of insti-
tutions. It read: “Bad Times Force Universities to Rethink
What They Are.” The opening sentence was a prescription for
developing new mission statements: “Tough economic times
are forcing so many colleges and universities across the coun-
try to cut costs and adjust their ambitions that the shape of
higher education may be significantly changed as the 21st
century dawns.” Developing a mission statement may seem
like an academic exercise, delegated to lower levels because
senior administrators know the institution’s purpose. The
process of developing a mission statement is as important as

the final product. It may only occasionally be referred to, but
it forms a strong bond among the senior management team
debating its content, choice of language, and emphases. It is
the start of the team-building necessary to form a unified
approach to rightsizing through restructuring.

With a mission and vision in place, the institution can move
forward simultaneously on:

B How are we organized?
B What are the resources required?
® What are the results?

Rightsizing Alternatives

Efforts applied throughout the institution include: 1) priori-
tizing activities; 2) closing or downsizing lower priorities; 3)
strengthening successful activities; 4) establishing quality and
productivity goals; 5) tying quality and productivity gains to
budget process; and 6) developing responsibility-centered
budgeting.

The choices available to the manager in rightsizing are:
B Restructuring
® Consolidation
® Elimination of nonessential functions
® Qutsourcing services
B Sale or release of assets

Variations are possible on these themes, but they will serve
to guide the rightsizing process.

1. Restructuring. Restructuring is a comprehensive approach
to rightsizing. It is a careful examination of programs, activi-
ties, and services performed by an institution. Restructuring
should not be confused with tinkering with the organization-
al chart. Although restructuring can alter the institution’s
structure, each element of the institution should undergo
evaluation against similar criteria. Driven by budget reduc-
tion goals, all elements should be cycled through the same
questions and repeated over and over during the rightsizing
process:
® What do we do?
® Why do we do it?
® How do we doit?
B Should we continue doing it?
B Can we do it better?
® Do we need more or less resources to do it better?
® If we don’t do it anymore, what are the costs and savings?
Budget reduction targets are followed by an evaluation of
functional activities among possible alternative choices for
action. After rigorously testing the functional activities with
the list of questions, we move on to the difficult choices of
position, unit, and asset elimination. In restructuring, every
position must be closely scrutinized for its contribution to the
unit’s performance. A particular target area is middle man-
agement and administrative support positions. These are the
positions that tend to grow in response to perceived needs
that are not necessarily real, or simply to make life easier for
the managers to whom they report. A typical form of ineffi-
ciency, particular to management structure, is to have man-
agers who function full-time in management mode, but do
not have a large enough span of responsibility to justify their
existence. In reducing the number of managers, one also
reduces the layers of management. One of the indexes of
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whether a unit is “fat” or “lean” is the number of layers of
management between the productive workers and the CEO.

2. Consolidating. Consolidating eliminates duplication of
programs and activities. Opportunities for consolidating exist
at several levels, depending on the size of the institution. For
example, staff functions that have no line responsibilities can
be consolidated with management positions responsible for
functional activities.

“Old wine in new bottles” describes pretenses at consolida-
tion without achieving any budget reductions. Renaming a
unit, or joining two or more together without eliminating
positions is merely shuffling the boxes on the organizational
chart without reducing the budget base. Indeed, there may be
greater efficiencies and quality improvements in reorganiza-
tions, but the goal of budget reductions for an activity will
require permanent budget base reductions, regardless of
organizational chart revisions.

3. Eliminating Nonessential Functions. Functions that are
nonessential to the mission or central purpose of the institu-
tion should be identified and eliminated- How do you decide
what is and what isn’t essential? The test of essentiality is
comparison to the mission, vision, and guiding principles for
quality, centrality to mission, and demand.

Oversight and close monitoring may be a solution to res-
cue or convert a marginal activity to an essential one.
Establishing a task force from different parts of the institution
or with a panel of outside advisors can identify critical issues,

inefficiencies, or opportunities for change. Collection of data,
analyses, and thorough evaluation can determine whether an
activity has passed the test of essentiality.

4. Outsourcing Activities. Outsourcing to provide adminis-
trative services can be cost-effective for several reasons. First,
vendors may have lower fringe benefits than in-house
employees. Even if the vendors are no more efficient and
workers are paid the same as in-house staff, full-cost account-
ing of all fringe benefits and other overhead costs can show
savings.

Second, vendor services can be more efficient and cost less
than in-house workers. Vendors are in the business of provid-
ing services on a competitive basis. They know that they have
to be competitive to survive and can be replaced if providing
unsatisfactory services. The discipline of the competitive mar-
ket place is difficult to achieve for internal services, and vend-
ing solves that problem immediately. A temptation to avoid
is to have too many employees supervising the vendors. A
guideline is to have no more than one supervisor per service.

Candidates for outsourcing throughout the institution
should not be too readily dismissed. Bargaining unit or
employee contracts must be regarded. So must the opportuni-
ties for competitiveness for any function under consideration
for outsourcing. As a final test, the in-house unit should be
given the opportunity on a full-cost accounting basis to com-
pete with vendors. Don’t reject any functional activities at
first glance, either because of tradition or possessiveness of a
manager. Do include all costs of operations, including fringe
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benefits, utilities, debt service or lease for facilities, and
administrative overhead in making comparisons.

5. Capital Assets. Reducing the size of the physical plant and
making what remains more productive can offer cost avoid-

ance and possibilities of generating income
D<3) through sale or leasing.

The sale, leasing, or mothballing of capital

assets can eliminate operating costs from under-
utilized, marginally profitable, or nonproductive
capital investments. Hidden costs for retaining
some assets in active use are often overlooked
and represent a source of sav-
ings through cost avoidance.
Sale or leasing
can generate
revenues
from nonpro-
ductive
space. The
two compo-
nents to be
considered
in divesting
an asset is
recovery of
" capital and
reduction
of carrying costs: management expenses, maintenance, insur-
ance, security, etc.

Mothballing is the temporary closing of a facility at mini-
mized operating costs. Considerations for retaining owner-
ship include the role of a facility in the institution’s patterns of
land holdings and master plan. Alternative uses should
include the cost for conversions compared to cost avoidance.

Thorough evaluation of conditions of gifts, restrictive pur-
chase agreements, or legislation that accompanied an asset’s
acquisition are necessary before sale, leasing, or conversion of
use. However, the potential realized from “cleaning the attic”
of noncontributory assets can be substantial and should be a
key element in rightsizing.

The Rightsizing Process

Rightsizing is a process and not a prescriptive set of rules or
guidelines that produces a restructuring plan. The following
ten points are essential to a successful process.

1. Leadership. The highly visible leadership of the chief exec-
utive officer is responsible for the conduct and ultimate suc-
cess (or any failure) of the process. Although many tasks can
be delegated to other senior-level administrators and outside
advisors, the leadership and support of this activity cannot be
parceled out. The CEO must be committed and unwavering
in support of the process, conveying the necessity to rightsize
by personal style with integrity and credibility from begin-
ning to end of the process. The CEO must focus on the results,
ask for substantiation of all open items, and personally render
a decision on the analyses and the accompanying plans for
implementation. The ultimate success of any institutional
rightsizing activity rests with the CEO.

