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Steve Glazner 

W e thought it an appro­
priate time to publish 
a theme issue on the 

topic of leadership. The changes 
currently affecting higher educa­
tion are both significant and 
long-term, and APPA and its 
members are certainly feeling the 
ongoing impacts. 

What better person to serve as 
field editor for this issue than cur­
rent APPA President Charlie 
Jenkins? Many of you have 
already heard the presentation 
that we present here, as Charlie 
has shared what he calls "Sermon 
#1" to members at several APPA 
Institutes, regional meetings, and 
other occasions. We thought it 
was a good time to publish it for 
all to appreciate. 

We are pleased to have contri­
butions to our topic of leadership 
by three well-known speakers 
and writers. In an article taken 
from his keynote presentation at 
APP.A's 1994 annual meeting, Burt 
Nanus discusses the meaning of 
leadership and the importance of 
the visioning process to the facili­
ties organization. And Bill 
Maynard and Tom Champoux, 
whom members know through an 
annual meeting workshop and 
regional meeting presentations, 
provide a dynamic piece on the 
necessity to sustain excellence as 
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your organization changes. 
In this issue you will also find 

two different kinds of challenges 
to APPA, issued by Jack Hug and 
Bill Daigneau, as well as a report 
by President-Elect Doug 
Christensen on a visioning 
process currently underway by 
the APPA Board of Directors. 

APPA is extremely proud to 
announce the presentation of 
Foundations of Leadership for 
Facilities Officers at the January 
1995 Institute for Facilities 
Management. This week-long 
program was developed by APPA 
in cooperation with the Covey 
Leadership Center and generous-
1 y sponsored by Marriott 
Education Services. See Gary 
Reynolds' article on page 32 for 
more information on this exciting 
new professional development 
program. 

We have compiled what we 
hope is a strong collection of arti­
cles that touch on a number of 
leadership issues for the higher 
education facilities profesional. 
This issue is intended to provide a 
small taste of the topic, which 
we will explore further in a full 
book due to be published in late 
spring. 

As always, we appreciate your 
comments, suggestions, and con­
tinued support. Happy New Year! ■ 
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Readers Rate Facilities 
Manager Highly in Recent 
Survey 

by Steve Glazner 
APPA Director of Communications 

A PPA recently conducted a 
com prehensive, independent 
readership survey of Facilities 

Manager and APPA Newsletter, the first 
such survey in ten years . A total of 523 
questionnaires were returned of 1,200 
mailed to a cross-section of members, 
providing a tremendous response rate 
of 43.7 percent. 

Our research shows that 90.5 percent 
of our readers are male, have an aver­
age age of 47.38 years, and that 82.4 
percent have graduated college (with 
36.6 percent going on to complete mas­
ter's degrees, and 2.5 percent complet­
ing doctoral degrees). The average 
number of years in facilities man age­
ment is 13.56. A full 89 percent believe 
that the technical level of the articles is 
about right-not too basic and not too 
advanced. More than 78 percent of our 
readers read all of the previous four 
issues, and 82.5 percent either saved the 
enti re issue, passed it on to a colleague, 
or placed it in a l.ibrary. The survey also 
indicates that the pass-along ra te of 
each issue is 3.35, which means that 
more than 15,000 individuals read 
Facilities Manager. 

You told us that Facilities Manager 
provides you with reliable, timely 
information tha t is valuable and specif­
ic to the profession of higher education 
facilities management. A to tal of 65 per-

cent of our readers ranked Facilities 
Manager among the top three industry 
magazines they read, with 14.1 percent 
rating it as number one. 

The survey listed a num ber of topics 
and asked the reader to check those on 
which they would like to see more cov­
erage in future issues. The top five top­
ics were: 

• Improving communications with 
cam pus customers-59.3% 

• ew technologies- 57.5% 

• Customer service-52.6% 

• Campus facilities planning-SJ .9% 

• Environmental and regulatory 
issues-49.8% 

Readers had the opportunity to tell 
us what they liked most and least about 
the magazine. A sampling follows: 

• "Includes new ideas and informa­
tion that has direct application to 
my department" 

• "Easy-to-read, relevant articles" 

• "Timeliness and diversity of articles" 

• "Quality info about the industry. 
New focus on leadership and 
quality" 

• "I couldn' t do without it! You are 
providing us with useful informa­
tion and service." 

Medea Ranck, newsletter ed itor, 
summarized in the December issue the 
survey findings specifically rela ted to 
APPA Newsletter. Many readers com­
plained about the loss of Job Corner as 
a service to members interested in 
tracking trends and changes in higher 
education facilities. As a result of these 
comments, we will begin listing recent 
job opportunities (title and institution) 
in the newsletter. The source will be 
APP A's twice-monthly job bulletin, Job 
Express, and tl1e first listing will be pub­
lished in the February issue of the 
newly designed Inside APPA, successor 
to APPA Newsletter. 

We will continue to strive, in future 
issues of the magazine and newsletter, 
to bring you the best writing and 
resources on the many issues that com­
prise facilities management. Our thanks 
to everyone who completed the survey 
and shared with us our strengths and 
informed us of our weaknesses. We lis­
ten, we learn, and we improve. ■ 

Report of the International 
Relations Task Force 

by Roy Dalebozik 
Executive Director, Facilities 
Development 
McGill University 
Montreal, Quebec, Canada 

The International Relations Task 
Force was formed at the 1993 
APPA annual meeting by then­

President Diane Kerby. The vision of 
the task force is to establish linkages 
between North American APP A mem­
bers and facilities personnel in other 
parts of the world. These linkages 
have as a goal the expansion of 
APP A's presence as a resource base 
and the promotion of exchanges 
between facilities professionals world­
wide tl1at allow synergistic global 
learning. 

Over the past year, the task force has 
sought to expand its membership. We 
established an agenda of projects at the 
San Antonio meeting and are now 

endeavor­
ing to fulfill 
these plan s. 

One pro­
ject current­
ly under­
way is the 
compilation 
of all for­
eign facili­
ties person­
nel that 
internation­
al members 
have hosted 

at their institutions. The database will 
help APPA link international facilities 
personnel looking for contacts within 
APP A with those persons with the 
appropriate experience or knowledge. 
We are currently developing a ques­
tionnaire that wi11 make it easier for 
host universities to arrange contacts 
and supply needed information to the 
representatives of tl1e visiting universi­
ty. Steve Glazner, APP A's director of 
communications, was appointed as the 
staff member responsible for interna­
tional issues an d who will coordinate 
visits with the assistance of Task Force 
Chair Roy Dalebozik. 



The task force also started a list of 
special activities we would undertake. 
We discussed the merits of creating an 
electronic bulletin board, which would 
solicit information and discussion on 
such issues as best practices on a world 
scale. This idea is still under discussion, 
and your input is most welcome. 

Because of the membership size, we 
decided that a decentralj_zed organiza­
tional structure would be tested for the 
next year. Ted Dews now represents 
Australasia and acts as a hub for ilistri­
bution to that region. Victor Slater rep­
resents members in Great Britai11 and 
Likewise acts as their distribution 
hub. The task force is still in need 
of a South/Central American repre­
sentative, as well as a rep for the 
Caribbean. ■ 

Strategies for Higher Education 
in the Information Age 

C AUSE, the association for man­
aging and using information 
resources in higher education, 

has published Orga11izatio11nl and 
Tec/1110/ogicnl Strategies for Higher 
Ed11catio11 in the lllfor111ntio11 Age, by 
David J. Ernst, Richard N. Katz, and 
John R. Sack. The paper is the most 
recent add ition to CAUSE's profes­
sional paper series. 

The paper examines five key b·ends 
affecting higher education administra­
tion and offers new strategies for deal­
ing with them. The trends include 

• Aat or decreasing funding sources, 
• public expectations and state 

mandates calling for more account­
ability, 

• consumer expectations demanding 
more sophisticated services, 

Information Request 
An APP A member has request­

ed information from any institu­
tion that has developed or imple­
mented a preventive mainte­
nance program that utilizes the 
barcode process. If you have any 
information to share on this topic, 
please contact Maxine Mauldin at 
703-684-1446, or send it by fax to 
703-549-2772. 
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• evolving organization structures 
that will change traditional hierar­
chies, and 

technical and consulting support. 
Copies of the paper are available 

from CAUSE. To order call 303-939-
0310, or e-mail to orders@cause.col­
o rado.edu. 

• sophis ticated, knowledgeable 
workers who require additional 

Set o f 5 Volumes: $350 
Each: $85 

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

Over the years the Physical Plant 
Department at Virginia Tech has 
de,·eloped a unique series of contract 
doc uments which have helped procure 
high quality and cost effect ive 
construction , services, and mate rials 
c ritical to the care, maintenance, repair, 
and renovation of t he university . 

These complete contracts are now 
acailable in a spiral bound format for 
adaptation and use b y the Ph ysical 
Plants of other colleges and universities. 

Ava ilable both individually or as a set : 

• G rounds Services Contracts (includes Excavating, Mowing, Trash 
Disposal, D ining Hall Garbage Disposal , and Moving Services) 

• Equipment Maintenance Contracts (includes Elevator 
~la intenance, Elevator Inspection , Furnace and Boiler 
Maintenance, HVAC&R laintenance, Mechanical Services, and 
Electrical Se rvices) 

• Building Services Contracts (includes Custodial Services, Pest 
Control, Carpet Cleaning, and W indow C leaning) 

• Construction Services Contracts (includes Conc rete, Masonry, 
Carpentry, Drywall , Ceiling T ile, and Floor Tile) 

• Materials Procurement Contracts (inc ludes General Building 
Materials & Hardwa re , Plumbing & Heating, E lectrical, Ready­
Mix Concrete. Crushed Stone, and Masonry Supplies) 

These contract docume nts 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 ADDITIOI\AL INFORMATION OR TO ORDER: 
Physical Plant Publications, 64 Maintenance Bldg., 
Virginia Tech. Blacksburg, VA 24061 

(703)231-7536 

■ 
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Caspa L. Harris Resigns as 
NACUBO President 

C aspa L. Harris Jr., president of 
the ational Association of 
College and Universi ty Business 

Officers, has announced his resignation 
effective no later than July 1995. 

Harris has headed NACUBO since 1987, 
after serving for sixteen years as vice presi­
dent for business and fiscal affairs at 
Howard University in Washington, D.C. 
He is credited with restoring the associa­
tion to financial health and increasing its 
presence on Capitol Hill and within the 
higher education association community 
during his tenure. 

Harris was instrumental i.n joint 
APPAi ACUBO projects, including 
the popular Institute for Facilities 
Fina.nee a.nd the successful survey a.nd 
publication, The Decaying American 
Campus: A Ticking Time Bomb (1989), 
produced in cooperation with Coopers 
& Lybrand. 

A search is presently underway for 
Harris' successor. ■ 

Advertise in 

• • ~cilities 1v111nager 
and reach the 

decision makers 
for campus 

facilities 
purchases. 

Call APPA Advertising 
at 703-684-1446 

for an ad rate card and 
editorial calendar. 

Elevator /Escalator Performance 
Standards Published 

The ational Elevator industry 
has published Performance 
Standards, a -!2-page supplement 

to NEIi Vertical Trm1sportntio11 
Stn11dnrds. The booklet conta ins defini­
tions of more than forty technical 

terms common to elevator services, 
and explains where they are applica­
ble and how to measure and evaluate 
them. The booklet also contains electri­
cal power guidelines and tips on mod­
ernizing existing equipment. Copies of 
the book are available from NEIi, 185 
Bridge Plaza orth, Room 310, Fort 
Lee, NJ 07024; 201-944-3211. ■ 

Simmons Biomedical Resenrclr Building nt the University of Texas Soutlrwestern Medical 
Ce11ter i11 On/Ins. 

UT Southwestern Building Design lauded 

The University of Texas 
Southwestem 's new Sim mons 
Biomedical Research Bui lding 

received the Gold Award from the 
Texas Society of Architects Committee 
on Architecture for Health. 

"We're pleased that our physical envi­
ronment is receiving recognition along 
with our world-class scientific endeav­
ors," said Kirby Vahle, associate vice 
president for facilities management. 

The thirteen-story building contains 

eight floors of biomedical research lab­
oratories, two floors for research sup­
port, and three floors of parking. The 
underground parking is designed for 
fu ture horizontal expansion. otable 
aTchitectura1 features are a pyrarnidical 
skylight and common areas with 
panoramic views of the main campus 
and downtown Dallas skyline. The 
building, completed in April 1993, is 
part of a 40-acre research complex that 
wil l include six research towers. ■ 



Staff Member Runs Marine 
Marathon 

M edea Ranck, APP A's book 
and newsletter editor, com­
pleted the entire 26.2 miles 

of the annual Marine Corps 
Marathon, held in Washington, D.C. 
on October 23, 1994. She had trained 
nearly a year to prepare for this, her 
first mara thon. 

Despite nursing an injury from the 
previous month, Medea decided to run 
in the marathon with 16,000 other run­
ners, including talk-show host Oprah 
Winfrey. When asked about her com­
pletion time, Medea said, "I finished 
after Oprah, but I wasn't last. 1 didn't 
expect to finish and was happy to have 
made it. " 

To date, Medea has not made plans 
to train for another marathon. ■ 

Mercury-Containing Lamps 
May Be Hazardous Waste 

A ccording to proposed 
Environmental Protection 
Agency (EPA) rules, mercury­

containing lamps, including light­
bulbs, may be considered as haz­
ardous waste under the Resources 
Conservation and Recovery Act. 

Depending on which approach the 
EPA pursues, lamps may be excluded 
from regulation as hazardous waste if 
they are disposed of in municipal land­
fills meeting specific EPA require­
ments; or they may be added to EPA 

Universal Waste Proposal, which 
would make them subject to full 
Subtitle C RCRA regulations. 

For specific information on the pro­
posed rule, contact Valerie Wilson, 
Office of Solid Waste, Mail code 5304, 
EPA, 401 M Street SW, Washington, 
OC 20460; 202-260-4678. ■ 

Beverage Agreement to 
Benefit Facilities 

A n agreement between Pepsi Cola 
North America and Pennsyl­
vania's State System of Higher 

Education could result in as much as $12 
million in revenue to be used in part for 
building repair, equipment purchases, 
and library improvements among the 
system's fourteen campuses. 

The $23 million, ten-year con tract 
makes Pepsi an exclusive supplier of 
soft drinks and other products to the 
state system's schools, a market of 
more than 95,000 students. ■ 
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UCLA Cogeneration Facility 
Recognized 

T he Association of Energy 
En gineers has chosen 
UCLA's Energy Systems 

Facility as the 1994 Cogeneration 
Project of the Year in the over SMW 
category. 

The facility, which took nearly three 
years to construct at a cost of approxi­
mately $180 million, supplies the 
Westwood campus with electricity, 
cooling, and steam. 

The system has more than proven 
its capabilities. FoUowing the January 
17 earthquake, it was able to provide an 
additional 20MW of electricity to 
the city of Los Angeles in addition 
to meeting the campus' energy require­
ments. 