2. Openness. A major decision has to be made at this junc-
ture, and it is a critical one: How open a restructuring

process? An open airing of the alarming facts is imperative to
alert all members of the community to the unpleasant reali-
ties, to enlist their help in restoring financial stability, and to
begin corrective action. Even though a full, honest revelation
of the problem may be embarrassing to those present, damag-
ing if it is broadcast in the media, and potentially destructive
to morale and financial factors, it must be done openly and
with full disclosure.

The institution’s leadership must anticipate denial and rec-
ognize resistance to the need for change; personal and family
security at risk creates powerful emotions. The style needed
requires an explanation of the need for change, articulating
issues, and calling for an understanding of planned out-
comes. Assurances must be made that plans will be devel-
oped on a consultative basis, with a full disclosure of existing
conditions, alternative plans, and opportunities for discus-
sion. Presenting a final plan at the announcement of a call for
change will be disastrous. Confidence will be shaken and
resistance will rapidly develop. Leadership must control the
situation, developing plans through tiers of management and
guiding the rightsizing process through all phases.

Strong, fully committed leadership and candor in deliver-
ing the initial restructuring statement is vital to the process.
The process must be a collaborative one, with contributions
from all senior management. Doubts caused by inconsisten-
cies in the need for reducing budgets, variations in the pre-
sentation, or a lack of trust in the leadership can be fatal to the
plan and, possibly, to the leadership.

3. Definite Timetable. A timetable for development and com-
pletion of a restructuring plan should be announced when the
need for the process is publicly disclosed. Announcing a
timetable specifying each step will assure that the process is
deliberate and will reach a definite set of recommendations
for implementation. There should be no doubt that the
process is necessary. It should be well-supported by data
capable of relieving any questions of the need for urgency in
reaching conclusions and taking action.

A period of no more than six months should be allocated
from the first announcement of the need to retrench to the
recommendation of a plan. Extending the process any longer
invites lobbying from units that suspect termination or con-
solidation or that face major personnel reductions. The
timetable should leave room for presentations by the CEO
and senior management team and meeting with various con-
stituencies to explain the process and solicit comments.

4. Human Resources Plan. Budget reductions of up to 5 per-
cent are usually achievable through cuts in operating budgets
and personnel attrition, retirements, and leaving vacant posi-
tions unfilled. Above the 5 percent level, the focus shifts to
position eliminations, accompanied by reductions in person-
nel benefits. A human resources plan is essential for volun-
tary and involuntary separation of personnel, including early
retirement and layoffs. Choices must evaluate short- and
long-term benefits in achieving budget reduction targets.
Because the elimination of positions to gain the full measure
of salary and benefit savings can become necessary, the plan
should also include components for easing the impact of lay-
offs on individuals through employee assistance programs.
Terminating and eliminating positions requires certainty on
the part of the decision-maker and compassion by the human
resources division. Criterion for selection of position elimina-

it
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tions is its contributory value, separate from the personality
in the position. In other words, does the position contribute to
the overall strategic restructuring plan for the unit. This is a
difficult task because of mitigating circumstances, such as the
age of an individual and length of service.

Employee contracts and organized bargaining units are
often challenges to obtain the expected full benefits of restruc-
turing. Early retirements have real and hidden costs: esti-
mates of the applicants for a program should be as realistic as
possible, calculating expenses and savings. The intangibles of
losing key members of the institution cannot be discounted
and a program should be tailored to eliminate poor perform-
ers. Criteria of performance evaluation and seniority are the
primary factors that guide layoff decisions.

5. Budget Reduction Targets. The prospects of unbalanced
budgets require the chief financial officer to prepare a budget
reduction plan. It may be advisable to enlist outside advisors
to monitor budget reduction planning, sharing in the disclo-
sure of previously confidential financial information. An
advisory group can also lend an air of credibility to numbers
that will be suspect as defense mechanisms for survival are
erected.

A massive amount of data needs to be collected in a short
period of time to support cost containment planning.
Included is enough historic background to establish trends
and alleviate any suspicions about the gravity of the situation.
All costs and revenues are summarized, liabilities and assets
evaluated, and reserves carefully examined and carried out to

at least five years. Variations will occur from assumptions
over the duration of the planning period, creating uncertainty
in projections. Alternative ranges of target reductions should
be developed to maintain credibility and offer planning flexi-
bility for differentiated treatments of operating activities. A
basic target should be established and designated as a middle
range, with higher and lower budget target ranges set to
cover contingencies in planning assumptions. The ranges
allow flexibility in choices between how each operating unit
“contributes” to overall budget reductions.

An open policy regarding budget reductions while detailed
cost-containment plans unfold is necessary to eliminate con-
cern that exceptions or differentiated treatment will occur. If
exceptions or differentiated treatment do occur, they should
be perceived as the result of reasonable and well-planned
decisions.

6. Assignments. Senior managers with budget responsibility
should provide proposals for cost containment after target
reductions are prepared and distributed. Their starting point
is the assigned target ranges for their divisions. Division man-
agers should be available during the entire process to discuss
options. Each manager should operate on the premise that his
or her area will be examined for its necessity and appropriate-
ness in a restructured environment.

An area’s value to the future of the institution should be
examined with questions such as: What happens if we termi-
nate a unit or activity? Can we consolidate several functions
into one? Can we outsource any of our activities? What hap-
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pens if we shift work hours or develop shared-work pro-
grams?, and so on, so that no function is assumed as invulner-
able to examination for scaling back, consolidation, or elimi-
nation. Proposals of a cost-cutting nature shifting expense on
to another unit or attempting to generate revenues that
adversely affect other units should be rejected. On the other
hand, possible investments in new revenue generating pro-
posals should be thoroughly examined and brought forward
to senior management for consideration of funding from
reserves or other sources.

7. Consultation. A team of outside advisors might be
engaged to review each division’s plans. Experienced consul-
tants can act as guides in the difficult decisions that must
occur and to advise on how to deliver the announcement of
the final rightsizing plan. For example, the CEO can invite a
select panel from other institutions or consultant teams to
review a specific functional activity. The advisors/consultants
will require an overview of the unit under study as back-
ground to their evaluation. Interviews should be held with
senior managers to draw comments and observations.
Finally, open forums of employees and “customers” of the
unit should be held to obtain frank opinions of the functions
and services offered by the unit. The advisors/consultants
report should be prepared for the CEO and shared with the
reviewed units’ senior managers.

8. Plan Adoption and 9. Announcement. An important
action of the CEQ is the formal announcement of the final
rightsizing plan’s adoption. This is carried out with the for-
mality and openness of the initial presentation for sharing the
process. In a style of firmness and candor, the CEO steps up
to the full burden of leadership in presenting the content,
implementation, and monitoring for the plan. A timetable is
outlined, with goals and enough details announced to leave
unanswered any questions about the impact on activities and
individuals. The plan should be explained at a public presen-
tation accessible to all employees and reproduced for distrib-
ution.

10. Implementation and Monitoring. Staff should have the
vision explained to them for the future at the very beginning
of implementing a restructuring plan. Explain what it will
mean for them and the positive outcomes. It is important to
have a process for measuring and reporting the progress of
rightsizing /downsizing. Staff must be focused on their goals
and on reporting progress. Deadlines should be established
for reports to be submitted to the CEO for review.
Throughout the monitoring of the process, provide incentives
for people who are successfully achieving their goals and dis-
incentives for poor performance. Once the process is over,
build in mechanisms that maintain the austerity mentality so
that the positive effects of the austerity are not lost.

Management Innovations

Managers must be strong leaders and work closely with
staff to meet the institution’s rightsizing goals—to make the
institution smaller while continuing to deliver high quality
services. Such a style incorporates management innovations
that achieve significant gains in productivity and service and
institutionalize quality and productivity improvement princi-

les.

: Total quality management (TQM) is an example of these

principles. TQM is based on the creation of a structural sys-

tem for institution-wide participation in planning and a con-

tinuous improvement process that exceeds the expectations of

the customer/client. While TOM has as its goal quality

improvement in the customer/ client relationship, rightsizing

adds the dimension of reallocating resources. Quality

improvement is characterized by the following key concepts:

B A commitment to quality that is ongoing

® A focus on the customer

® A means for obtaining systematic
feedback from the customers who
utilize the product or the service

B An emphasis on team-
work to accom-
plish work
objectives

B A strong
emphasis on
staff develop-
ment

Because
administrative
systems
accrete as new
needs are
identified by
the institu- _
tion, it is nec- 4
essary to peri- g
odically review
work processes. Analyses discover whether these layered
structures are the most efficient and effective way for work to
be accomplished. One approach advocates reengineering
work to achieve efficiency and quality improvements.
Employees sharing responsibility challenge how tasks are
currently performed in the institution, and to radically recon-
ceptualize how desired outcomes are to be achieved.

Reengineering principles include:

8 Organizing work around outcomes, not tasks

B Providing opportunities made available by technologies for
those who utilize a process to perform that process them-
selves

® Buildings control into the work so that employees can be
more self-managing

B Capturing information once for a variety of purposes

Another example of management innovation is bench-
marking; the process of comparisons to key indicators estab-
lishes goals for improving productivity levels leading to prob-
lem-identification followed by problem-solving.

TQM, or other quality improvement programs, should not
be confused as the rightsizing process. Management innova-
tions applied during the rightsizing process must operate
within a fixed set of resources and achieve goals within
applicable constraints. Innovations may accompany the
process, but do not replace or act as a substitute for a planned
process of finding the “right” size for the institution.

Rightsizing Phases

Rightsizing can be organized into five phases. Each phase
concludes with public presentation and discussion, a sharing
of the findings with the institution, media, and decision mak-
ers in the surrounding community.
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Phase 1—Organizing the Rightsizing Process. The overall
structure of the rightsizing process is defined, a management
team designated, concepts for determining budget reduction
targets delineated, and critical dates scheduled.

Rightsizing Team. The CEO designates a core team of senior
managers capable of assembling data on budgets, financial,
human, and physical resources. The chief financial officer
develops assumptions and defines the budget base and ele-
ments that can be included or excluded as part of the base.
The human resources officer provides data on staffing and
existing labor agreements in anticipation of staff reductions.
A representative of the campus relations department may be
included in the team to prepare and disseminate information.
The team will decide whether to use external advisors/con-
sultants and will report findings directly to the CEO and indi-
vidual departments.

Budget Reduction Targets. The rightsizing team develops
concepts for reaching budget reduction targets for the entire
institution and for each division. A basic reduction goal may
be established, with specific targets distinguishing separate
units’ goals. The team prepares a preliminary list of categories
to be excluded from a reducible budget base, such as self-sup-
porting units.

Schedule. The team develops a schedule of start and com-
pletion dates, which should be disseminated to the entire
institution, for each phase of the rightsizing process.
Adequate time should be allocated to provide opportunities
for comment.

Phase 2—Information Gathering and Creating the Data Base.

Data Collection. The team collects a wide array of data to
confirm budgeting assumptions. Comprehensive data allows
a complete picture of all services provided, including finan-
cial, human, and physical resources. Five-year projections
should be developed for the budgets, proposed budget base
reductions, institution structures and staffing, space utiliza-
tion, and facilities conditions.

Proposed Budget Base Reductions. The chief financial offi-
cer prepares a schedule of current operating budgets, pro-
posed budget base reductions, nonreducible items excluded
from budget reductions, and cash flow projections.

Unit Description. Descriptions of each major unit are
assembled, including mission statements, functional activi-
ties, staffing and salaries. The description should include a
“SWOT" report describing the unit’s Strengths, Weaknesses,
Opportunities, and Threats.

Functional Area Analysis. Once all the data are gathered,
functional area analyses are prepared for all departments
describing how the department is organized, its budget, ser-
vices offered, procedures and policies, and impact of budget
reductions on levels and quality of services.

Phase 3—Developing the Preliminary Rightsizing Plan.

Plan Assumptions. The rightsizing team prepares a prelimi-
nary plan that summarizes the assumptions based on the
information and budget target reductions prepared for major
divisions. The plan includes interim annual projections for
rightsizing and the overall time schedule. Proposed budget
and reducible base reductions should have target high and
low ranges for flexibility in assigning final budget cuts to

major divisions. Management innovations to offset staff
reductions and to maintain acceptable levels of services
should be examined.

Human Resources Plan. Human resources plans are drawn
up for voluntary and involuntary separation and employee
assistance for salaried and hourly employees. The impacts of
proposed restructuring on activities, budgets, and financing
programs should be detailed.

Institutional Restructuring. A plan is developed to cover
proposed institution structures and staffing after rightsizing
has been implemented. The preliminary plan may be
reviewed by outside consultants and comments may be incor-
porated into the final plan.

Division Plans. Each division prepares its own reduction
plan responding to the preliminary plan. These proposals
should include a description of the rationale for the proposed
budget cuts and impacts on services. The proposals should
achieve alternative reduction ranges and include rationales
for restructuring, consolidation, eliminating, or outsourcing
functions. Present the details to all employees and publish for
widespread access, hold open meetings for feedback, and
solicit comments.

Phase 4—Developing the Final Rightsizing Plan. The final
rightsizing plan is a refinement of the preliminary plan, incor-
porating comments obtained through discussions with
employees. The rightsizing team should present the final plan
to the institution’s CEO for review and public presentation.

Phase 5—Implementation and Monitoring. The final plan is
implemented and a monitoring program follows its progress.
Adjustment are made as assumptions change.

Summary

Higher education institutions—private and public alike—
must evaluate declining financial performance and determine
whether the condition is long- or short-term. With enough
information in hand, you can begin to draw conclusions as to
whether a restructuring plan is necessary to recover a bal-
anced financial condition. A decision to restructure requires
exploring the appropriate future “size” of the institution.
When the planning process is reactive, i.e., permanent budget
reducing activities that are usually across-the-board in nature,
the institution is downsizing. It becomes smaller, reducing
expenditures to match incomes.