The project was financed entirely 
through publicly offered certificates, 
and the cost is expected to be paid 
entirely out of energy cost savings. ■ 

FACILITY. AUTOMATION 

Success Insuranee 
Purchasing or upgrading maintenance management software? Ready 

to introduce your staff to the future of maintenance management? 

But with 300 programs to chose from, where do you get objective 

recommendations to help you choose the programs that will meet 

today's tracking and planning needs as well as tomorrow's? 

Call us. Benefit from our 50 years of combined experience in 

facility management.You receive affordable, candid & focused 

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 



MAIL.BOXES 
AND MAil.ROOM EQUIPMENT 

Products Include: 
Brass Mailboxes 

Aluminum Mailboxes 

Free-Standing Mail Centers 

Pedestal Boxes 

Apartment Mailboxes 

Free-Standing Drop Boxes 

Wall Mounting Mail Drops 

Mail Carts 

Stamp Machines 

Name Directories 

Key Cabinets 

Specialty Boxes 

Spare Parts 

Custom Systems 
Salsbury is the # 1 Supplier of Mailboxes 

to Colleges & Universities 

SALSBURY 
INDUSTRIES 

People Committed to Quality Since 1936 

To order literature, please oontact us 24/rn. by phone, fax. or mail. 

Salsbury Industries (800) 323-3003 
1010 East 62nd Street (213) 232-6181 
Los Angeles, CA 90001 Fu {213) 232-7021 



Barbara Hirsch 

Survey Results 
w hat follows are the results of 

the recent on-line APPA 
Covernme11t l~elatio11s Update 

readership survey. The "yes" column 
shows the percentage of APPA mem-
bers who a re interested in a particular 
issue (the percentage of members who 
rated an issue 3-very important, and 
4--critical). The "no" column shows 
the percentage of APPA members who 
are not interested in a particular issue 
(the percentage of members who rated 
an issue 2--of little importance, and 
1-not important). 

As you can see, appropriations was 
ranked the lowest of all 
ca tegories. Superfw1d 
and RCRA also rated 
low. However, for 
those of you who are 
interested in appro-
priations, this does 
not mean I will 

cease covering the subject. In the future, 
I will advise you when appropriations 
bills are introduced and will update 
you when the measure is passed. 
Superfund and RCRA will also contin-

Bnrbnrn Hirsch is APPA's director of govem­
me11/ re/11tio11s. 

ue to be covered, but on a more lin1ited 
basis. 

Members were most interested in 
OSHA, ADA, Hazmat, and Environ­
mental Tobacco Smoke. I will increase 
coverage in those areas, in addition to 
addressing them in issue analysis papers 
and the upcoming APPA regulatory com­
pli,mce seminar. 

ISSUE YES NO 

APPROPRIATIO S: 

Energy and Water 
(funds DOE) 32 68 

VA HUD (funds EPA) 40 60 
Interior (funds DOE energy 
conservation) 4-+ 56 
SF 29 71 

Black Colleges 12 88 

OTHER LEGISLATIO 
Clean Water 59 41 
Drinking Water 57 40 
Environmenta l Technology 62 35 
Environmental Tobacco 
Smoke 70 30 

HAZMAT 70 30 
OSHA 87 13 
Risk Assessment 60 -lO 
Superfund 38 62 
Unfunded Mandates 55 4A 

REGULATORY: 
ADA 79 18 
Clean Air Act 71 28 
DOE Grants 30 68 
Energy Policy Act 27 56 
OSHA 84 13 
RCRA 46 51 
USTS 59 38 

Tota ls of less 
than 100 percent 
indicate that 
some responders 
left that answer 
blank. 

The questions 
on add itional 

issues and analysis of issues provided 
interesting anecdotal information, but 
no one subject stood out. 

The APPA Covem111e11t Relatio11s 
Update is a\'ailable without cost 
to all members of APPA who have 
access to the Internet. To subscribe 
write to appa@bitnic.bi tnet or 
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appa@bitnic.educom.edu. Ln addition 
to your e-mail address, please provide 
your name, address, and phone nwn­
ber for our records. 

Regulatory Compliance Seminar 
APPA wi ll hold its second regulatory 

compliance seminar March 6-7 at the 
Gateway Marriot Hotel in Arlington 
(Crystal City), Virginia. We are in the 
process of firming up the agenda, but 
expect to see the foUowing subjects in 
the program: 

• Clean water and drinking water 
• Interstate waste 
• Clean Air Act Ti tle V permitting 
• OSHA rewrite; rules on fall protec­

tion, personal protective equip­
ment, and confined spaces; pro­
posed rules on indoor air quality, 
asbestos exposure, ergonomics. 

Speakers will also cover state trends 
in environmental and saftey regulation, 
and the agenda of the new Republican 
Congress. Watch for a promotion with 
more details. ■ 

DAM IT! 
You 100 snould use and/or 
specify the prOduct 8ulldlng 
Own1r1 and Archllnts 
Specify Why take chances? 
Don t tet a rooler re·rool 
WtlhOul havino OUIK SEAL 7 
,eac111y available ,n lhe evenl 
01 a sudden unexpected 
slorm Stop 1ha1 rool leak ;7;;ocu~ :, a$~~ 
//✓/~ ~// 

" .• 1... .' • 
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EFFECTIVE 

EASY TO USE 

QUIK SEAL 7 

/ 

EMERGENCY ROOF (FLAT) PATCH 
Successfully used by Maintenance Men 

(Industry, Malls, Schools, Government etc.), 
Contractors & Home Owners Internationally. 

Stops leaks Quickly. when you need it the 
most; during a rain storm, or melting of ,ce 
and snow. 
A free flowing product 1ha1 swells several 
times it's original size. The particles will 
search out, flow to the actual trouble spot. 
and seal instantly. 
For additional information and FREE test 
sample. contact: 

Cf=w &nL'1'- -I~ 
IH7291l.SE . &-.'78 
Grano~. tr,11 4115,41 
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Published by 

AID\ 
The Association 
of Higher Education 
Facilities Officers 

Order Form 
Custodial Staffing Guidelines 
for Educational Facilities 
92 pages, softcover 
ISBN: 0-913359-66-1 
Price: $50/APPA member institutions 

$75/all others 
Please check here: 
D APPA member institution 
Tit/.e Qty Price 
Custodial 
Staffing $50/APPA 
Guidelines $75/others 
Shipping & Handling 

(U.S. orders add S8. All international 
orders add 20% of subllllal-

D other 
Total 

$ __ 
SIO minimum) 

Total$--

------
---

Provides you with the tools to: 
• determine staffing levels 
• assess your facility's "level of clean" 
• respond to institutional needs, service, and 

budget constraints 
• examine alternatives when resources or needs 

change 

Ten space categories are addressed: 
• Classroom 
• Entranceway 
• Locker/changing room 
• Office 
• Public (circulation) area 
• Research laboratory with hazardous waste 

containers 
• Research laboratory without hazardous 

waste containers 
• Stairwell 
• Storeroom 
• Washroom 

To order: 
All orders must be accompanied by this order form and a 
check in U.S. funds made payable to APPA. Telephone and 
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by H. Val Peterson 

Lesson in Leadership 

A s facilities managers we some­
times feel that our lot in life is 
hard. Being constantly bom­

barded by the challenges associated 
wi th inadequate operating budgets, 
growing backlogs of deferred mainte­
nance, unfw1ded government man­
dates, complacency in the workforce, 
and working within policies and pro­
cedures that are bureaucratic in 
nature, could lead you to conclude 
that another profession would 
have been a better choice. 

But if we take tin1e to think about 
some of the global problems that 
we all face in today's world, the 
magnitude of our own chal­
lenges pale by comparison. 
Some items that immedi­
ately come to mind are: 

• the threat of over­
population and 
inadequate food 
supplies; 

• the threat of nuclear 
warfare and terrorism; 

• global warming and its 
resultant calamities; 

• corrupt government and factional 
battles that lead to starvation, 
famine, and plague; 

• the general degeneration of society 
as exhibited by increases in vio­
lence, racial strife, and poverty; and 

• a global jockeying and restructur­
ing by business and industry for 
competitiveness. 

As you attemp t to analyze the chal­
lenges facing our planet as well as 
those faced by all of us in our workday 
world, the common need is for leaders 
who have the right vision and who are 
willing to take charge. We are besieged 

Val Peterson is director of facilities manage­
menl at Arizona Slate University, Tempe, 
Arizona. 

with theories about leadership: leader­
ship for quality, principle centered 
leadership, visionary leadership,and 
this list goes on. Theories, techniques, 
and management practices constantly 
evolve, but none are useful or effective 
if there is no one to step up and take 
charge. 1n some areas, the lack of lead­
ership has reached crisis proportions. 

Perhaps one of the best examples 
(worst would be a better term) of this 
leadership crisis is that which exists 
within tl1e federal government of the 
United States. ot too long ago the New 
York Times carried an article that quoted 
an unnamed bureaucrat who said: "The 
unequivocal message throughout tl1e 
federal bureaucracy is that nothing is to 
be accomplished by this government 
except the creation of good feelings and 
tl1e illusion of action .... The best and 
the brightest at my agency and others 
dutifully exercise caution in substantive 
matters, avoid action, and continually 
seek another clearance, another autho­
rization, until someone just finally says 
no .... Matters afflicting the current and 

future well-being of Americans are 
seen only as mettlesome disruptions 
that must be calmed, rather than 
problems that must be solved or 
responsibilities that must be 

faced." 
Does this revelation sur­
prise anyone? No. Many 

state and local govern­
ments suffer from tlus 
same lack of leader­
ship. And the problem 
doesn' t stop there-it 
exists in the businesses 

and corporate world as 
well as at institutions 

both public and private. 
The colleges and universities 

within which we work are not 
immune from this lack of leadership 
either. Let's hope that it doesn't 
describe an attitude that exists within 
our own organization. 

The world and conditions around us 
constantly change. Advances in tech­
nology and social issues create condi­
tions that are increasingly complex and 
uncertain. In today's world, being a 
good leader is more difficult and 
demanding that ever before. I for one, 
do not have the answer on how to solve 
the world's leadership crisis. J do 
know, however, that unless facilities 
managers such as you and l take tl1e 
necessary steps to critique and revital­
ize our own organizations and work 
diligently to energize, inspire, and 
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empower our employees, our organiza­
tions will be much less than they might 
otl1erwise be. The old saying applies 
that if you are not moving ahead, you 
are falling behind-there is no standing 
still. 

We need to learn this one lesson: The 
world (and our profession as well) 
lacks more for good leaders than for 
good managers. Managers are people 
who get tlungs done by setting goals 
and objectives, making plans, develop­
ing strategies, deciding priorities, 
obtaining resources, managing people, 
solving problems, and correcting 
errors. On the other hand, leaders are 
the ones w ho take charge, make 
things happen, inspire trust, focus on 
people, are innovative and original, 
translate vision into reality, and have a 
long-range perspective. While man­
agers are needed to get the job done 
today, leaders are needed to do the job 
tomorrow. 

While most facilities managers work 
long and hard at being good managers, 
the challenge to our profession is to 
become good leaders as well. We all 
need to learn that lesson and act upon 
it. ■ 
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I 
have been reading a lot 
recently on the subject 
of leadership and have 
discovered that it's a 
very broad subject. One 
of the authors I've read 

says that in researching for 
his book he discovered more 
than 350 definitions for lead­
ership. They're usually pretty 
complex definitions, too. 
Consider trus from A Passion 
for Excellence by Tom Peters 
and Nancy Austin: "The 
a lterna tive we now propose 
is leader (not manager) as 

cheerleader, enthusiast, nurturer of champions, hero finder, 
wanderer, dramatist, coach, faci litator, builder." 1 Excuse 
me, then, if I choose not to get too deeply into describing 
leaders but instead focus on a single observation tha t makes 
a lot of sense to me. 

One common thread that runs through all my readings is 
this: Leadership is d ifferent from management. Leaders and 
managers behave differently and do different things. It's this 
d ifference that I'd like to explore. Each of the several authors 
f've read puts hjs or her own spin on the difference. The fol­
lowing metaphor comes from Stephen R. Covey. 

A PPA President Charlie Je11ki11s is Jncilities nd111inistrnlor 11/ S11i11 I 
Mary's University i11 51111 Anto11io, Texas. 

Some 

Thoughts 

on 

by Charles W Jenkins 

"You can qwckly grasp the important difference 
between the two if you envision a group of produc­
ers cutting their way through the jungle with 
machetes. They're the producers, the problem 
solvers. They're cutting through the undergrowth, 
clearing it out. 

"The managers are berund them, sharpening their 
machetes, writing policy and procedure manuals, 
holding muscle development programs, bringing in 
improved technologies and setting up working 
schedules and compensation programs for machete 
wielders. 

"The leader is the one who climbs the tallest tree, 
surveys the entire situation, and yells, 'Wrong jun­
gle!' 

" But how do the busy, efficient producers and 
managers often respond? 'Shut up! We're making 
progress."'2 

My favorite, and I believe most succinct, explanation of the 
difference is fou nd in the writings of Dr. Warren Benrus, a 
retired educator who served for several years as the president 
of the University of Cincinnati. He's now, among other 
endeavors, a noted consultant on leadersrup and manage­
ment. Benrus has written four valuable books on leadership 
J,4,s,6_ ln each of them he states the following at least once: 
"Managers do things right; leaders do the right things." 

Whatever does that mean? Bennis goes on to explain that 
good managers excel in the ability to handle the daily routine, 
yet never question whether the routine should be done at all. 



They complete each day's activities v.rith skill and efficiency, 
they put out all fires, they clear every hurdle, but never ask, 
"Is what I'm doing or what my department is doing the most 
productive thing we can be doing for the university?" 
Leaders, on the other hand, do ask that question, regula rly 
and frequently. Managers, I think, tend to honor the s tatus 
quo. Leaders seek change, even to the point of chaos. 
Managers say, "If it ain't broke, don' t fix it." Leaders say, "If it 
ain't broke, break it and put it back together better." 

Now, 1 contend that given those defirutions, we in the high­
er education facihties business tend to manage almost exclu­
sively. I think our bosses, the business officers, do the same 
and, for the most part, their bosses, the university presidents, 
as well. The end result is that higher education falls into that 
group of American institutions that Bennis refers to as "over­
managed and underled." 

Facilities officers come by it naturally, of course. Being 
good managers is what got us to where we are today. We 
have a book that is referred to as the APP A bible, entitled 
Facilities Ma11age111e11t: A Ma1111al for Plm1 / Ad111i11istmtio117. It's 
1,577 pages long. There arc 22 pages, or about 1.4 percent, 
devoted to the joint topic of "Motivation and Leadership." 
Leadership d idn't even get first billing. We have a magazine 
called Facilities Manager. For those who are inclined to seek it, 
we have an award called the Award for Excellence in 
Faci lities Management, not Leadership. My friends, I contend 
that, like our handbook, we spend 98 percent of our time 
managing and, at the extreme, 2 percent leading. I further 
contend that the challenges of our workplace today demand 
that we alter that ra tio s ignificantly. 
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I don' t for a minute suggest that we stop managing and 
become pure leaders. r simply think we must devote more 
time than we have been to behaving like leaders. If we can't 
do both, then it's better to stay a pure manager. ln A Force for 
Change: How Leadership Differs from Ma11age111e11t, Dr. John 
Kotter d iscusses the issue of strong management/weak lead­
ership vs. the opposite and concludes that "Strong leadership 
with weak management is no better, and sometimes actually 
worse, than the reverse." 8 So, aU I'm talking about here is a 
micrometer adjus tment in our style. 

Kotter also writes, "No one has yet figured out a way to 
manage people effectively into battle." That indicates to me 
that war stories are a good place to look for examples of lead­
ership. I recently heard an address in which the Commanding 
General of the Fifth United States Army related a story from 
the Gulf War in Kuwait. He had heard the story from a reli­
able source, his son-in-law, who actually participated in the 
event. The genera l's son-in-law was assigned to an armored 
reconnaissance unit. Their job was to range out ahead of the 
main armored force and discover the enemy before being dis­
covered, thus gaining the element of surprise for their unit. 
On this occasion, they had done exactly that. TI1ey had come 
upon a column of s ixteen Russian tanks, manned by Iraqi 
crews, in a line across the desert. The American scouts were 
unobserved. They rad ioed back to the main force to report 
thei r discovery. 

Soon the unit commander, a young lieutenant colonel, 
a rrived in his command vehicle with a few of his staff. He 
s ized up the situation and radioed back the message, "Send 
up one MlAl tank." Soon the tank arrived . He instructed the 
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crew, "Shoot the tank on the far left end of the line. We'll wait 
ten minutes and see what they do." The tank crew aimed and 
fired a single round. It struck the target vehjcle squarely 
between the treads and at the center of the armor plate meant 
to deflect such projecti les. Instead, it penetrated the a rmor, 
passed completely through the tank, and out the other s ide. It 
was a high explosive shelJ, but for some reason it failed to 
detonate. onetheless, in passing through the tank it blew the 
turret completely off and onto the ground beside the tank. 
This was from a range of over 2000 meters, somewhere 
between a mile and a mj)e and a half. The Iraqis had no idea 
what had happened. They could see no enemy. They had 
heard only a whoosh and seen one of their tanks destroyed. 
The remaining crews dismounted their vehicles and fled on 
foot into the desert. 

The general told that story to illustrate the awesome power 
of U.S. weaponry and the exceUence of the training provided 
American troops, but then he went on to say, "Ladies and 
gentlemen, l submit to you that no society other than ours 
could have produced that young commander, who made a 
conscious decision to shoot one tank and wait ten minutes." I 
submit to you that it was the act of a leader. He could have 
been a superlative manager. He had the opportunity, the 
training, and the resources to annihilate the enemy force in 
business-as-usual fashion. Instead, he honored the ethic of 
respect for human life. He shot one tank and waited ten min­
utes. He did the right thing. 

But, Charlie, you say to me, I'm not fighting a war in the 
desert. My battle isn't nearly so dramatic nor are my decisions 
so obvious. How am I to know what is the right thing? My 
reply is simple-ask. 

I 
n How to Win C11sto111ers and Keep Them for Life9, Dr. 
Michael LeBoeuf, also a retired educator, talks about the 
h-vo platinum questions. They are: "How arc we 
doing?" and "How can we get better?" To find the right 
things to do, ask those questions of two groups on cam­
pus. The first group, of course, is your customers. 

They'U give you some great ideas, I guarantee. 
How do you ask them? One of the best ways I know of is a 

customer survey. We've a lJ seen them. It's hard to go to the 
restaurant anymore without finding one on the table. Please 
rate our service from "excellent" to "poor" in each of the 
fo llowing areas. That's "How are we doing?" Then there's 
always a g roup of empty lines with the heading 
"Comments." That's "How can we get better?" You can use 
the exact same format to survey your customers' degree of 
satisfaction with your organization's service. It's being done 
quite successfully a t many universities and colleges. There's a 
wealth of suggestions for right things to do in a customer sur­
vey, whether you use a written instrument or conduct it face­
to-face with the survey participant. 

The second group to ask the platinum questions of is the 
physical plant department staff, those service providers who 
interact face-to-face with your customers every day. The form 
of the question m ay be as s imple as, "Name one thing you 'd 
like to be able to do for your customer but can ' t because of 
some department or university rule?" Or ask them straight 
out, "How can we get better?" ow we're talking about such 
TQM strategies as quality of worklife and empowered work­
ers . This group also has great ideas. They'll tell you some 
right things to do. 

Did you notice that I said to ask " the physical plant depart-

ment staff?" I didn't say "your s taff" or " the people who 
work for you." Have you ever leaned back and expansively 
said , "Well, I'm only as good as the people who work for 
me?" Lf you have, I suggest that you 're wrong on two counts. 
In the first place, you probably aren't that good. In the sec­
ond, they don't work for you. They work for the wuversity, 
for probably as many d ifferent reasons as there are staff mem­
bers. They've simply been entrusted by the university to your 
stewardship. That stewardship entails giving them direction, 
motiva tion, leadership, satisfaction, recogni tion, nurturing, 
and the myriad other things that make the workplace where 
they spend a third to a half of their lives a rewarding place to 
be. 

They're your colleagues, your associates, your teammates, 
whatever, in a join t endeavor to provide superlative customer 
service to the communi ty. To speak or think of them as "your 
people" conjures the vision of a paternalistic, patronizing 
supervisory style that is obsolete. It no longer works. 
Revisiting your persona l style might be one of the first right 
things you should do if you indeed consider them "your peo­
ple." But let me tell you something else. You will have done a 
right thing just by asking the platinum questions. Peters and 
Waterman in In Search of Excellence 10 call it getting dose to the 
customer. In A Passion for £xcellence 11, Peters and Austin call it 
listening naively. In Principle Centered Leadership, Stephen 
Covey mentions a "stakeholder information system (SIS)," 
the stakeholders in your success being the customers, the 
staff, your suppliers, etc. 12 Asking the platinum questions 
exercises that SIS. 

There's still another reason why it's a right thing to do. We 
aU know about Abraham Maslow's Hierarchy of eeds. 
Maslow postulates that a ll human needs can be sorted into 
categories and then rank ordered by their importance to us. 
At the bottom of the h ierarchy are physiological needs, the 
basic things like air, food, and shelter. lf those are missing, 
nothing else matters un til we get them. When we have them, 
the next importan t needs are safety, security, and stabili ty. As 
those needs are satisfied we then graduate to social needs 
(companionship, affection, friendship), then to ego, status, 
and self-esteem needs such as recognition and status, and, 
finally, to self-actualization needs such as growth and 
advancement. 

Frederick Hertzberg further asserts that the needs on the 
two lowest tiers are not motivators, just maintainers. lf things 
such as shelter, safety, and security aren' t there, people are 
dissatisfied. 1f they are there, however, people aren't necessar­
ily satisfied-they just aren ' t dissatisfied. As an employer, 
providing those things for employees won't motivate them, 
but not providing them will certainly demotivate them. So, 
the best you can hope for is a neutral feeling. It's only when 
you fulfill the ego and self-actualization needs a t the top of 
the ladder that you can satisfy and motivate people.13 

Some years ago, I think at an APPA Institute, I heard a 
speaker use the Maslow hierarchy to explain why the best we 
can ever hope for in our business is anonymity. He pointed 
out that our very mission is to remove those dissatisfi.ers at 
the bottom of the hierarchy. We don't satisfy, we just assure 
the absence of dissatisfaction. If we aren' t getting hate mail 
and reading snotty stories in the student newspaper, we're 
doing a super job. That was his theory, and now I'm finally to 
the crux of my theory. 

When you go to your customers and ask them the platinum 
questions, look at where you're interacting with them. Way 
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up in the ego and status range. You're seekmg their wisdom 
and inviting them to assis t you with your d1allenges. You're 
recognjzing that they have valuable insights. You're s trokmg 
those egos and increasing self-esteem and self-respect among 
your customers. Anonymjty, indeed! ot any more. ow 
you're a satisfier and a motivator, and all just because you 
asked. Don' t be surprised if you read a complin1entary article 
in the student newspaper, either. It has happened. 

My friends, the train of change is commg for higher educa­
tion, and those administrators who want to usher the indus­
try into the twenty-first century are lirung up to get their tick­
ets to ride. 

So, put down that machete you've been sharpening and 
find a tall tree. Break something that ain' t broke. Ask the plat­
inum questions and respond to what you hear. Get on board 
the train. ■ 

Endnotes 

By the way, the same dynamjc works when you ask the 
staff for their opiruon. They have egos, just as your customers 
do. But be forewarned: you' re inviting change when you ask 
the platinum questions. You can' t ask and then ignore every­
thing you hear. You'U be watched carefully to see how you 
respond to the mandate represented by the answers given 
you. Don't be concerned that no one else on the campus is 
doing it. Nan cy Austin says that you can be "an is land of 
excellence in a sea of mediocrity." And so you can. 
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V s 0 NARY LEADERSH p . 

CreaUng a New 

by Burt Janus 

hat can we expect 
about the future of 
colleges and univer­
s ities that might be 
meaningful for 
APP A members? 

First of all, we are a ll aware of the explo­
sive technological change that surrounds 
us, caused by simultaneous and mutually 
reinforcing breakthroughs in many disci­
plines including, for example, materials, 
genetics, health care, electronics, space 
technology, automation, and instrumenta­
tion. The 21st-century college and univer­
sity, in order to be considered competent 
and relevant, will have to ensure that its curricula and facul­
ty research are always at the frontiers of all these relevant 
sciences and technologies. APP A members shou Id expect 
that the obsolescence of exis ting laboratories and classroom 
facilities may accelerate and may lead to much closer coUab­
oration with industrial and governmental research centers, 
perhaps even new faci lities shared with those where the 
frontier research is being conducted. 

The second obvious trend is the prolifer­
ation throughout the United States' post­
industrial economy, and throughout all 
university d isciplines, of powerful informa­
tion and communication systems. Since the 
21st-century college and university will be 
expected to employ the latest information 
and communications technologies in all its 
educational delivery systems and research, 
APP A members will face an increase in 
demand for these kinds of facili ties, infra­
structure, and services. 

Third, with the globalization of business, 
poli tics, culture, and environmental con­
cerns, the 21st-century university is going 

to have to be a global university tied to other leading institu­
tions around the world, and will have to become expert in 
teaching students how to function effectively in diverse cul­
tures. APP A members are likely to become key players in 
establishing linkages with these other institutions around the 
world, and some may well be responsible for millions of dol­
lars of equipment and facilities located in other countries. 

Fourth, high economic stress throughout society is likely to 

Dr. B11rt Nn1111s is professor emeritus of mm,agement at tJ,e Grnd11nte Sc!,oo/ of Business Administration of tJ,e University of Southern California, Los 
Angeles, where l,e also served as director of resenrcJ, at USC's Lendersl,ip lnstit11te. He is ti,e n11tl,or or coauthor of seven books, i11c/11di11g tire best-seller, 
Leaders: The Strategies for Taking Charge (wit!, Warren Bennis), and !,is most recent book, Visionary Leadership. Dr. Nn1111s' article for Facilities 
Manager is taken from Iris keynote address to APPA 's 1994 Ed11cntionnl Conference and 81st A111111nl Meeting, held Inst July in San Antonio, Texas. 
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ensure continued inadequate governmental funding for both 
higher education and elementary and secondary schools. As a 
result, the 21st-century university will face enormous finan­
~ial pre~sures, as well as additional challenges in compensat­
mg for madequate early preparation in schools and homes. 
For APPA members, this means increasing shortfalls of fund­
iJ1g from government sources to cover overhead and facilities, 
and increasing pressures to do more w ith less. 

Finally, the demographic and sociocul tural shifts toward 
far more diversity and fragmentation of American values and 
~estyles suggests the proliferation of demands for special­
ized co~ses ~d research agendas, as weLI as a multiplication 
of constituenaes that expect to be served by colleges and uni­
versi ties. Thus, APPA members will find increased demand 
fo~ speci~ ~a_cilities for various ethnic and cultural groups­
frurs, exlub1tions on campuses, increased demands for diver­
sity of food and dormitory arrangements, and the like. 

I co~d cite many o~ er trends, but it's clear even wi th just 
~ ese five that there will be rampant complexity, uncertainty, 
nsk, and change as colleges and universities enter the 21st 
century. Every institution of higher education will have to be 
changing and adapting all the time, very likely at a far faster 
rate than they're doing now, for a whole variety of reasons: to 
cope w ith these and other changes in the larger society; to be 
able to attract students, faculty, and resources; to grow to 
accommodate new constituencies and services in an increas­
ingly multicultural institution; to do more with less; to 
achieve and be recognized for exceUence; and to sustain hope 
among its faculty, students, and staff personnel. 

I 
tall adds up to conflicting forces and pressures pulling 
ai:1d p~shing ir:5titutions of higher education in every 
du-ec.tion; curricula ~d research agendas proliferating 
~nd plagued by_r~p1d obsolescence with accompanying 
1111pacts on facilities and equipment; the collapse of the 
so-called ivory tower with pressures both inside and 

outside the institution to accommodate new student needs 
and ~o coU_a~>0rate with outside organizations and experts; 
and ll1Suffic1ent resources to be all things to all people. This 
demands a p~rtic~_ar kind of leadership for 21st-century col­
leges and uruvers1ties at every level, not just at the top. 
■ Leaders who can point the way out of all the confusing 

forces and pressures that are tending to puLI the institution 
in every direction. 

■ Leaders who are themselves change agents who can make 
the kinds of bold decisions that create the future in their 
own institutions and help it adapt quickly to teclu1ological 
change, faculty demands, and new studen t needs. 

■ Leaders who can inspire, challenge and empower faculties 
and staff, helping them reach their fulJ potential and real 
fulfillment in their own careers. 

■ ½'aders who can gain the confidence and support of 
diverse external constituencies. 
I call this "visionary leadership." It requires leaders who 

can develop a powerful sense of direction and momen tum for 
their institutions, and can marshal the energies and resources 
of the orga~tion to move it in that direction. It is no longer 
enough to be iust a good manager or administrator. One can­
not be just a good compromiser between competing 
demands, or somebody who can somehow muddle through 
and keep an eye on costs. One must be a leader, a person who 

can bring the institution someplace else, who can make real 
progress in coping w ith the new realities. 