Through the campuses leadership in an open process, the
institution that creates a planning process incorporating a
phased mechanism for restructuring is rightsizing. The
process balancing mission and resources may produce a
smaller institution, one with changed programs and services,
some units expanding and others contracting in size, using
less capital assets, and stronger than the original institution. A
realistic view of what the institution does now, what resources
are available, how well it delivers programs and services to its
customers, and the impact of proposed budget reductions is
required to take full advantage of this opportunity. m

Editor’s Note: For more information on rightsizing with a focus on
campus facilities organizations, be watching this fall for APPA’s new
monograph prepared by the Rightsizing Task Force.
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Two Facllties Officers Change

by Winthrop M. Wassenar & Jack Hug

A DESCRIPTION OF THE EXCHANGE

...................................................................

Win Wassenar

or five weeks during the fall of 1993, Win
Wassenar and Jack Hug—respectively, the chief
facilities officers of Williams College in
Williamstown, Massachusetts and the
University of California, San Diego—participat-
ed in a no-cost exchange that provided consul-
tant services to each school as well as a profes-
sionally broadening experience for the partici-
pants.

The exchange proved to be extremely success-
ful and beneficial to everyone involved. It provided the
opportunity to interview and interact with a wide array and
number of individuals, which resulted in consulting reports
that contained a more in-depth understanding of the two
facilities organizations and an awareness of the larger com-
munity. In addition, this exchange demonstrated the com-
monality of issues and problems that exist in large and small
schools alike.

A Look at the Two Sponsoring Institutions

From October 15 to November 21, 1993, Jack Hug and I
exchanged places to act as on-campus consultants to our host
institutions. Jack is assistant vice chancellor for auxiliary and
plant services at the University of California/San Diego, and 1
am director of physical plant at Williams College in
Massachusetts.

There are many differences in our institutions. Williams
College is a well-endowed, selective, four-year undergradu-
ate liberal arts college with 2,000 students located in the rural
northeast. We have a physical plant of roughly 2 million gross
square feet on 450 acres of central campus and 2,000 acres
overall. UCSD, one of the nine campuses in the University of
California System, has a total enrollment of 18,000 students in
its undergraduate, graduate, and medical school programs. It
is located in La Jolla, California, by the Pacific Ocean on 1,400
acres of mostly developed land, and has the fourth largest
research program in United States universities. UCSD has

Win Wassenar is director of physical plant at Williams College, Williamstown, Massachusetts. Jack Hug is assistant vice chancellor for auxiliary and
plant services at the University of California/San Diego, La Jolla, California. He is a past APPA President and a current member of APPA's Publications

Advisory Board.



FALL 1994 & FACILITIES MANAGER 35

approximately 4.5 million gross square feet of state-supported
plant, and a total of 9 million gross square feet including aux-
iliary, student-supported space such as athletic facilities, and
housing.

The buildings and grounds department at Williams reports
to the vice president for administration and treasurer and has
responsibility for all facilities-related tasks, i.e., programming,
planning, design, and construction of all new and renovated
facilities, as well as the maintenance and operation of all facil-
ities. Additionally, the department is also responsible for the
management of several auxiliary services, including telecom-
munications, college vehicles, central office services, haz-
ardous waste handling, recycling, student and faculty hous-
ing, and commercial rental properties. These activities are
supported by an annual operating budget of roughly $12 mil-
lion, an annual capital budget of $8.5 million, and a total staff
of 150.

The Department of Auxiliary and Plant Services at UCSD
reports to the vice chancellor for business affairs and is
responsible for the maintenance and operation of the state-
supported portions of the plant, although it is contracted to
supply some specific services for housing, sports facilities,
and others. Additionally, this department manages the fol-

Winthrop M.
Wassenar (left)
| and Jack Hug.

lowing auxil-
iary services: graphics and

reproduction, early childhood educa-

tion center, transportation and parking, and the research
machine shop. These services are provided with an annual
budget of $100 million. Of this total, $29 million is spent for
maintenance, $14 million of which is for utilities. The mainte-
nance functions employ approximately 350 FTE, and the aux-
iliary units employ approximately 300 FTE. The planning,
design, and construction functions report to the vice chancel-
lor for resource management.

How the Exchange Worked

The exchange program was conceived, formulated, and
approved over the course of approximately one year. Each
school had in place an existing policy that provided for
administrative staff sabbatical leaves. Key individuals in the
approval process were the chief financial officer of each
school.

The program was designed to provide a no-cost consulting
service to each institution and a professionally broadening
experience to the participants. Additional benefits resulting
from the exchange would include administrative develop-
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ment and evaluation of other facilities depart-
ment staff. Hindsight has shown that this was
achieved.

For Williams College, the principal objective
was to obtain a facilities management evalua-
tion for the Buildings and Grounds Department.
This report evaluated eight management criteria
for the administration of the facilities department
according to the APPA Facilities Management
Evaluation Program. In addition, this report will
serve as a base for future regular department
review by outside agencies. Presently, there is no
provision or requirement for a regular review of
this department, and there had never been a for-
mal, professional review of this critical function of
the college. Although there is no formal agreement,
it is expected that a review will occur every five
years in the future.

UCSD requested an evaluation of several specific
facilities functions: energy conservation policies and
practice; the capital renewal and deferred mainte-
nance program; the UCSD organizational structure
for all facilities functions; and an evaluation of the
TQM program in the Department of Auxiliary and
Plant Services.

In order to develop a meaningful, professional report
representing the total range of opinions of the entire service
community, and the capabilities, personalities, and profes-
sional abilities of the facilities staff, Jack and I determined that
an extended review period of five weeks was necessary for
the exchange.

We arranged the details regarding housing, cars, office
space, and secretarial assistance on a straight swap basis at no
cost to either institution. Each institution continued salary
payments to the participants as usual.

The proposal was endorsed and supported by the respec-
tive chief financial officers, who in turn sought and received
approval of our chief executive officers, namely President
Francis Oakley of Williams College and Chancellor Richard
Atkinson of the University of California, San Diego.

With approval secured, Jack and I agreed on the October
15 to November 21, 1993 exchange period. Administrators at
each campus agreed that the guest consultant would sit in
on any regularly held administrative staff meetings and
would meet regularly with the chief financial officer. In
order to maximize integration into the new community,
each school publicized the upcoming exchange in regular
publications and special announcements to the institutional
community.

I want to point out that Jack and I did not perform each
other’s responsibilities while at our host institutions. Instead,
we acted as advisors when requested. Our prime responsibility
was to perform the agreed-upon consulting tasks.

Each consultant conducted extensive interviews across the
institutional organization, which led to in-depth reports and a
breadth and accuracy of reporting not normally achievable.

The reports were well received by both institutions. Several
initiatives for change have begun at both schools as a result of
the reports, such as renewed energy conservation programs,

s i ieQ0-
T University of California: San Dieg
reorganized work order

management procedures, developing a pro-
gram for deferred maintenance and capital renewal, a proac-
tive facility audit program, and a commitment to active
involvement of all levels of staff in decision making, as exem-
plified by the TQM program that Jack has in place now at
UCSD.

Jack and I found the experience rewarding both personally
and professionally. This exchange made clear the commonali-
ty of facilities management issues on large and small campus-
es, public and private schools, and comprehensive universi-
ties and liberal arts colleges. All facilities management organi-
zations have as their primary goal the responsibility to pro-
vide the services necessary to accomplish the academic pro-
gram and to provide for the safety, comfort, and recreational
needs of all campus constituents.

The principles of an effective energy conservation program
are universal, applying equally to all institutions. Care of the
facilities—including deferred maintenance, capital renewal,
and adaption—employ the same principles regardless of size
or type of school. The program and concepts used to develop
a capital renewal program at Williams are equally effective in
developing a capital renewal program for UCSD.

Management principles also apply equally to everyone. The
major difference between large and small schools is, of
course, the numbers of people and buildings on the campus.
Taken individually or in groups, however, the principles
remain equally applicable. Hence, the trend on many large
campuses to break the campus into zones for better control
and management.

Both Jack and I were equally comfortable on the other’s
campus, although they were totally different in size (18,000
students vs. 2,000 students), in location (Pacific Coast and
Atlantic Coast), in governance (public and private), and in
academic goal (a comprehensive research university granting
doctorate and medical degrees and an undergraduate liberal
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arts college). It

would be difficult to find two

schools that were more different in so many ways. Yet, the
facilities management issues are remarkably similar.

Our interviews with staff provided them with an opportu-
nity to discuss professional issues with a respected facilities
manager without concern for political repercussion. Staff
informally praised the exchange as an opportunity to discuss
issues with a professional with “fresh ideas” and an opportu-
nity to learn “how others do things.”

The result was a rewarding, collegial, and value-added
experience for the institutions, the two participants, the facili-
ties staffs at each institution, and the profession in general.

Five weeks went by very quickly. We made many friends
and had a lot of experiences that we will remember and value
in the future. Both institutions were very satisfied with the
exchange and have expressed interest in developing addition-
al exchanges for other administrative officers.

Recipe for a Good Exchange

This experience has demonstrated the desirability, feasibili-
ty, and practicality of an administrative officer exchange
between institutions of all kinds. Due to the no-cost feature,
institutions of all types can participate in such an exchange. A
successful exchange requires that there are two individuals
who can and wish to provide needed services at each other’s
institution, and that each have the mutual professional ease
and confidence in examining and critiquing the other’s orga-
nization. It is also necessary to have sufficient expectation of
one’s support personnel to be able to assign those people to
acting facilities administration responsibilities during the
exchange period. This in turn provides those people an excel-
lent administrative development opportunity.

I thoroughly enjoyed my six weeks in San Diego—great
weather, wonderful school, a beautiful and interesting cam-

pus, and a rewarding professional experience. | know that my
staff enjoyed having Jack around for five weeks, and they
have called him several times since to get his input on ideas
that they had discussed while he was here at Williams.

On a very personal note, I was also a major winner in lur-
ing the former director of sports facilities at UCSD, Vanessa
Cunningham, to move to Williamstown this past spring. We
will be married on October 15—a year to the day I flew out to
San Diego—and Jack will be at the wedding. It was a great
exchange indeed! ]

PEOPLE SERVING PEOPLE

-------------------------------------------------

he opportunity to exchange places with a
respected facilities professional for the purposes
of learning and growing in the profession was
for me one of life’s rare experiences. From
October 15 to November 21, 1993, I was most
fortunate to have had such an opportunity.

The feeling that I was doing something very
special began to happen on that autumn morning
last year when Win Wassenar and I passed each
other in the sky somewhere over mid-America—
I on my way to Williams College in Massachusetts, and Win
on his way to the University of California, San Diego.

What began as a foggy idea a couple of years before had
finally come together in the form of a “shared consultancy”
for the two institutions. Win and I each agreed to complete
specific assignments at each other’s institution during the
five-week exchange period. Win wrote in his article about the
mutual benefits and value received from the exchange by our
respective institutions. The key thesis of my article focuses on
learning through new relationships and making stronger con-
nections with people.

The facilities management profession is not what it used to
be. It does not take a genius to predict that the next few years
will bring increasing fiscal pressures, rising customer expecta-
tions, increased inquiry of accountability, and so-called “bot-
tom line” management. With these changing forces we will
see an increase in the standards by which our performance is
measured, a “new performance architecture.”

It did not take long to recognize that Win and I were trans-
forming something common (the exchange program) into
something unique. We are often so immersed in the actions of
our own institution (too close to the trees to see the forest),
that sometimes it is helpful to take a few steps back for a good
look at ourselves. Sometimes the view from an objective third
party is best. In this case, an objective view of a very respect-
ed and trusted colleague proved to be just the right thing. The
result of Win's review of the University of California, San
Diego continues to pay dividends, and my own personal and
professional growth was substantially enhanced through this
special experience.

The current APPA leadership—President Charlie Jenkins
and President-Elect Doug Christensen—are absolutely right
on target in calling for a fundamental “rethinking” of what
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we do and how our key stakeholders can work together to do
“it” even better. Part of the answer is in building relationships
and increasing continuous learning activities. We need to
really concentrate on connecting in new and in different ways
to other professional colleagues and coworkers. This is a lead-
ership issue, and the leadership step required to build con-
structive and effective new relationships to learn new ways of
doing things crystallized for me during the exchange at
Williams College.

One lesson that I have learned after more than thirty years
in the facilities profession is that no single institution, regard-
less of size, can go it alone. Especially now, in this new era of
rapid fire and fast-forward change, my experience at
Williams College has reinforced this lesson and convinced
me, more than ever, that selected partnerships, strategic rela-
tionships, and carefully planned alliances can help us suc-
ceed. APPA members already know that is a recipe for suc-
cess, but we don’t always practice it. We need to consistently
and carefully plan these relationships to gain the maximum
benefits. Success requires increasing connection to other pro-
fessionals, to the people we serve, and to the people with
whom we serve.

Another lesson I've learned is that a small college is not
just a little “big” university; there are important qualitative
differences. Part of the learning process for me, provided by

the exchange opportunity, was the chance to see some of
these differences firsthand and to identify certain qualities of
service and performance that can work at any size institution.

I firmly believe that there are many practices performed by
small colleges and universities that the larger institutions
ought to be doing. Specifically, I'm referring to getting the job
done with fewer and less complex processes, operating closer
to the customer, high levels of trust within the organization
and the institution, a shared institutional vision, teamwork,
and caring stewardship.

Williams College provided the perfect environment for me
to experience these qualitative differences. The outstanding
people at work in the Williams College Buildings and
Grounds Department strengthened my resolve, more than
ever, to prove that the quality of work they practice so well
can also be achieved at the University of California, San
Diego.

It has been a year now since Win and I took this mutual
step. It required moving away from the pack, being an adven-
turer, and committing to our beliefs by taking that first step.
One question often asked of me is, “What is it like to work at
Williams College?” It’s great!! I wish all of us who care and
serve at large universities could be as much a part of our own
institutions as Win Wassenar is to his. He is a vital part of
Williams College. ]
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Alternative Solutions

by Alan Charles Freeman & Thomas Topolski
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1g Prolems

Wrban colleges and universities are major traffic and parking generators and

have a tremendous influence on their environs. Indeed, the development of a

college or university affects the city in which it is located and vice versa. With
growing campus populations
and increasing commuter activi-
ty, the existing parking supply at
many urban colleges and univer-

sities is frequently not sufficient
to meet demand. Parking capaci-
ty shortfalls often result in
increased on-street congestion as
vehicles circulate through local
streets in an attempt to find

available parking. This condition,
in turn, can lead to time lost from
classes for both students and fac-

P u s ulty and time lost from work for
university staff.