The Difference Between Leadership and 
Management 

It is important to make a clear distinction between leader­
ship, as defined above, and management, which is the 
proce~s o~ planning, organizing, directing, and controLling 
organizational resources. The manager is the person who 
maintains and operates the organization, while the leader is 
the person responsible for innovating and developing the 
organization. The manager always has to have both eyes on 
the bottom line, which means that inherently the manager is a 
p~esent-oriented person, while the leader always has to have 
his or he~ eye on the horizon, making the leader inherently a 
future-onen ted person . The manager is concerned with stabil­
ity, predictability, and control, while the leader is concerned 
with flexibility, change and adaptability. The manager is a 
problem solver, whereas the leader is a problem finder­
somebody who looks for new issues and begins to marshal 
t1:e re~ources to get the organization moving in a different 
direction. The manager deploys human resources while the 
leader serves, empowers, and develops human resources. 
And ultimately, the manager is concerned with efficiency, 
whereas the leader is concerned with effectiveness. 

APPA members may be challenged to play both roles, but 
they must be clear_ whicJ:i role they're playing. Often, the pres­
sures for managenal action are such as to drive out the time 
available for leadership. This can be a serious problem in the 
kind of rapidly changing academic environment described 
earlier where leadership is so essential. 

How do you know when leaders are effective? There are at 
least three measures of effectiveness that can be used. One is a 
new level of organizational acl1ievement--e.g., an academic 
department moving into the top ten nationally in its field, or a 
facilities management department that reduces the number of 
facilities complaints by 70 percent in the face of great financial 
cha_Llen~es. I use the example in Visionary Leadership of Regis 
Uruvers1ty, a 110-year-old university that was nearly bank­
rupt before a new leader turned it around. It now has many 
vibrant new p rograms, has grown from 1,000 to 8,000 stu­
de1:ts in a single de~ad~, and is a revitalized and strong insti­
tution today. There 1s little doubt about that leader's effective­
ness. A ~econd measure of effectiveness for leadership is 
~<?wth 11: ability to serve, such as growth in employee capa­
bility, or mcreased loyalty of various constituencies. And 
finally, leadership can be measured by basic transformation 
in the _character of the o~ganization. A facilities manager may 
establish_ a new ente_rpnse that better fits changing circum­
stances like a new kind of dormitory or even a whole new 
campus. Or he or she may change tl,e mission, philosophy, or 
values of ~e organization. Or he or she may form strong new 
partilerships that extend the service area, like partilerships 
with the private sector or new research parks. So that's how a 
l~ader demonst:ate~ effectiveness-by results; by transforma­
tion; or by a radical rmprovement in the ability to survive and 
to serve. 

Leadership Characteristics 
ow, what can we say about the characteristics of success­

ful leaders? Kouzes and Posner, in their latest book, 



Credibility, reported a study of 15,000 executives who were 
asked to check off the characteristics they most admired in the 
leaders they personaily would be willing to follow. 

There was strong agreement on the foilowing four charac­
teristics: 
1. Honesty and integrity. Trust is the glue that holds an insti­
tution together. lf foilowers can't trus t the leader, there will be 
few followers and Little potentia l for achievement. The leader 
has to create a climate of integrity and trust by being honest, 
open, respectful, and by keeping all promises made. 
2. Forward looking. When an organization is bombarded by 
change and risk from every direction, as universities are, and 
there are many new services demanded and great uncertain­
ty, wisdom for the leader resides in being able to anticipate 
change, understand the forces that are shaping it, and posi­
tion the organization to take advantage of those forces. 
3. Competence. We expect our leaders to know the organiza­
tion and how it works, and to have the people skills and other 
skills and knowledge that are important in exercising good 
judgement. 
4. Inspiring. We expect leaders to be able to enthuse, energize 
and stimulate others to take appropria te action. An inspiring 
leader genuinely cares about people, is willing to take respon­
sibility, and passiona tely cares about the future of the organi­
zation. 

Leadership Values and Attitudes 
Along with these four characteristics, there are certain val­

ues and attitudes that also seem to apply to successful lead­
ers. The first may be expressed as follows: "My function as a 
leader is to serve our constituencies-students, faculty, alum­
ni, staff, the community, and so on-with empathy, compas­
s ion, and caring." The second is that leaders mus t fuJJy com­
mit themselves to the success of the o rganization. Effective 
leaders try to express the best that's in them. They develop 
their own self-knowledge to help them compensate for their 
weaknesses and build on their strengths. Successful leaders 
don't need other people to praise them, because they recog­
nize their own achievements and seek their rewards internal­
ly rather than externally. They fuily deploy themselves in the 
service of the organization. 

The third important value is that leaders are perpetual 
learners an d growers. Most leaders read widely, know a lo t of 
people, are boundlessly curious, are good Listeners, and are 
constantly reinventing themselves- seeking challenges, 
reflecting on experiences, learning from failures, and so on. 

Fourth, effective leaders have a passion for the future of the 
organization. They have enthusiasm and optimism; they're 
risk takers; they have daring and courage; they a re concerned 
about results; and they care about the legacy that they are 
leaving to their successors. Finally, leaders seek and accept 
responsibility for the institution's future. They have a sense of 
stewardship. They want to actively shape events, not just pas­
sively react to them. 

Some people argue that leadership is a rare skill and that 
leaders are born, not made. Nothing could be further from the 
truth. Leaders may be born with certain leadership potential, 
but so are all of us-jus t as we're born with some potential to 
be parents or artists or runners. However, some of us develop 
our potential and others don' t. Basicaily, leaders are self­
made individ uals w ho fully develop and display th eir leader-
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ship potential. Moreover, it is the job of every leader to create 
leadership positions a t lower levels to give people the oppor­
tunity to develop their own leadership skilJs and grow in 
their leadership po tentia l. 

Roles of Leadership 
What are the roles of leadership that must be mastered by 

effective leaders? In other words, what do leaders do? A 
leader is constantly balancing the present against the future 
and the needs of the ins ide organization against the needs of 
the outside environment-in this case, ind uding the universi­
ty or college in whid, a facility manager is employed. To 
achieve these balances, there are four key roles of leadership: 
1. direction setter (i.e., developing a v ision) 
2. spokesperson (i.e., developing a Uies, representing the 

organization to outside constituencies, negotiating for the 
organization, etc.) 

3. coach (i.e., motivating, inspiring, and developing 
personnel) 

4. change agent (i.e., decision making, innovating, forming 
new organizations or deploying new information technolo­
gies, etc.). These fou r ro les define what leaders actually do, 
although at any given time, a leader may be doing more of 
one and less of another. 
The literature of leadership appears to concentrate on the 

coaching function, perhaps because most of the people who 
write about leadership are psychologists. But there is more to 
leadership that just the relationship between leaders and fol­
lowers. ln fact, leaders can' t even do good coaching unless 
they have a good sense of direction. The direction-setting role 
is the one that drives the other three, since only with a vision 
can one be an effective spokesperson, coach, or change agent. 

A vision is a realistic, credible, attractive future for an orga­
nization. All of us dream. We dream in a socially useful way 
as soon as we have an image of what is desirable, practical, 
useful, and attractive for our organization. Once we give it a 
name, it takes on a reality, a motiva ting reality. It creates 
meaning in people's lives. It grabs a ttention and creates focus 
in the organization. People begin to see how what they're 
doing in the organization relates to the vision. That energizes 
people and provides a chailenge to them. It also provides that 
all important bridge from the present to the future by show­
ing how today's actions contribute toward the kind of organi­
zation the leader is building for the future. Ultimately it gen­
erates pride. 

The right vision for a coilege or wuversity, or for the facili­
ties management function, would be appropriate for the orga­
nization and for the times. It would set high standards. It 
would reflect the o rganization's distinctive character. Jt 
would be widely shared, inspire enthusiasm and commit­
ment, and be chailenging. It would show a clear path toward 
a better future, and, most important, serve as the front end to 
a stra tegic planning process. 

There's a clear difference between mission, vision, and 
strategy. A mission is a sta tement of purpose. Most colleges 
and universities have similar missions, although there might 
be slight varia tions between those of a research university 
and a small Liberal arts coUege. On the other hand, there can 
be very different visions, or senses of how the educational 
enterprises shoul.d grow, which students it is hoping to serve, 
and w hat it wants to look like in ten or twenty years. 
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Examples of Vision 

There are many different types of vision s tatements for a 
college. One type is a vision aimed at measures of ultimate 
value to the institution or society. These are outcome-related 
visions, such as: 'This college or university aspires to be rec­
ognized as a world leader in research and instruction in (let's 
say) environmental sciences and natural resources." This 
vision says that if the institution moves in the indicated direc­
tion, it can s tand out and become a world leader in that area, 
even if it is not a world leader in man y other areas. Another 
example might be: "This university aspires to double the 
number of graduate students and facili ties for graduate stu­
dents in the next ten years." 

A vision could also be related to the academic programs, 
i.e., what is going to be learned and by whom. A vision might 
say: "This college aspires to provide each segment of the stu­
dent population with unique programs and facilities tailored 
to its special needs, capabi lities, and opportunities." This 
would lead to a university wi th many core programs 
involved with specialized niches. Another example might be: 
"This co llege aspires to excel in science and engineering, par­
ticularly in skills demanded by high-tech employers in our 
region over the next two decades." 

Vision statements could also be related to processes. For 
example: "This ins titution aspires to increase cost effective­
ness by making the fullest possible use of outside resources­
businesses, libraries, professiona l associations, etc.-in both 
teaching and research." Or: "This institution aspires to 
become a na tional leader in the design and use of new infor­
mation technologies to deliver customized ed uca tional expe­
riences on and off campus, including, perhaps, the develop­
ment and sale of proprieta ry software packages." 

Another possibility is a vision related to how the university 
is organized. For exam ple: "This college aspires to establish 
partnerships with the private sector to subcontract many ser­
vices and to teach in employers' facilities so that students can 
be close to their employment."Or: "11,is college aspires to 
establish overseas branch campuses in six countries over the 
next decade as part of a plan to become a g lobal university." 
Or: "This college aspires to develop multiple uses for campus 
sites, including research parks, community resource centers, 
and conference centers to spread the cost of campus facilities 
and operations." 

Different colleges can have different visions, and these w ill 
ul timately look quite different. ln addition to vision, every 
leader needs a strategy, which is the long-term goals, objec­
tives, and course of action designed to accomplish the vision. 
In the absence of a vision, there may be a strategy, but it likely 
neither perpetuates the s tatus quo (e.g., student loads, square 
footage, costs, etc., arc simply projected into the future and 
called a strategic plan) nor is purely opporh.mistic. ln the lat­
ter case, a donor comes along with a bundle of cash and says, 
"I want this kind of facility," and the college complies. There 
is no vision, no direction, no cohesion. To move the organiza­
tion fonvard- to move it to a place where it can function and 
prosper in the 21st century-it needs all three: a mission, a 
vision, and a strategy. 

There are many examples in our society today where this 
rule has not been respected. IBM, for example, had very good 
strategies but when its vision became blurred, it got into trou­
ble. No organization, including IBM, can be all things to all 

people anymore, so they must decide what they're going to 
emphasize-software, hard ware, computer services, PCs, etc. 
There are other examples in our society of a good vision but 
poor stra tegies. For example, the solar energy industry has a 
fine vision of how we might at some future time use solar 
energy for many different applications, and for some the tech­
nology already exists there and is cost effective. But the 
indus try has a poor strategy on how to get there. But then 
there a re leaders like Nelson Mandela in South Africa who 
\ .. ,as enormously successful because he was able to combine a 
great vision and a g reat strategy. 

The major lesson for facilities planners who find themselves 
on campuses devoid of a vision and strategy is that they may 
have to serve as the catalyst that makes it happen by asking 
the right questions. A facilities planner might be able to put 
the campus administra tion and Board of Trustees on the spot 
by saying, "Look, we've got to know exaetly where this insti­
tution is heading if we're going to make intelligent decisions 
in the faci lities area. Otherwise, you may be wasting millions 
of dollars on facilities tha t won' t be right for the 21st century. 
And you' re going to find that you' re always chasing prob­
lems and never catching up." 

Developing Vision 
Where does vision come from? First, a great deal of infor­

mation is needed- information about the past, the present, 
the future. Past history, h·ends, traditions, and values; present 
structures, opinions, and the needs of various constituencies; 
projections and anticipations of the future in various areas 
such as what the government is likely to do and where tech­
nology is headed . 

Second, one must understand what is valued in the institu­
tion, such as student needs and wants, alumni values, faculty 
needs, and values of the campus leadership. 11,ird, there is a 
need for a mental model of how the world works. When I do 
a visioning exercise with universities, this mental model usu­
ally takes the form of scenarios-alternative directions that 
the future can unfold in ways that are relevant for the particu­
lar institution. Then we h-y to think of what's the best posi­
tioning for this ins titution in those various worlds. 

Ultim ately a vision comes together with insight, intui tion, 
judgment, and some creative synthesis of ideas. This can be 
done by an individual or in a group setting, but because of 
the co llegia l nature of higher education, l recommend the par­
ticipative mode. APPA itself is going through a visioning 
exercise, and APPA members ought to think about doing 
visioning exercises on their own campuses, both w ith their 
own staffs and also as members of teams looking at the over­
all university or college's vision. I've been involved in five of 
these visioning exercises on college campuses and man y oth­
ers in the private and public sectors. I've used slightly differ­
ent approaches in each case, but they all included a several­
day retreat with key people, sometimes as many as twenty­
fivc, involved in a systematic approach to developing a 
vision. We looked ahead at least ten years and in some cases 
twenty to formulate the vision. We focused on the big picture. 
The exercise helped build consensus and trust, helped locate 
champions for new ideas, and in most cases, resulted in new 
visions tha t could be used to drive strategies and action. 

Basically, there are four major steps to go through in such 
an exercise. There is a "vision audit" to explore the current 
strengths and weaknesses of the organiza tion, and what 



Dr. 811rt Na1111s, keynote speaker al APPA 's 81st A111111al Meet mg, addressed 
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would happen if it continues on its current strategy. Then, 
there's the "vis ion scope," which examines the critical stake­
holders in the organization, measures of effectiveness, timing 
for the vision and other boundary condi tions. The third step 
is the "vision context" in which changes in the external envi­
ronment that have relevance for the vision-technology, eco­
nomic, political, and so on-are explored. Finally there is the 
"vision choice," which means developing possible visions 
tha t fi t these considerations and evaluating them against vari­
ous criteria, and ultimately converging a particular vision for 
the organization. 

The advantage of such a visioning exercise is that it ensures 
broad participation in the search for a vision and benefits 
from a wide range of viewpoints. It also is quick, efficient, 
cost effective and systematic. Jt deals with alternative future 
scenarios. Every one of these exercises ended up with an 
agenda to drive strategy and decision making in the future. 

The essence of leadership is working with others to develop 
a vision of the future, communicating the vision, getting broad 
commitment to it, and using the vision to make the necessary 
changes in the organization. The basic idea is that vision plus 
communication equals shared purpose. Shared purpose leads 
to empowered people, and appropriate organizational 
changes that add up to successful visionary leadership. 

Developing Leadership 
What can you do to develop visionary leaders in your own 

organization? First and foremost, develop a clear vision for 
your own organization, if one doesn't already exist. Second, 
develop your own skills as a visionary leader, both to increase 
your own effectiveness and to serve as a role model for others. 