Parking is an essential ele-

ment of a university’s infrastruc-
ture, serving the diverse needs of students, faculty, staff, visitors, and resi-
dents. Parking must be responsive to overall campus planning and be man-
aged in such a way that it enhances the campus. A well designed and man-
aged parking system can enhance the utility of a university, maintain the
overall community’s traffic flow and pedestrian circulation, and address envi-
ronmental concerns. Campus planning and management concerns for parking
are often eclipsed by more pressing considerations such as budgetary con-
straints and local issues. Planning for parking is quite different from other uni-
versity infrastructure planning, because the results of parking decisions are
much more visible and perceptible to the university population and the local
community.

When planning for parking, it is important to recognize that each segment
of the university’s population exhibits different parking needs and affects the
existing parking supply in different ways. For example, many universities
have large residential populations while others, such as two-year institutions,
have little or no residential populations. Other universities host numerous
sporting events and other activities that significantly affect parking needs.
Each segment of a campus population exhibits different arrival and departure
patterns, as well as different origin and destination patterns. It would be inap-
propriate to superimpose the peak hour needs of each separate subgroup as a
total aggregate; this could lead to a costly over-design of the parking facilities.
Rather, it is necessary to look at each subcomponent of the parking demand
individually and then develop a plan that meets the underlying common
need.

Faculty, staff, and students, like the urban population in general, often prefer
to drive alone to their destination. For example, in the nine-county San
Francisco Bay Area, the number of commuters driving alone on their journey to
work actually increased from 62.8 percent in 1980 to 68.2 percent in 1990*. The
increase in the number of automobiles on the road is the result of three major
factors: 1) increased number of households; 2) increased number of automobiles
per households; and 3) the decline of other means of transportation. A majority
of households now have two or more cars and nationally the number of vehi-
cles available has surpassed the number of licensed drivers. More critically for
transportation, the number of vehicles per worker has increased from 0.85 in
1960 to 1.34 in 19902 These factors are extremely important in explaining the
dominance of the auto in travel mode choice.

Alan Freeman is director of space management and facilities planning at San Jose State
University, San Jose, California, and Thomas Topolski is project urban/infrastructure planner
for Bechtel Corporation’s Jubail Project, Madinat Al-Jubail Al-Sinaiyah, Saudi Arabia.
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Carpooling, public transportation, and alternative modes of
transportation are currently not popular choices. However,
based on a recent university survey?, a university population
indicated that carpooling, public transportation, and alterna-
tive modes of transportation would be considered if the con-
ditions supporting them were more positive.

Institutions of higher education are in a unique position to
educate their population about the benefits of alternative
travel modes. What can a college or university implement to
increase accessibility to the campus and create a more posi-
tive condition in support of alternative modes of transporta-
tion? There are two avenues to explore: first, traditional
alternatives that manifest themselves in increased student
housing and additional parking facilities, neither of which
provides conditions that support alternative modes of trans-
portation; and second, the nontraditional approach, or alter-
native modes of transportation and transportation demand
management.

Additional Parking Facilities

The most obvious solution to alleviate a campus’ parking
problem is to provide additional parking either on surface lots
or in parking structures. This alternative typically finds imme-
diate support among university faculty, staff, and students.
The convenience of providing additional parking spaces
would allow the campus population to continue driving to
campus and reduce its time searching for available space.
However, the average ridership per vehicle could remain the
same or even be reduced due to the availability of parking.

Additional parking structures could further enhance the
relationship between the adjacent neighborhood and the uni-
versity in that fewer faculty, staff, and students would be
searching within the surrounding neighborhood to locate free
or low cost on-street parking. Additional parking structures
could also reduce on-street traffic congestion as a result of
vehicular traffic having a destination determined prior to
arrival on campus. This would, in effect, reduce congestion
around the campus, a benefit to most residents living within
the university’s environs.

Building additional facilities would result in several nega-
tive impacts, one of which is cost. The current minimal cost
estimate for construction of a multistory parking facility is
approximately $6,500 per space®. As with most university
structures of this type the parking facility must be self-sup-
porting. This, of course, includes paying off the debt incurred
for construction. Unless the structure is fully utilized, it can
result in a negative cash flow for the university.

Universities typically do not charge for parking in the con-
ventional manner of issuing a ticket and collecting a daily fee.
Most universities employ some form of a decal or identifica-
tion program. Decals or stickers are typically offered to facul-
ty and staff on an annual basis and to students on a semester
basis. Most university parking systems are subsidized
through tuition fees and school endowments®. Unless the uni-
versity subsidizes campus parking, it is faced with creating a
condition whereby students, faculty, and staff will seek other,

lower-cost parking arrangements, usually at the expense of
the adjacent community.

As important as the cost of parking is in dollars, insufficient
or poorly managed parking is also costly to the environment.
Although many states have enacted legislation, such as the
California Environmental Quality Act (CEQA), to identify
and mitigate negative impacts to the environment, some are
unavoidable. Providing additional parking for a university
will likely encourage vehicular use. Instead, public and pri-
vate institutions should be encouraging public transportation
and other alternative modes of transportation. While this
solution is not new, the increasing demand on land use and
the environment should discourage the desire to provide a
parking space for every person that wants one.

A third negative aspect resulting from the construction of
additional parking structures is the use of land. Many univer-
sities, especially those located in high-density urban areas,
can ill afford to use land, a scarce commodity, for parking.
Land values often are prohibitive for construction if land
acquisition is required. If a university has to choose between
providing land for additional parking structures or land for
needed academic space, there is no question as to the out-
come of this decision. The university’s obligation is to provide
needed classroom and laboratory space.

The cost to the user also has to be considered as a negative
impact. If the user perceives only cost in terms of time, park-
ing fees, and fuel, he or she can be misled. Additional costs of
auto depreciation, insurance, and maintenance also have to be
included. The maintenance of the structure, the cost of
staffing, and use of land should also be taken into considera-
tion. Finally, the cost to the user with regard to potential envi-
ronmental impacts resulting from increased vehicular traffic
must be included in the equation. Although many of these
aspects are difficult to measure and assign a dollar value, they
nevertheless must be included into the user’s cost.

Safety to the user should be included as a potential nega-
tive impact of building additional structures. Today, greater
numbers of urban crime are being reported in conjunction
with parking structures. Parking structures are difficult to
monitor and police. The crimes range from theft and damage
to vehicles to personal assaults.

Additional Housing

An option that a campus may consider is the construction
of additional student housing. There are many advantages in
having students live on campus. The most important advan-
tage is that it adds to the student’s college experience. The
student is more involved in the traditional college social life.
This involvement can add to the learning experience when
one views college as a form of social, as well as intellectual,
growth and development.

A second advantage is that a student living on or within
walking distance of the campus has little need for private or
public transportation for their campus commute. This reduces
congestion and cost. Thus, the cost in time and money are
greatly reduced with the on-campus lifestyle.

Of course, the initial cost of construction can be quite high.
In fact, the cost comparison between a structured parking
facility and a large residence hall is an advantage to the park-
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ing structure. The cost of a 2,500-space parking structure is
approximately one-half of that for a 1,100-bed residence hall®.
However, as with parking structures, valuable university
land is allocated to nonacademic use. With a landlocked cam-
pus, this is not always the best use of land.

With changing lifestyles, living in a residence hall may be
popular during one time period but then wane as student
preferences change. Also, not all colleges have an appropriate
student profile conducive to campus housing. An urban insti-
tution often is composed of students whose average age is in
the mid- to upper-twenties and who work part- or full-time. It
is not unusual for an urban campus to generate an average
student load of ten to eleven hours per semester.

Many students live in their own homes and commute to
work and to school. The younger, more traditional student at
an urban institution is likely to be living at home with his or
her parents and working part-time.

A second housing option for a campus is to provide faculty
and staff housing located on site. The University of California
System has been quite successful in providing such housing.
The intent of the faculty /staff housing for the University of
California was to provide affordable housing in areas where
the housing market is extremely expensive, and thus, to be
able to attract faculty and staff from outside the geographic
area. However, the secondary effect of providing affordable
housing is that the faculty and staff no longer require parking
for the conclusion of the journey to work, thus reducing the
need for campus parking. While providing faculty housing
can be considered as a direct response to a campus parking
problem, it cannot be viewed as a viable alternative due to the
cost. But it is an interesting thought.

All levels of government have recognized the need to better
manage our existing transportation systems and encourage
the use of alternative transportation modes. The federal
Intermodal Surface Transportation Efficiency Act (ISTEA) of
1991, hailed by many as landmark legislation, is designed to
turn the initiative back to the states and cities. More than
$31.5 billion have been allocated for mass transit projects over
the next six years. This legislation, coupled with the federal
Clean Air Act Amendments of 1990, will require and result in
dramatically different travel patterns in the coming years.

The commitment of California residents to reducing traffic
congestion is evidenced by Propositions 108 and 111,
approved by California voters in June 1990, which put into
place a nine-cent-per-gallon fuel tax. These taxes are expected
to generate approximately $18.5 billion in fuel tax subven-
tions to fund transportation investment statewide over the
next several years. The fuel tax subventions are available to
local governments and are linked to state mandated require-
ments aimed at curbing congestion on the state’s transporta-
tion facilities. These requirements are collectively referred to
as Congestion Management Programs (CMPs).

The intent of this legislation is that federal, state, and local
agencies join with transit districts and private and environ-
mental interests to develop and implement comprehensive
congestion management strategies. Among the key elements

of the CMP legislation is that a transportation demand and
trip reduction element be developed by each county that
includes alternatives to single-occupant auto use and pro-
motes strategies to manage travel demand. This is usually
accomplished through employee-based trip reduction ordi-
nances. Nevertheless, it will take time for these measures to
produce tangible results. Decades of disinvestment in mass
transportation, massive highway construction, and the result-
ing urban sprawl cannot be undone overnight.

Schedule Modification

One alternative to building additional parking structures
and residence halls in order to reduce the need for additional
parking on a campus is to employ transportation demand
management strategies such as the modification of class
schedules for a campus. Traditionally, faculty have enjoyed
teaching Monday through Thursday from approximately 9:00
a.m. to 3:00 p.m. When one reviews classroom utilization data
for a university, it becomes readily apparent that these are the
prime hours for instruction, and many classrooms are vacant
outside these prime hours’. As to who benefits from schedul-
ing during these hours is questionable. In all likelihood, it is
the faculty.

The existing traditional teaching pattern allows the faculty
member time for committee work, often required and consid-
ered part of the normal teaching contract, and to conduct
research and /or consult. Surveys indicate that students are
willing to take classes any time during the week as well as on
weekends as long as they are able enroll in the courses they
need and are able to plan ahead in order to modify their work
schedule if necessary.

If a university were to radically modify its class schedule
pattern and distribute classes evenly throughout the weekday
and on Saturdays, this would decrease the demand for park-
ing facilities and allow the institution to provide fewer park-
ing spaces and yet meet the evenly distributed demand. The
benefits to such a modification are many. First, the university
would immediately experience a more efficient utilization
rate for its facilities—a goal of many governing boards. In
fact, it may even reduce the need for additional facilities.
Rather than attempt to provide more facilities to satisfy prime
time demand, the university would use the existing facilities
more efficiently.

Class schedule modification can also reduce the environ-
mental impact by drastically decreasing congestion around
the immediate area of the campus. This would please those
neighbors of a university who often raise legitimate com-
plaints about traffic congestion resulting from students
searching for available free street parking.

Ridesharing

Universities can, and in some cases are required to,
increase ridesharing. Currently in southern California, local
air management boards are placing greater restrictions on
business and industry with respect to pollution and conges-
tion resulting from their workforce. Public institutions of
education fall within these guidelines. In the Los Angeles
Basin, local authorities are requiring higher average rider-
ship in vehicles; campuses that do not comply with the more
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stringent standards are subject to substantial fines.

A university can provide computer-assisted ridesharing
programs to match university travelers from a common ori-
gin for potential carpools. As an incentive to ridesharing, car-
pools can be allowed unlimited access to parking facilities,
even when they are closed to other commuters.

In addition to the ridesharing program, a university can
operate a small fleet of vans for use by faculty and staff. The
vans maintained by the university can operate as large
ridesharing vehicles. One faculty or staff member is the desig-
nated driver and proceeds to collect a full van on the journey
to work and discharges the riders on the journey to home.
One van in use at San Jose State University travels as far as
100 miles one way each day. The only limitation to this pro-
gram is the university’s ability to purchase additional vans.
The rider demand is present and only the supply is limited.
By increasing the ridership per vehicle, the university can
decrease the demand for parking. The benefits of such a pro-
gram are not only to the environment, but also to the univer-
sity budget and use of land. Many urban universities are
developing ridesharing programs that include vans.

Public Transportation

..... Th erels httle questlon that public transportation, if properly
utilized, will greatly reduce congestion. The benefits of reduc-

ing traffic congestion are immense. Indeed, reduced traffic
congestion results in fewer travel time delays, fewer auto acci-
dents, reduced pollution, and less need to clutter the land-
scape with freeways and other roadway facilities. The more
effective and efficient use of resources cannot be overestimat-
ed when public transportation becomes a viable option for an
urban area. Users find more free time to read, prepare, and
just relax as a direct result of taking public transportation.
Once the user becomes accustomed to taking public trans-
portation, he or she finds it much more convenient than single
occupant auto transportation. It can be a time that the user
does not become combative, irritated, and frustrated with
other drivers. The journey to work and home can become a
pleasurable part of the day. Usually the real cost to the user of
public transportation is less than the real cost incurred by the
single occupant auto user. Thus, the public transportation user
finds an economic benefit from using the available facilities.
As with any alternative there are negative aspects to public
transportation. The most commonly cited is the perceived
inconvenience. Individuals who are accustomed to driving
directly to their destination perceive public transportation as
less convenient. There is little question that the level of con-
nectivity in public transportation is lower than that of a pri-
vate auto. However, as stated above, the benefits of using
public transportation can have a number of positive implica-
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tions and, in fact, can outweigh the negative aspects.