Third, identify and encourage visionary leaders throughout 
your organization. Find people who already have a track 
record of leadership. It need not necessarily have been in a 
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university context. Maybe they once served as president 
of a fra terni ty or sorority, captain of a sports team, dea­
con in a church, or head of a local PT A. Look for evidence 
that suggests that they have developed a leader's way of 
thinking-the a ttitudes, values, skills, and roles discussed 
earlier. 

Fourth, look for individuals with the ability to learn 
and grow. They should have the key characteristics that 
came out of the Kouzes/Posner study-honesty, compe­
tence, forward looking, and inspi ring-and they should 
be able to fulfill the key roles of direction setting, 
spokesperson, coach, and change agent. Another indica­
tor is readiness. Look for maturity, breadth of judgment, 
self-knowledge, and relevant experience to be ready to 
move into a higher level of leadership responsibility. 

Finally, facil ities managers can help each other become 
better leaders. For example, it should be possible to estab­
lish in each major ci ty or geographic region "leadership 
advisory boards," where facilities managers in local edu­
ca tiona l institutions come together once a month to share 
their leadership problems, and d iscuss important leader­
ship books with their peer group. They can help develop 
each other as leaders, because most leaders learn best 
from their own experiences and from sharing the experi­
ences of other leaders faced with similar challenges. 

Conclusions 
To summarize, the future environment is going through 

dramatic changes that have great implications for all aspects 
of college and university operations, especially facilities. 
These changes raise new issues and challenges that make it 
impossible to get along only with good management- lead­
ership is essential. ln fact, this deman ds a particular kind of 
leader in higher education- leaders who can point the way 
out of all these confusing forces impinging on the institution; 
leaders who are change agents themselves; leaders who can 
gain the confidence of d iverse constituencies; leaders who 
can build and develop their own organizations and their 
knowledge base in anticipation of challenges yet to come; 
and leaders who can form a lliances and partnerships outside 
the organization to advance the interests of the institution 
and spread its risks and costs. This defu1es "visionary lead­
ership ." 

At the same time, the new circumstances require extraordi­
nary management-managers who can operate facilities effi­
ciently in the face of great turbulence; who can achieve high 
levels of service to all the stakeholders in the academic com­
munity; who can constantly improve operations and infom1a­
tion systems; and who can inspire and challenge workers. 
This might be called strategic management in its highest 
sense. The point is that we need both visionary leadership 
and strategic management to succeed. Both are as vital for 
renewing existing services and operations as for starting new 
ones. 

Although certain cha racter is tics and a ttitudes were shown 
to be necessary for successful leadership, vision is the key to it 
all. That powerful image of the future is what drives decision­
making and inspires people to high achievement. Many col­
leges and universities were founded on a dream. As we enter 
the 21st century, we must d ream anew and act anew to make 
them equa l to the d1allenges of the new millennium. ■ 
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Catch the 

Spirit of 

T 
he year 2000 will dawn 
on a Saturday. Just 2,336 
days from now. The half 
mill ion people who w ill 
then be in the physical 
plant workforce wi ll 

look back on a decade of change­
all the more head-spinni.ng because 
of its seemingly chaotic and trans­
formational cha racter. The changes 
arc real, they're radical, and they're 
arriving everyday to a business or 
an institution near you. Some are 
opting for dramatic change as a 
planned and well thought out 

strategy. Others are changing because there simply is no 
alternative. Ei ther way, it's tough, it's painful, and it's con­
fusing. 

Consider these events: 
l . The average size of our physical plant departments mea­

sured by the number of ind ividuals we employ has 
decreased in spite of the fact that the size of our physical 
pla.nts have increased. 

2. The traditional hierarchies, these high-rise organizational 
structures, have given way to a variety of new organiza­
tional forms. TI1e vertical divis ion of labor is bei.ng replaced 
by a horizontal division. 

3. OUI paradigm of providing service is changing. On cam­
pus after campus, we have been handed a new mandate. A 
ma.ndate to redefine our service measures in terms of 
results achieved for customers and Results Made Possible 
by the services that we provide. 
Part of the challenge we face lies in the very nature of what 

has to he done- keep everythi.ng rUii.ni.ng and operating at 

fnck Hug is nssistn11I vice cha11cellor, auxiliary n11d pla11I services, al the 
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the lowest cost possible, satisfy every cus tomer, while at the 
same time, cha.nge everything. One of our toughest jobs, no 
doubt, is designi.ng a new organization while we operate the 
old one. We cannot "slam dunk" the new way into existance. 

ln cons idering our leadership role, I am reminded of the 
Spanish philosopher Jose Ortega Y Gassett. In Gassett's writ­
ings, Mission of the University, he emphasized that education 
should help one "live at the level of one's time." 

Since we are a vita l part of the educational enterprise, what 
does it mean for us as facility managers to "live at the level of 
our time"? What do we need to know? What skills do we 
need to have? In today's climate, the hot new skills required 
for success a re contained in leadership- the ability to ma.nage 
this change culturally, structurally, and emotionally. 

The management philosophies and techniques of the 
moment also require 
■ a leadership belief in worker teams 
■ customer focus a.nd 
■ worker empowerment. 

Let's stop and th_inkj21 for a moment also about leading a 
physica l pla.nt department today. We are characterized by 
intensive operations extending to every corner of the campus, 
serving ma.ny deparbnents with a great variety of activities. 
Our job has become increasingly complex. In addition to deal­
ing with new teclmologies a.nd rapid cha.nges, we must also 
be able to handle many d ifferent "relationslups" with a.n 
expanding and influential constituency. The watcl1words for 
these relationships arc cooperation, sharing, collaboration, 
teamwork, and parmership. 

What we do requires effective delivery of physical plant 
services-services w hich truly a.nd honestly aJlow the institu­
tion to get on with what it is intended to do. The challenge to 
our leadership is substantial a.nd requires that we find the 
strengtl, a.nd resolve to combine, as a routine practice, both 
strong management and strong leadership. Accepting this 
chaUenge means addressing a large library of issues. A library 
that includes: the integration of faci)jties ma.nagement with 
institutional planning a.nd po)jcy, and the qual ity of higher 
education physical environment. 



Leadership Belongs to Everyone 
How are we going to effectively manage in this frame­

work? One way is to accept that the work of leadership 
belongs to everyone in this room. Today, there is a greater 
urgency than ever for us to understand and to connect solidly 
to the basic concept of the spirit of leadership. For it is 
through leadership as a friend, leadership as a partner, and 
leadership recognized as skills that can be acquired , and skills 
that are required , that we can find a way to equip ourselves to 
do our job better. George Wright's familiar power-packed 
phrase, "multiply yourself through others," has always been 
meaningful, but now its relevancy and importance are more 
fully understood. We need "multiples of leadership" at every 
level of the organization. 

Our friends Stephen Covey and John Covey, in their work 
on principle centered leadership, remind us that if we are 
going to be leaders we have a responsibility and a duty to 
trunk more broadly and more seriously about the answer to 
these kinds of questions: 
■ How do we ... (H ow can I ... ) communicate clearly and to 
express through behavior the beliefs and values of the institu­
tion? 
■ How do we ... (How can I ... ) look at human weakness and 
shortcomings with compassion and understanding instead of 
accusation? We need to be concerned about how people in 
the organization respond and cope wi th change and to under-
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stand interrelationships and patterns in solving complex 
problems. 
■ How do we ... (How can I ... ) change and improve without 
creating more pain than gain? Help the organization view 
change as an opportunity for new alternatives and calculated 
risk taking. 
■ How do we ... (How can f ... ) achieve a wise and renewing 
ba lance between work and family, between personal and pro­
fessional ambitions in the midd le of frequent crises and con­
stant pressure? 
■ How do we ... (How can I ... ) provide lean and simple state­
ments of policy, consistent w ith organizational beliefs and 
values. 

Where do we start? How do we keep energized to maintain 
momentum for learning, growing, and improving? How to 
do this successfully, seems to me to be a leadership require­
ment that must be met if we are going to be in a position to 
successfully live at the level of our time. 

The world is a classroom ... bu t what kind of classroom is 
it? All around us we see that it is a rapidly changing class­
room. As we look to this changing classroom, most of us will 
find it uncomfortable to think of ourselves as the ones to ini­
tia te and create the necessary change. But if not us, then 
who? If not now, w hen? Now is the time, this is the place, 
for you to decide what you ought to be, w hat you can be, 
w ha t you will be. ■ 
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At The 
Crossroads 

by William A. Dc1ignCclU 

D 
u.ring the last century, railways were a criti­
cal ingredient in the development of the 
industrial age. An industry in thei r own 
right, they crea ted and supported significant 
numbers of jobs, with hundreds of enterpris­
es involved in construction, manufacturing, 

chemicals, energy, real estate, and finance. They also owned 
one of history's mo t enormous physical plants. Their rail­
road terminals were designed by some of the g reat archi­
tects and engineers of their time. Their professional and 
trade associations kept them current on all the latest news, 
regulations, and developments. But by the middle of the 
20th century, the entire industry was bas ically defunct. 

Most would say that higher education has played a signifi­
cant role in the development of the 20th century's post-indus­
tria l economy. It too employs mil lions, owns enormous physi­
cal plants, and has its share of associations. Could it too 
become defunct by lhe middle of the next century? 

What kiJled the railways was not the automobile, the inter­
state highway system, or liberalized trucking regulations. 
"What killed the railways was that they were run by people 
who really liked choo-choos," writes J. lan Morrison in a 
recent article titled "Railways of the ineties," in Hea//ltcare 
Forum Jo11mnl. The folks who ran them (railways) loved the 
trains so much they couldn' t conceive why anyone would 
\"'ant to drive, fly, or truck. And although Morrison was writ­
ing about hospitals, what he says could equally apply to col­
leges and universities. The problem is tha t both higher educa­
tion and hospitals are run by people fascina ted with big 
buildings and all they contain. Ahhh, the problem with para­
digms. We have become conditioned to think that the physi-

Bill Dnig11rn11 is nssistn11/ vice pn•side11/ a11d chief facilities officer nl //w 
University of Texas M. D. A11dcrso11 Cm,cer Center, Ho11sto11, Texas. 

cal campus is the university. It is difficult for us to conceive of 
any other way to convey knowledge other than within the 
traditional college campus, which are devoid of the tawdry 
elements of commercialism, industry, and government. These 
special places a re our sanctuaries of learning, as described by 
physical plant administrator Kirby Vahle in a recent edition of 
CAPPA Newsletter. 

But change is w1derway. Although it might be difficult for 
us to perceive since we are caught in the middle of it, the 
signs are quite evident. Some futurists predict that as early as 
the year 2000, only 20 percent of our students will actua lJy be 
enrolled in the traditional fou r-year, full-time program at one 
of our tradi tional campuses. At this very moment, students 
and their parents are incurring huge debts so that they can 
attend one of our special places of education. Many segments 
of society arc openly questionin g the value of this investment. 
At the same time, d iscussion of options swirl around us 
including long distance learning, electronic media, and a 
bad1elor degree in three years or less! 

Yet what are we, the professional facilities managers of 
higher education, doing to help our industry confront and 
hopefully evolve to this new paradigm? How are we helping 
our presidents, our business officers, and our trustees prepare 
for a future where we may not have the financiaJ wherewithaJ 
to keep all of our existing buildings in operation? Or where 
higher education needs less space, not more. And where our 
beloved Old Main will be as obsolete as the railway indus­
try 's s team locomotive, and wi ll likely share the same fate 
regardless of physical plant administrators' efforts to preserve 
them into perpetuity. Will our professional association help 
provide us with the information, ideas, and connections that 
can equip us with the tools and strategies necessary to deal 
with change? Will it help us prepare for this future even 
though the pace of change and the details of this future envi-



ronment are yet difficult to discern? ls it now raising ques­
tions, researching answers, and helping the higher education 
enterprise w1derstand the dimensions of its current financial 
and facilities problems, the explosive impact of technology, or 
the in1plications if some of the futurist's predictions prove 
accurate? 

Such a role, if it is fulfilled, is truly the role of leadership. It 
is the a ttempt to seek answers to questions before the ques­
tion itself is asked. It is the process of convincing people to 
develop skills that they don't need today, but will need 
tomorrow. It is the willingness to take risks and to suffer the 
criticism from those who are now deeply entrenched in the 
old paradigm. This is the stuff that inspires people to experi­
ment, to take chances, and to embrace change, not resent it. 

This is a role that is important to Olll profession, the success 
of our association, and most importantly, the future of h igher 
education. But it is not a role presently played by our associa­
tion. And, for an increasing number of us who think of Olll­

selves as the new breed facilities m anager, that is a problem. 

Redefining Facilities Management 
So what went wrong? 
It's not that our recent assemblage of association presidents, 

their v ice presidents, and ou.r board members don't care and 
haven t tried to v ision the future. It's not because some of our 
presenters a t our annual meetings are boring, filling us w ith a 
lot of stuff irrelevant to the issues that I and others of my ilk 
face every day. And it has nothing to do w ith the quality of 
Olll association staff or of our various membership services, 
seminars, or publications. 

It would be m uch easier if we could point to something tha t 
we as a profession or as an associa tion have done wrong. 
That's one thing physical p lant administrators are good at: 
fixi.n ' problems! 

No, tl1e problem is much more enigmatic and complicated. 
It has nothing to do with deferred maintenance, customer 
focus, TQM, project management, or energy conservation. It 
doesn't even have to do with how well we build or maintain 
build ings. It has to do with a much more fundamental issue: 
the very disappearance of the job of physical plant adminis­
trator and the emergence of the need for facilities manage­
ment. You see, the ml.es have d1anged and nobody told us. 

There are still many folks who still haven't figured this out. 
They think that the d1ange is just semantics. They reason that 
all you have to do is change the name of the physical plant 
department to Facilities Management and keep doing the 
same things you always did . But the fact is that while colleges 
still need their buildings built and maintained, they need 
more--they also need someone to manage facilities. And the 
type of facilities management they need is a Jot different that 
what we have been doing for the past three decades. 

No, the culprit is much more fundamental: higher education 
itself is changing. Just like the watch industry changed with the 
advent of electronic quartz technology, higher education is also 
being reshaped in the face of several inexorable and dynamic 
forces, albeit less dramatically and more slowly. And so too, we 
who specialize in facilities have a dear choice. We can react to 
ilie changes as did ilie Swiss watch industry. We ca.n attempt to 
deny the implications of these changes as just a cheap mutation, 
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tawdry commercialism , or the product of a business decision. if 
so, l suspect our fate a.nd the fate of our associa tion will closely 
parallel that of the swiss watchmakers. 

What are iliese forces and why do they affect ilie way we 
need to manage facilities? Generally tl1e prin1ary culprits are 
changes in society, technology, and economics. 