A second negative aspect of public transportation is the
cost to the taxpayer. Most, if not all, urban public transporta-
tion systems are subsidized by taxpayers, including both
users and nonusers of public transportation services. The
cost of construction is also limiting. Although buses require
no additional surface area than that of autos, often at bus
stops special pads have to be constructed to withstand the
destructive vibration of the bus, which breaks up normal
street surfaces. When one investigates fixed rail, both surface
and subsurface, the cost per mile for construction is extreme-
ly high. Again, someone has to pay for the project, and it
results in both the users and nonusers supporting the con-
struction and operation.

A university can promote public transportation fiscally.
Funds generated from fines and forfeitures can be used to
subsidize monthly travel passes on the local public trans-
portation network. This type of program has been very suc-
cessful on many urban campuses. Depending on the avail-
ability of funds, a university may subsidize anywhere from
25 to 75 percent of the monthly public transportation pass
fee. As public transportation improves, more and more fac-
ulty, staff, and students will be willing to participate in such
a program.

San Jose State University has been subsidizing county tran-
sit passes at a cost of more than $100,000 per year for the past
few years. In fact, the request for subsidies continues to grow
each year while, at the same time, the purchase of campus
parking permits is on the decline. While the university is
excited and impressed by the success of the public transit sub-
sidy program, the downside is that the sale of parking per-
mits, which indirectly funds the subsidy program, is creating
a loss of revenue. The university will have to evaluate careful-
ly both programs and determine where the point of equilibri-
um exists. It does demonstrate, however, that when condi-
tions are enhanced, alternative modes of transportation can
be and are successful.

-------------------------------------------------------------------------- sssssssnsassnn

NOTES

Bicycles

Perhaps the best alternative travel mode option for col-
leges and universities to encourage is the use of bicycles.
Bicycle commuting is a relatively inexpensive and extreme-
ly effective travel mode and is particularly well suited for
commuting short distances in relatively temperate environ-
ments. Through the promotion of bicycles as an alternative
travel mode, colleges and universities can not only mini-
mize the impact of commuter traffic and attendant parking
problems, but also demonstrate their interest in and com-
mitment to the health and well being of the student, faculty,
and staff population. Indeed, cycling improves physical fit-
ness as well as reduces energy consumption and improves
air quality.

Each college or university must consider several points
before aggressively promoting a bicycling program: 1) the ter-
rain should be relatively level near the campus; 2) the climate
must be conducive for cycling; 3) a substantial number of the
students, faculty, and staff should live within five to ten miles
of the campus; 4) the city in which the campus is located
should have bike lanes or the ability to install them; and 5)
there should be no significant barriers to bike use.

The university or college can encourage bicycle use by: 1)
providing ample on-campus bicycle parking by installing
secure bike racks near major buildings on the campus; 2)
offering bicycle and repair discounts to students, faculty,
and staff who commute by bicycle; 3) sponsoring and/or
promoting cycling events; 4) providing faculty and staff
bicycle commuters with incentives such as better medical
plans or pay bonuses; 5) supplying maps of existing routes,
information on safe riding techniques, and on-campus rules
and regulations; and 6) designating a mobility coordinator
(could be a volunteer student position) to inform students,
faculty, and staff of the primary benefits and considerations
involved in cycling.

It is interesting to note that the San Jose State University
survey results indicated that the majority of the respon-
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dents would prefer to ride bikes as a first
option to driving alone. This finding is, in
all probability, not unique to San Jose
State University. It is the responsibility of
the college or university, in cooperation
with the local political organization, to
provide the paths and storage necessary
to encourage this mode of transportation.

Education

An important role and responsibility
of a university is to educate its faculty,
staff, and students about public trans-
portation. For many, public transporta-
tion has been viewed negatively. Public
transportation was used by those indi-
viduals who could not afford their own
private transportation. Driving an auto
became, and still is, a status symbol in
the United States. Colleges and universi-
ties need to take an active role in the
education process that is required to alter
people’s perception.

Not only should the university
attempt to change its own population’s
perception regarding public transporta-
tion, but it should work with local enti-
ties to educate the population in general
about public transportation. By working
cooperatively with local authorities,
great strides may be achieved. Society
can only benefit from increased usage of
public transportation and alternative
modes of transportation.

SUMMARY AND . CONCLUSION -

The impact that vehicular traffic has
on the environment is everyone’s con-
cern. Institutions of higher education
cannot preach the need to improve the
situation without participating in the
changes that are required to reduce
vehicular traffic. Two points emerge
from this article. First, there are numer-
ous options that are available to reduce
the need for additional parking facilities
on a campus. Although at first view
some of the options do not appear to be
viable, it may be our own perception and
mindset that influences this view. Most
of us have lived in a society that promot-
ed the use of the automobile to the exclu-
sion of all other forms of transportation.
To us, it is a way of life.

Surveys have indicated that a campus
population is willing to try alternative
modes of transportation. All that is
required is that the opportunity be made
available. As stated earlier, the San Jose
State University survey indicated that

carpooling, public transportation, and
most importantly, alternative modes of
transportation would be considered if
the conditions supporting them were
more positive. It is incumbent upon us to
make the conditions more positive. On
the basis of society’s commuting and

travel preferences, and impact that their
preferences have on the environment, it
is time to create more positive conditions
and give greater attention and more seri-
ous consideration to the alternative
modes of transportation. It is an idea
whose time has come. u
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Punch Up Your Printouts With
Charts

At the next meeting I chair, I
intend to provide Prozac with the
printouts. Like you, I hand out
papers at meetings. And yes, some of
them require the reader to wade through
a sea of text and numbers. Sensitive as |
am to the pain of others, I noticed that
the facial expressions the readers wear
range from mild curiosity to quasi-inter-
est to temporary depression.
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Ememgency

To overcome that situation I adopted
a technique used by professional speak-
ers. To increase information retention
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by my audience, I started using charts,
graphs, and graphics instead of plain
text.

First, I experimented with dedicated
presentation software like Harvard
Graphics and Freelance. These power-
house packages, however, contained
features primarily targeted to creating
slides and overhead transparencies.
Spreadsheet packages were closer to
what I wanted but this approach
required two software packages—a
word processor for writing the main
document and the spreadsheet to create
the graphs.

How well did it work? Following a
consultation at a university in
Massachusetts on facility automation,
they invited me to return for a day
just to show them how to create
the kinds of charts I used in my
reports.

Here’s how you can do it using a
Windows 3.1 compatible word proces-
sor. The keystrokes I describe relate to
WordPerfect 6.0 for Windows; howev-
er, most newer Windows word proces-
sors, including Microsoft’s Word for
Windows, have a built-in charting
function.

One quick note of encouragement.
Creating your first chart is like assem-

Howard Millman is a systems integrator for
universities and hospitals. His company, Data
Systems Services, is based in Croton, New
York.
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