Forces For Change 
OLU society is evolving in many directions. Factors such as 

diversity, population growtl1, family structure, moral values, 
graying baby boomers, and a host of others are affecting not 
only who is educated , but how we educate them. This has 
spawned multicampus operations, storefront colleges, a bLU­
geoning commLmity college system, conference 
centers/hotels, extension courses, shared multi-use facilities, 
elderhostel, college abroad, part-tin1e faculty, ad hoc facu lty, 
visiting professors and researchers. ... eed I go on? All of 
this affects the type of facilities needed to support education 
as well as the background and orientation of those individu­
als called upon to devise the means to accommodate such 
programs. 

Then there is technology. Laboratories are much different 
today than they were twenty years ago. At many institutions 
we are abandoning laboratory buildings that were built in the 
1950s and 1960s because we can't economically update them 
to meet modern requirements. The campus library is being 
replaced by the lea rning center, with its stacks sized to accom­
modate optical disks, not books. etworks, envi.rorm1ental 
control, biological containment, and isolated foundations are 
now routine concepts in the lexicon of facilities management. 

And finally, economics. Economics is not the great equalizer, 
but instead is the great fragmentizer a.nd segmenter of higher 
education. It d ifferentia tes tl1e type and quality of education 
between public a.nd private, rich and poor, research and liberal 
education, downtown and suburban , and state-of-ilie-art or 
obsolete. It also affects the demand for education based on the 
need for and types of careers one can get out of a particular 
field of study. This also mean s that the type of facilities prob­
lems that wil l routinely surface at a major research wuversity 
will be quite different from the ones occurring at a small, rural 
liberal arts coUege. In addition, higher education itself wiU like­
ly continue to find that the competition for limited resources 
will increase, not di.m.inish. This means that traditional 
approaches to soliciting resources, especially for capital inten­
sive needs such as facilities, will become less and less fruitful. 
This single issue alone wiU drive the search for new and 
unconventional methods of educating Olll populace. Waiting 
for some future payday to bail the coUege out of its facilities 
problems will not only be risky, but downrigh t deadly. 

The New Era Facilities Manager 
The facilities manager required by higher education in tl1e 

future is not jus t a new improved and repackaged version of 
ilie former d irector of physical plant. In fact, physical plant 
administrators, while in their own right quite important to 
the successful operation of a college campus, will be but one 
member of a facilities manager's team. The facilities manager 
will operate in an environment set apart from shops, suppli­
ers, factories, and architect's design rooms. The facilities man-
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ager will instead have to be comfortable making presenta­
tions or striking deals in the board rooms and meeting rooms 
of accountants, bankers, attorneys, real esta te developers, con­
struction executives, politicians, and college trustees. They 
wiU be equally comfortable in the offices of the President and 
the Deans, or in a meeting of the Faculty Senate. They will 
operate in this environment, not because they have been 
invited but because 1) they are responsible for pursuing facili­
ties solutions for their college or university, and 2) there isn't 
going to be anybody else in the university's administration 
who understands the multitudinous elements involved in 
these new approaches and solutions. 

To successfully navigate the full spectrum of facilities 
issues, the prerequisite toolbox of skills will be much different 
than what has previously been required. Som e of the m ajor 
differences between the past and the future facil ities manager 
include the following: 

1. Strategic Planning. Facilities managers need to be able to 
visualize the big picture and then synthesize strategies on 
how best to meet the requirements for facilities. The identifi­
cation of the full range of potential solutions to a problem, 
th eir systematic and thorough evaluation, and a concise, 
understandable presentation of a recommendation is just part 
of it. Defining the problem correctly is the first and most 
important component of problem solving. Since a facilities 
manager understands the long term cost liabilities associated 
with a bricks-and-mortar type solution, they will seek to 
examine other alternatives such as policy changes, better uti­
liza tion of existing facilities, on short-term measures until 
other events reduce or eliminate the problem. Thjs is the skill 
of thinking strategically, not just tactically, and it will be a key 
ingredient in how facilities m anagers view the world and 
their institutions place in it. 

2. Executive level skills. To play in their league you gotta 
walk the walk and talk the talk. When dealing with executive 
level decision makers, the 300-page report with appendices 
will not do. Somehow that report m ust be condensed down to 
a one page (did you say one page!) executive summary that 
covers tl1e issues, the bottom line, and why tl1e recommended 
solution is the best. Furthermore it has to be presented in ten 
to twenty minutes, otherwise you will lose everybody and 
find yourself going back to study it some more. Finally, the 
question and discussion period following the formal presen­
tation must convince the decision makers that the required 
thoroughness in analysis and staff work has been done. This 
requires the ability to anticipate concerns and issues facing 
the institution-financially, politically, and prograrnmatical­
ly-and to ensure that they are addressed as part of the exec­
utive decision making process. 

3. Experime11tation. Higher education 's future facilities 
manager will have to be prepared to run counter to the well­
en trenched conventional thinking prevalen t in tl1ese staid and 
conservatively run institutions. Overcoming the predominant 
tendency to further expand and build without considering its 
implications will require vision and a good dose of tenacity. 
The favorite question of college administrators and trustees 
"Has this been tried anywhere else before?" w ill need to be 
dealt with in the absence of being able to assure tl1em that 
other colleges are doing or have done it before. This will 

require skills in introducing change in organizations. It means 
knowing how to develop a process of very small steps toward 
change that, when taken together, represent a very Large leap. 
The ability and willingness to attempt this experimentation 
will form the breakthrough innovation so necessary to new 
facilities management techniques and models, and the future 
success of higher education. 

4. Networking. Best of Class or Best of Practice are terms 
associated with the processes of continuous quality improve­
ment. Yet how do we know what is best practice if we do not 
communicate with the outside world? Writing in Business 
8/indspots, Benjamin Gilad attributes the troubles at many of 
our major corporations, such as GM, Kodak, and IBM, to 
competitive sclerosis ... a disease that takes executives who 
have been extremely successful for many years and turns 
them blind to reality. For the facilities manager, benchmark­
ing operations, testing how others are doing with their experi­
mentation, and learning from other failures are part and par­
cel to good management. This m eans the willingness and 
ability to reach out and share information, as well as the abili­
ty to work collaboratively with peers a t other institutions or 
in other industries. Pa1-t a ttitude and part skill, it represen ts 
the desire to constantly know how others are doing it and 
how one stands with respect to the competition. 

5. Instih1tional Uniqueness. The facility needs of the 
research university are different from those of the small liber­
al arts college, which are quite different from those of the 
urban community college. While bricks are bricks and we 
probably all use sinular lightbulbs, the conditions, demands, 
and use of faciljties are much different from institution to 
institution. Therefore, while facilities managers may have a 
common goal-finding the best facilities portfolio that maxi­
mizes the goals of the institution- the range of solutions in 
tha t portfolio will be ma tched to the type of institution it is. 
This means that the profession of facilities management will 
become increasingly segmented, following the same trend as 
tl1e institutions themselves. The required skill, skill level, 
information requirements, and sphere of interests will be 
markedly different for facilities managers, dependent on the 
type of institution they find themselves in, although they will 
all share the same title and all belong to the same associa tion. 

Or will they? Will the new era of facilities managers find rel­
evancy in the programs that served physical plant administra­
tors so well during the past three decades? Will they be attract­
ed to participate, to contribute to our knowledge, and the level 
of practice. This past involvement has represented for so many 
years the rea l strength of APPA. Or is APPA doomed to 
decline because its products and services no longer truly 
address the issues of modem facilities management? 

At the Crossroads 
Some of us think that our association is at a critical juncture 

in its history. Perhaps the very things that led to APP A's past 
successes have created the conditions for its potential decline 
in the future. Some possible reasons: 

Preoccupation with Maintenance. For years the primary 
focus of APPA and that of the majority of its members has 
been directed toward the methods of building or renovating 
buildings, and ilien m aintaining them. While tltis has been a 



major portion of the physical plant rnison d'etre, it has crowd­
ed out almost every other aspect of the facilities management 
agenda within APPA. We have learned how to maximize, 
optimize, measure, critique, and reenergize maintenance, 
whether it be routine, deferred , emergency, or just about any 
other brand of it. Perhaps we have exhausted this aspect of 
facili ties and need to consciously work a t the other elements. 
That might mean having our m embers speak at other associa­
tions' conferences about the area we have developed so well 
and inviting those from other associations to talk about that 
which we need to learn m ore about. 

Members Needs? During the development of APP A's cur­
rent long-range plan, debates arose about whether the associ­
ation existed to meet its members needs o r those of higher 
education itself. The debate arose because of the concept of 
institutional membership versus individual memberships. 
Several of us argued (unsuccessfully) that the association's 
energies should be directed toward anticipating and helping 
equip our membership to solve the facilities problems facing 
higher education. This role can be played by an international 
association with the resources and time to look over the hori­
zon at what may lay ahead. Defining the trends within higher 
education will not be determined through member surveys. 
Instead, this requires constant questioning and discussion 
with others involved in the future of higher education. This 
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includes such entities as the American Council on Education 
and the Associa tion of Governing Boards, as well as public 
policy makers and think tanks such as the Carnegie 
Foundation for the Advancement of Teaching. 

Organizational Paralysis? Our representational organiza­
tional structure is great for leveling demands and, as some 
might argue, trying to make APPA all things to all people. 
Our type of organization, with regions that replicate the inter­
national structure, tends to promote conditions in whicl1 the 
established leadership tries to perpetuate itself. Therefore, 
there is a tendency in such organizations to see the same peo­
ple serve repeatedly on almost every conceivable committee 
assignment, at the region and then at the international level. 
This observation is no t intended to be judgmental. It is only 
intended to point out that a consequence of this structure is 
the tendency to create a "good ole boy" neh,vork. You end up 
having a relatively small group of individuals dictate what it 
thinks is in the best interests of the membership. As a result, 
many innovative or controversial ideas are dismissed before 
they ever see the light of day or the ears of the membership. 
This is what T call o rganizational paralysis. It is the very 
inability of the organizational structure to permit, let alone 
promote, any idea or proposal that is not in line with the lead­
ership's perception of association's values or sphere of inter­
ests. This is not unique to APP A, but in recognizing this ten-
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dency, measures should be explored to mitigate its influence. 
One measure might be the creation of the association's own 
think tank with membership based on some criteria o ther 
than time served in committee work or offices held. 

but frankly, it is unclear and uninspiring. Our vision should 
be worthy of the very mission of higher education itsel f. It 
should say specifically what makes us, and what we do, 
essential to the future success of our institutions. This is 
heady stuff, and f wiU not be so bold as to suggest what that 
vision should be. (1 will say that I believe a vision is to devise 
facilities strategies that will enhance the goals of education, 
not do all those other things we currently identify as our mis­
sion and vision.) 

Leadership Anemia? On a similar note, our organiza tiona I 
structure also tends to create what might be caUed leadership 
anemia. Because our presidents only serve a one-year term, 
they have at best two years to establish a direction, convince 
the organization this is a worthy goal, and then try to mobi­
lize resources to actually achieve some progress toward that 
goal. Realizing this is practically impossible, most of our 
recent presidents have attempted to pick a single issue that 
they would devote their energy toward its solution. Since 
most of the issues facing higher education are going to 

This treatise started on the premise that conditions were 
ripe for initia ting a new phase in higher education's evolu­
tion. We discussed the factors that were forcing changes in 
the methods of managing higher education and its facilities. 
The likely effect that these changes could have on the role and 
practice of facilities management were also reviewed . We 
then summarized several reasons why our association was 
not providing the needed leadership a t this critical juncture in 
facili ties management. So now, what do we do? 

require significant energy and protracted effort, our associa­
tion is unlikely to benefi t from one of the cornerstones of lead­
ership: a leader! We need to revisit our elected officer 
arrangement. Perhaps a structure where the President is 
appointed and serves a multi-year term wiU1 only the Board 
and its d1airperson being elected annually, would better 

Hopefully, the ideas discussed in this article will not end 
the dialogue about our future, but will elevate it to a higher 
level of consciousness. lf so, then I will have accomplished 
my purpose. In the meantime, life goes on. Some will contin­
ue to seek ways to trim another penny off the cost of their 
custodial services; at the same time, I' ll be trying to devise a 

serve the cause of leadership. 
Vision. Perhaps the most serious single deficiency in any 

organization is the lack of a unifying vis ion of what they are 
and what role they should play. Regarding our role wi thin 
higher education, APP A's current mission statement is nice, strategy where we might avoid the cost altogether. ■ 
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1995-1996 
Business Plan 

h~ Douglas K. Christensen 

A 
PP A's Bylaws state that the responsibi lity of 
the President-Elect is to seek out and devel­
op U,e strategy and d irection that needs to be 
part of U,e business plan for the association 
for the upcoming year. I would like to take 
this opportunity to update U,e members 

about what has taken place iJ1 the planning for the upcom­
ing year. The following activities have taken place to help 
focus APP A's Plamung Commjttee on creating the 
"Strategic Plan" proposal for U,e February 1995 Board 
meeting. 

1. 1994-95 "Vision" Exercise. Effort was made in ilie July 1994 
Board meeting to seek expectations and needs from boU, 
ilie APPA Board members and invited guests concerning 
issues related to our profession and what U,e needs and 
expectations will be for U,e future. Effort was made to focus 
on two areas: 1) who are "the stakeholders" U,at have a 
direct impact on our profession, and 2) what are ilie 
"expectations" and "needs" U,at will drive and give vision 
to our associa tion. The exercise produced nine different 
areas that the Board agreed to be considered as important 
issues to our future, as well as issues tha t will give us a 
vision and direction. 

1. Facilities management style 
2. Future of higher education learning 

APPA P,·esident-Elecl Doug Christe11se11 is director of capital 11eeds 
analysis at Brigham Yo1111g U11iversihj, Provo, Uta/1. 

3. Facilities leadership 
4. Infrastructure of campuses 
5. Strategic plrumi.ng 
6. Needs/wants of higher education 
7. Ted,nologica l impacts 
8. Poli tical / regulatory impacts 
9. International impacts 

2. IdentifiJ a "Business Process." The challenge from U,e 
recent evaluation of APPA by the American Society of 
Association Executives suggested iliat we formalize our 
rumual business process and identify resources and respon­
sibility to U,e direction that APPA wants to go. A six-step 
process for doing strategic and business planning has been 
presented and wiU be finalized in the February board. (See 
Figure 1.) Note U,at U1is is still in the d iscussion stage and 
has not been finalized. 

3. Establislt a "Vision Statement" for APPA. Elected officers 
and staff have met wiU, each of the regionaJ boards of 
directors during their annua l meetings to evaluate what 
elements are needed to develop an APPA Vision Statement. 
Time has also been spent with oilier APPA committees and 
Board members to get thei r clarifica tion as to ilie kind of 
vision we ought to have for APP A. We are in U,e process of 
finaliz ing U,e Vision Statement and w ilJ present it for 
consideration at the February Board meeting. If U1ere are 
any members within APPA who want to caU, iliscuss, or 
share U,e "vision" of APPA, please feel free to caU me at 
801-378-5700. 
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APP A Business Plan 
6 Step Process 

STEP I STEP2 STEP3 

Muting First Board Region Vi.sits Planning Planning Planning Executive 
Meeting Comm. wl Committee Committee Ccmmittee 

APPAStaff w/ Finance 
Committee 

Month July September November 
/October 

Agenda ~ Issues ~ Determine Qetennine ~ 
llems I. Review I. Feedback I. Staff input I. Issues I . Level of Busigess Plan 

• Vision • Members onAPPA • Board resources I . Strategy 
• Mission • Regional • Region • Issues 
• Current strategy officers 2. Review • APPA • Priorities 

issues Staff • Responsibilities 
2. Issues 2. APPA Info • Carryover • Resources 

• Carry overs • Current • Long-range 
2. Structure • Long range plan plan • Lther 

impacts •New • Awards 
• APPA 2. Priorities 3. Systems 

3. Initiate officers impaCIS 

• Current plan •EVP 3. Responsibilities 4. Sharing 

• Charge to board • Address (assignments) 
process 

5. Vision 

4. Theme for next 6. Mission 

Annual mtg Based 7. By-laws 

on current plan impacts 
8. Long-range 

plan 

STEP4 STEPS STEP6 

Meeting EducaJlon Board Winter Board Perm & Standing Current Board 
Programs Committees Committee Meeting 

Committee Meeting (Planning, Meetings 
ra presentatives, 

etc.) 

M o nth December February July 

Agenda Share Share Shar~ !;!usi~~ Pl!!!! Sh!!!!c !;!usin~s Pl!!!! Final ize 
llems 1. Proposed Proposed I. Present Next yrs. I. Present next yrs !:!~sinmPI!!!! 

Strategy Bu~inS:~~ nlan Business Plan. Business Plan I. Status of 
• Issues (Impacts) (All Committees Current 

• Priorities 2. Report on Impacts together) operating 
• Responsibi lities • Strategy • Systems •Issues plan 
• Resources • Structure • Structure •Priorities 

• Systems • by-laws • Responsibilities 2. Pesent Next 
2. Develop • Sharing • Vision •Impacts yrs Business 

• Schedule • by-laws • Mission Plan 

• Objectives • Vision • Long• range 2. Develop Plans in • Issues 
• Activities • Mission plan response to • Schedule 
• Confirm • long-range Board approved • Timing 
• Resources Plan 3. Report on issues. • Assignmts 

Implementation ( Individual • Resources 
3. Current Plans Committees) 

Operating plan • Schedule 
Status • Activities 

• Adequacy of 
4. Integration of resources 

Operating Plans verified 
• Timing 

5. Annual Meeting • Assignments 
Plan 

3. Report 
Development 
Plans & 
Coordinate 
(All Commitees 
together) 

L_ 



4. Survey Member Needs at Regional Meetings. We have 
asked the members who attend the regional business meet­
ings to give direct feedback in the following areas. 

■ Identify the "Important Stakeholders" for each member 
■ Prioritize APPA board "Vision" issues 
■ Prioritize APPA "Long-Range Plan" current issues and 

needs that members would like APPA resources spent 
on. 

■ We asked the members to identify at least four "Critical 
Issues" that they are faced with and need assistance in 
completing their responsibilities at their institution. 

■ We surveyed the members' information services level of 
access and priority. The survey asked how far the APPA 
association should go with technology and at what level 
of expertise members are wi th.in their institution. 

The importance of getting th.is feedback and information is 
to give the planning committee an idea of where and what 
the members are faced with and where the association ought 
to be. We will send back to the Region Presidents a summary 
of the information we learned from th.is survey at each region. 

5. Feedback from APPA Staff. We spent a day with the APPA 
staff gathering information concerning their vision of 
APPA and where the association ought to be going. Th.is 
information was very helpful to determine the long-range 
view that they have of the association and its members. 

Contract Management or 
Self-Operation 
A Decision-Making Guide 
for Higher Education 

Contract Management or SelfOperation: 
A Decisio11-i'v/aking Guide for Education 
will help you make an educated decision 
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6. Planning Committee. As you are aware the Planning 
Committee for APPA is made up of the President-Elect as 
chair and the three elected vice presidents. We have 
reviewed preliminary results of the information learned. 
During the process of gathering feedback, the committee 
will determine the real needs and expectations of the asso­
ciation. These needs and expectations will become the 
strategic plan for 1995-96. The goal of the APPA planning 
committee is to meet in January 1995 and finalize the rec­
ommendation that will be made to the APPA Board in 
February 1995. 

It has been a great opportunity for the leadership of APPA 
to visit with each of the region members, boards, and APPA 
staff and gather the kinds of issues that can and will affect the 
direction that APPA needs to plan to be successful. With 
emphasis on meeting the needs of the members and develop­
ing a strategy for implementing that direction will be the pri­
mary pieces of the business process for this year. It is my 
hope that you will feel free to contact us as we are doing this 
planning. We will announce our direction for 1995-96 later in 
1995. It will include those things that are critical and impor­
tant in meeting your responsibilities and stewardship to your 
institutions. We are learning a great deal and hope that the 
results will provide APPA with a better vision and more 
responsibility to the member with a better focus to cus-
tomer/ member services. ■ 

TO ORDER: 
All orders must be prepaid in U.S. funds . Complete order fom1 
and enclose check made payable to APPA and mail Lo: 

APPA Publications 
Dept. CMAD 
P.O. Box .1201 
Alexandria, Virginia 223 13-1201 
Orders are shippt:d via UP: please allow 3-4 weeks for delivery. 
Telephone orders a.re not accc1>tcd. 

ORDER FORM 
Contract Management or Self-Operation 
Softcover. 87 pp. 

Contract Management 
21" Self-Operation 

in selecting the best operating and man­
agPment approach from the array of appro­
priate alternatives. 

ISB 0-91 3359-73-4 
Price: $25/APPA members, $50/all ot11ers 

PrirP includes postage. 

A Decision-Making Guide for 
Higher Education 

Sponior1J11 by CHEMA. 
ThACcU'idol H~Elkaflan~~ 

Virtually any campus function or sen~ce. 
including instruction. is theoretically sub­
ject Lo privatization. The decision LO con-
Lract to an outside vendor is a difficult and 
at timf's emotional one. To some it con• 
ju res images of displaced employees and 
loss of institutional control. To others ii is 
a way of enabling schools to concentrate 
on the core mission of education and shPcl 
headaches and expenses. 

Easy-to-read matrices for each area visually guide you through each step of the deri­
sion-making process and list the factors that should be considered when evaluating 
the impact of different management approaches. A sample contract is included. 

Sponsored by CHEMA, The Council of Higher Education l\lanagement Associations 

Please check here: 
D APPA member institution D ot11er 

Title 
Contract Mgt. 
or Sel f-Operation 

Total 

Qty. Price 
$25/APPA mem.ber 

__ $50/ot11ers 

Orders must be prepaid. 
Enclosed is a check made payable to APPA. 

Total 

an1c ___________________ _ 

Title _______________ ____ _ 

Institution _________________ _ 

Strret Address ________________ _ 

City/State/Zip ________________ _ 

Phone _ __________ ________ _ 
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Foundations of Leadership 

__ for_ 

acilities fficers 
by Gary L. Reynolds , P.E. 

1 
n January APPA will be embarking on an exciting new 
journey. The first step in th_is new journey will be 
taken when the new Foundations of Leadership for 
Facilities Officers prog ram debuts a t the lnstitute for 
Facilities Management in Austin, Texas. This will be a 
groundbreaking event because, for the first time, 

J\PPA will be adding to its traditional educational s trengths 
in managemen t programs by providing an educational 
experience in leadership. This firs t s tep may not seem like 
much. But I believe that when we look back, this program 
will be recognized as the beginning of a fund amental 
change in APP A's educationa l programs and in our profes­
sion. This firs t step has not come easily. 

APP A's journey was actually started more than six years 
ago when Diane Kerby (then APPA Vice President for 
Educational Programs), John Ha rrod (then Chair of the 
Institute for Facilities Management), and I took a stroll down 
the Mall during the APPA annual meeting in Washington, 
D.C. APP A's leadership had been encouragin g the Institute 
for Facilities Management to add a "fourth" track to its cur­
rent three- track program-a "graduate" track if you will. The 
question was, "What should it be?" The fi_rs t kernels of an 
answer to that question sprang from that walk on the Mall 
and became the seeds for this new program. lnterviews with 
APP A's leadership and membership over the next several 
years helped to solidify the concepts that can be found in the 
Foundations of Leadership for Facilities Officers program. 

The journey has not only been a professional journey but a 
personal journey as well When r first began to discuss some 
of the ideas of leadership with facilities officers around the 
country, and with the facilities staff at Iowa State, I was chat-

Gary Reynolds is director of facilities mnnngeme11/ nl /own State 
University, Ames, !own, n11d chair of APPA 's l11stit11te S11bco111111ittee. 
He is also the editor nnd primary n11thor of APPA's book, Building 
Q uality: TQM for Campus Facilities Managers. 

lenged by one of the lSU staff to change my title from 
Director of Facilities Management to Facilities Leader. At first, 
I was taken aback by that comment because it was such a rad­
ical idea. It did not conform with the university's personnel 
policies, it wou ldn't be understood by outside organizations, 
etc., etc. I had a whole host of rationalized reasons why it 
wouldn't work. But it was a serious question that went right 
to the point. Am] leading or am I managing? I've struggled 
with this question for a long time, but I believe I have a better 
sense of how to answer that question today. 

As an engineer and technocrat (as many of us in this busi­
ness are), I've a lways focused on the technical issues and 
processes that ensure that each day the facil ities are ready for 
the teaching and research endeavors that occur on this cam­
pus. Though many of the issues we deal with are personnel 
related, personnel issues do not tend to be the visible "show 
stopper" issues that are common to the logistical hurdles of 
daily operation. It is easy for the focus to become narrow and 
technically oriented, especially if that is your background. 
Every one of us deals on a daily basis with project manage­
ment, environmental issues, safety concerns, deferred mainte­
nance, computerization, etc., it is very easy to let these techni­
cally oriented issues dominate your entire agenda. However, 
through all these daily technical discussions something con­
tinued to gnaw at my mind. If we are working so hard, then 
why are we getting so far behind? Why have so many of us 
lost sight of the vis ion and mission of our institution? Why 
are we struggling with deeply rooted personnel issues such 
as sexual harassment, diversity, and union/ management 
relationships? Why are the facul ty so demanding when I 
know they know we have linlited resources? Why is morale 
not as good as it could be? I felt there had to be another way. 

I began to read material by Deming, Juran, Block, Covey, 
Senge, and others. In this material J found a rich philosophy 
that helped me to see that for facilities managers the focus 
had to shift away from technical issues and processes to the 



people: the staff and our customers. Marvin Weisbord's book, 
Productive Workplaces: Organizing and Managing for Dignity, 
Meaning, and Community, p rovides a sense of this issue, 
"Quality of working Life-which is fa r from cul tural change­
can be seen as a serious effort to conserve our cultures deep­
est values against erosion by narrow economic and techno­
cratic thinking." Stephen Covey, in his book Principle Centered 
Leadership, speaks about "leadership by the compass." By 
understandjng the va lues we aU hold, and by working with a 
common set of principles as a framework, we can develop a 
tool that will always show us "true north." Charlje Jenkins, 
President of APPA and faciJjties adminis trator at Saint Mary's 
University, understands the need to change the focus and has 
challenged the staff at Saint Mary's with a vision statement 
that departs from the traditional "thing" orientation to a 
"people" orientation. "Our mission is to assure that every 
occupant of our buildings and every recipient of our service is 
certain, beyond doubt, of our unqualified regard for their per­
sonal dignity and for the value and worth of their contribu­
tion to the university mission. Our customers feel nurtured, 
inspired, and uplifted by the excellence of our service and the 
caring concern of our service providers." Truly a people­
oriented vision. 

As I did researd, for the "new track" a clear theme began to 
emerge that contained the organ izational concepts of staff 
participation, customer focus, and continuous improvement. I 
began to understand that the focus on these concepts had to 
be based on common underlying values and principles. Many 
of these concepts are embedded in the ideas of Senge's Fifth 
Discipline, Deming's Fourteen Points, and Covey's Seven 
Habits. I finally concluded that the d iscontent in my mind 
was Like an early warning breeze signifying the beginning of 
stronger winds of change. Further, I now realize that these 
winds of change are not just a passing breeze but a perma­
nent condition resulting from intrinsic d1anges in the envi­
ronment. The whispering winds a re saying, "Confi rm your 
values, rediscover your principles, make a personal change." 
But how do we do that? How do we take our organizations 
and ourselves from the current technkal, controlling resource 
lin1ited mind-set and move them to a principle-centered, staff 
involved, quali ty work environment that is customer-cen­
tered and continuously improving? lt is clear tha t surround­
ing these concepts are many other issues of organizational 
development, group norming, organizational lea.ming, lead­
ersh1p style and skills, commun ications, etc., that need to be 
understood. These concepts are not the traditional issues that 
APP A's educational programs have focused on. And yet, it is 
clear that a people-oriented approach to managing facilities is 
what facilities managers must not only come to know but 
fully embrace. 

At the same time that I was researching the fourth track, 
John Harrod asked Doug Chr istensen of BYU to review the 
other management programs that APPA offered, i.e., the 
Executive Development Institute for Facilities Managers and 
the Institute for Facilities Finance. As Doug and his commit­
tee reviewed these programs, and as he and T had numerous 
discussions, a picture began to emerge that suggested that a 
fundamental restructuring of APP A's educational programs 
may be appropria te. The vision that emerged included the 
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creation of centers of excellence that would focus on various 
management and leadership programs. The result would be a 
strengthening of the current management series and the addi­
tion of a new leadership series of educational experiences. 
From these d iscussions it became clear that a first step was 
needed . A step that would lay the framework for future lead­
ership programs. 

And so was bom APP A's fi rst leadership program, 
Foundations of Leadership for Facilities Officers. The week­
long program runs in parallel with the Institu te for Facilities 
Management from January 22 to Jan uary 27, 1995 in Austin, 
Texas. The firs t three days w ill be presented by the Covey 
Leadership Center and focus on principle-centered leader­
ship, the Seven Habits, and personal and organizational 
developmen t. The last two days will be case studies with 
APPA members sharing their experiences in leading their 
organizations through change. The program has three main 
goals: 1) provide a foundation for leadership skill that can be 
used to lead organjzational transformations, 2) provide an 
understanding of your own personal leadership skills and 
p rovide a foundation for improving those skills, and 3) pro­
vide an opportunity to share the experience of others who are 
leading their organizations through transformation. The pro­
gram is truly a unique blend of internationally recognized 
expertise and actual experiences of our members, thus pro­
viding a balance between theory and practice. 

In addition, this p rogram is unique in another way. It is 
important that APPA continue to provide the educational 
programs that have been its strengths of the past. The diverse 
management issues of custodial services, financial manage­
ment, project management, etc., remain as important founda­
tions for operating facilities on un iversity and college cam­
puses and are important to well rw, facilities organizations. 
APPA needs to con tinue to offer educational opportuni ties on 
these subjects. In order to continue the current programs 
while introducing new ones APPA has looked to the private 
sector to create partners in the delivery of educational pro­
grams. Corporate partnerships are and will be an important 
part of APP A's fu ture as APPA responds to the needs of the 
membership. Through these corporate partnerships programs 
can be offered with fresh perspectives, at lower cost, and 
higher quality. An exam ple of this cooperative relationship is 
this new leadership program where APPA is partnering with 
Marriott Education Services and the Covey Leadership 
Center. 

This new program is just beginning. The title, Foundations 
of Leadership for FaciJ ities Officers, was a conscious choice to 
signify that this program is only the beginning. The vision is 
to provide a series of educational offerings on leadership that 
will explore the complex and extensive theory and practice of 
leading facilities management organizations. Look for further 
developments. 

Oh yes, the answer to tl1at challenge to me? l am charged 
w ith managing the facilities on behalf of the institu tion's 
stakeholders, and the title of Director of Facilities 
Management will do just fine. T just need to remember that 
values and principles ultimately drive a successful organiza­
tion and that the true strength of the organization is found in 
the people, not the facilities. ■ 
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susta1n1ng Excellence: 
Bold Stratesies for 

Transforming 

Your Organization 

by Wil l iam C. Maynard and Th omas J. Champo ux 

~ 

Excellence is not nbo11t ltnving things, 
or nbo11t hnvi11g recognition, or nbo11t 
hnvi11g money or power or position. 
It's nbo11t being pnrt of something 

wortltwhi/e-where people cnn go almvP 
nnd beyond. 
- Pat Riley 

he pattern for the future has 

already been established. Those 
organizations tha t learn to excel 
and, more importantly, sustain 
their levels of excellence will suc­

ceed in the new global economy. Those that 
do not, will likely disappear. 

After twenty years of working wi th cul ture change and 
helping organizations "do better," it is clear that the employ­
ees at all levels of your organization w ill be the key to your 

Bill Maynard, Ed.D., and Tom C/1ampo11x are cofo1111ders of The Effective 
l11stit11te, Redmond, Washington; Maynard is president and CEO, and 
Cha111po11x is executive vice president. Cha111po11x presented a day-long 
program on leadership at A PPA 's 1994 n11111inl 111eeti11g in San Antonio. 
T/1is article is a11 excerpt from a soon-to-be-p11b/ished book, The Circle of 
Excellence: Bold Strategies for Transforming Your Organization. 

future success. Fully util izing both the technical and people 
resources will requi re doing things very differently-so dif­
ferently that the transformation process will require courage 
and boldness on the part of todays leaders and managers. 
Fi.rst, we will provide a framework for what we believe to be 
the current situation in most organizations, and then an out­
line of seven strategies we have found to be critical to the 
transformation of an organization. 

In 1982, Tom Peters and Bob Waterman published their 
book ln Search Of Excellence. It was an astounding bestseller, 
resulting in a wave of interest in "excellence." Though few 
realized it at the time, the book triggered a major shift in how 
leaders and managers viewed their organizations. The coun­
try was entangled in a serious recession, our economy was in 
trouble, and so were many organizations. 

The conclusions that Peters and Watem1an arrived at were 
based on studies of forty-three companies, all of which had 
for twenty years demonstrated superiority over their com­
petitors. Each had been an industry leader. Peters and 
Waterman used as their criteria for identifying the "excellent" 
companies the twenty year averages of: 



1. compow1d asset growth 

2. compoW1d equity growth 

3. ratio of market value to book value 

4. return on capital 

5. return on equity, and 

6. return on sales. 

Since the publication of their work a remarkable discovery 
has emerged. Within five years of the publication of the book, 
two-thirds of the companies were no longer on the list, and in 
1990, only fourteen of the original forty-three were stil l con­
sidered "excellent." Peters and Waterman showed tha t 
achieving excellence is indeed difficult. And time has proven 
that sustaining excellence is nearly impossible. What goes 
wrong? 

The Paradox of Excellence 

Excellence is not an acco111plish111ent. 
It is a spirit, a never-ending process. 

- Lawrence M. Miller 

Excellence - to excel; to become the best at what you do. 
It has become clear to us that most organizations are pri­

marily driven by economic forces, by technological forces, or 
by both. These forces often result in short-term and quick-fix 
strategies, but rarely result in long-range, sustainable 
improvements. Typically, major changes in ways of doing 
things are pushed through in order to save money or generate 
more money. As an example, improvemen ts in productivity 
are expected as a result of implementing Total Quali ty 
Management, quality circles, reengineering, downsizing, 
reorganizing, and other forms of technological change. These 
usually result in short-term changes in the financial indica­
tors, but little ci1ange in U1e organization's ability to achieve 
or sustain a higher level of excellence over time. 

Until very recently there has been little attention paid to the 
dynamics and interactions of people w ithin organizations and 
the impact they have on bottom-line results. We believe that 
focusing only on economic and tedmological variables and 
issues can actually prevent organizations from achieving 
excellence and limit their success over the long rW1. Equal 
attention and the resources of time and energy must be pa id 
to the development of people at all levels in order to truly 
transform an organization and sustain excellence. 

Our view of excellence contains a paradox. True excellence 
is not achievable. Achieving and sustaining excellence is a 
process; the continuing process of becoming the best you can 
be-and then working at getting better. It requires generating 
a sense of urgency for change throughout the organiza tion, 
and the wisdom to balance the financial forces with the needs 
and capabilities of the people. The difficulty is compoW1ded 
by the nagging drive for quarterly earnings or short-term 
goals, at the expense of long-term benefi ts (sus taining excel­
lence). There needs to be a balance-dollars and people 
working together to become the best. Sustaining this level of 
excellence not only results in financial success, but also in the 
stability and growth of the organization. 
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Building a Better Workplace 

We want satisfaction from accomplishment 
and friendships, balanced personal and 
professio11nl lives, and to have fim in 

all our endeavors. 
- Levi Strauss & Company 

Organizations need to become healthy, fW1, and good 
places for people to work. They need to be places that are not 
only exceptionally productive in terms of output and finan­
cial return, but must also be places of decency and d ignity; 
where people treat ead1 other with respect and kindness. 
When we ask hourly employees, or supervisors and man­
agers about their workplace, 98 percent tell us they really 
want it to be a better place: more pleasant, more fW1, with less 
stress and anxiety. They want to be treated with dignity and 
respect. 

With few exceptions, a pleasant environment in which peo­
ple trea t each other well is a more productive place-and 
healthier. We have worked in p laces in whid1 people treat 
ead1 other kindly, and in places where people don' t. Kind is 
better. We have also been in places where the primary mode 
of feedback is praise, and in those in which it is criticism. 
Praise is better. When people are treated poorly they become 
alienated and hostile. They put in their time and look for 
ways to get even . We are continuously amazed at the insensi­
tivity and shortsightedness of many managers. 

Consider these as situations that are not so W1usual in our 
business world today. 

Recently a mid-size man ufacturing company was faced 
with a difficult financiaJ decision. They had spent man y 
months building trust and teamwork internally, but sales had 
slipped for severa l quarte rs, and Wall Street downgraded 
their ra ting. The management team decided that an immedi­
ate downsizing was a short-term but necessary solution. They 
also agreed that they needed to keep the whole thing quiet for 
two reasons: they d id n' t want to alarm the employees, and 
they wanted to minimize the effect on the stock price. The 
final decision was made on a Wednesday, and on the follow­
ing Monday, without anJ10W1cement, over 200 employees 
were handed "effective immediately" termination notices as 
they arrived at work. The layoff accomplished the short-term 
goal, but destroyed morale and trust. One W1anticipated 
result was tha t a number of highly skilled, long-term employ­
ees w ho had survived the sudden temunation, left the com­
pany to work at a "better place." 

Here is how a manager who survived a major downsizing 
in another company described his experience. 

"Ours is a $1.2 billion organization which recently experi­
enced a decline in profits and in stock price. A new president 
was brough t in and a short time later ordered an across the 
board budget cut of 8 percent. We managers were told that if 
we made the cuts by April 1 (three months) we could charge 
them off on current expenses and not affect our next year's 
budget. No criteria for budget red uction were provided, so 
almost all of the cuts were accomplished through elimination 
of employee positions. Some 900 people were quickly termi­
nated. Many had been with the company for ten to twenty­
five years. Soon after the layoffs, upper management discov-
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ered that many critical positions had been eliminated, so they 
brought back nearly 200 people. 

"I know of one woman," he went on to say, "who had start­
ed with the company twenty-five years ago as an hourly 
employee, had continued her education and eventually was 
promoted into a management position. When her position 
was terminated, several other managers stepped forwa rd and 
wanted to keep her. The decision went to the vice president of 
finance who said that, because of her salary, he couldn't justi­
fy keeping her, and she was terminated. 

"There was total destruction of the social systems, of teams 
and teamwork, and of loyalty, commitment, and the desire to 
do the job. But Wall Street loved it. They called it a demon­
stration of commitment and control, and recommended a buy 
of the stock. I'm looking for a new job." 

Contrast these examples with the Harman Management 
Company. They are fun people to be around. Pete Harman 
was the original cofounder, with Colonel Sanders, of 
Kentucky Fried Chicken. Pete at age 75 is still the active CEO 
of the company, and his executive vice chairman is Jackie 
Trujillo. Harman Management owns 265 KFC stores located 
in California, Colorado, Utah, and Washington. Pete and 
Jackie know each of the store managers and assistant man­
agers personally. Managers are provided opportunities for 

ownership in their s tores, and actively engage all of their 
employees in the success of each store. Teamwork and play­
ing fair are qualities emphasized throughout the entire orga­
nization. Pete and Jackie not only model these values, but also 
share the company's success; they have provided a profit­
sharing plan that includes hourly employees. At Harman's 
people work hard and play hard. Every year the company 
provides a week-long conference for managers, assistant 
managers, and spouses. Half go to a resort in Southern 
California and the other half to Hawaii, then the following 
year they switch. All expenses are paid. A big part of their 
week is focused on relationships and play. 

Pete, Jackie, and the Harman management team have creat­
ed an extraordinary culture in an industry noted for burnout 
and high turnover. Their results are equally extraordinary. 
The industry average annual employee turnover is 250 per­
cent. At Harman's it is only 100 percent. The average industry 
turnover of store managers is near 100 percent, compared to 
Harman's 14 percent. On top of all this, Harman's is a very 
financially successful company; sales have continued to 
increase even in a declin ing market, they continue to reduce 
costs and increase efficiency, and they have been consistently 
profitable. 

Continued on page 38 

Finally ... 
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QualitJ•: TQMfor Campus Facilities 
Ma11agers and oth e r APPA Publicatio ns 
write to: APPA Publications 

P.O.Box 120 1 
Alexandria, VA 223 13-1201 

A Total Quality Management Book Written Just For 
Facilities Managers and Others in Support 
Services. 
Building Quality focuses on the realities ofTQM 
in facilities management. 
TQM can be a valuable tool for improving the performance 
of any organization, but it can be particularly beneficial to 
support units dedicated to service such as college or 
university facilities departments. 

This book includes chapters on 
• total quality management as a management style 
• the history ofTQM 
• parts and princ iples ofTQM 
• planning for TQM 
• training and tools 

plus 
• seven case studies 
• de tailed, how-to instruc tions on the tools ofTQM 
• sample control shee ts 
• matrices illustrating where the TQM effort should begin, 

who should be involved , and to what degree, based o n 
your school's structure and missio n. 
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Continued from page 36 

Transformation Requires Courage 

Why not go out on a limb? 
That's where the fruit is. 

-Will .Rogers 

In our work with clients, we have found that most execu­
tives, managers, and team leaders are hearing the message 
"we must change." Few however, know what to cl1ange or 
have acquired the knowledge and skills necessary for success­
ful large-scale change. The reaction to change ranges from 
denial, sabotage, and frustration, to autocratic demands for 
democratic participation. 

Why is it so difficult for executives and managers to devel­
op and utilize healthy and effective strategies for change? We 
think there are several significant, yet resolvable difficulties. 
First, most don' t know how to implement effective strategies. 
Their predecessors didn' t do it. TI1eir mentors didn't do it. 
These skills weren' t taught in MBA programs. So they have 
had no model to learn from. Second, they are rewarded and 
promoted for their technical expertise, their financial manage­
ment ability, and for accomplishing tasks, not for dealing 
effectively with their people. Third, it costs money and takes 
time to cultivate sustainable organizational change, and ini­
tially these dollars have a negative effect on the bottom line. 
These factors present powerful forces that create a situation 
difficult to change. 

Bold Strategies for Transforming Your 
Organization 

Our strategies for transformation are bold, but vital for the 
success of organizations. In addition, many are contrary to 
traditional management structures and most corporate cul­
tures. Bold because they are perceived as "soft and fuzzy" by 
the bottom-line managers, and a "fad of the month" by oth­
ers. Bold because they require total commitment by manage­
ment and an investment of tin1e and money-and they fly in 
the face of the drive for profits every ninety days that Wall 
Street demands. It takes boldness to change an organization 
from old ways of doing things, and it takes courage to stand 
up to the criticism, cynicism, and ridicule of those who refuse 
to believe differently, and who desperately hold on to the 
past. 

It takes courage to act differently, but for those who do, the 
changes can be everlasting. 

In brief, the strategies we have found to be most effective 
for achieving and sustaining excellence are: 

Strategy One-Create a Climate of Caring 
Theodore Leavitt, as editor of the Harvard Business Review, 

wrote, "A business can never have too many customers, too 
many capital assets, or too much decency." Leavitt's com­
ment about decency goes to the heart of the most important 
key of all for transformation. A caring organization is healthy, 
innovative, fun, and profitable. 

Strategy Two-Develop Cooperation at All Levels 
A cooperative organization is one in which all employees 

work with each other, share knowledge and skills, and are 

mutually responsible for the success of the organization. The 
prevailing attitude is, "We're in this together, and we need 
each other in order to win." Teamwork at all levels is promot­
ed, and destructive internal rivalries are eliminated. 

Strategy Three-Focus on Quality 
In recent years there has been great emphasis on quality 

improvement. Most efforts are focused on the quality of prod­
ucts or quality of service within the organization. Our experi­
ence tells us that quality improvement needs to be a continu­
ous process, focusing on quality of people's behavior and the 
quality of relationships within the organization as well. 

Strategy Four-Adaptability; Ability to Tum on a Dime 
The ability to tum on a dime is the real statement of adapt­

ability. It has to do with developing an internal climate of 
innovation and rapid response: anticipation and action. This 
is a major shift for most organizations and requires breaking 
out of old "comfort zones." 

Strategy Five-Continuously Develop Skills 
People will be required to work in ways that are different 

than what they have done in the past. Real teamwork, for 
example, requires skills that are different from simply being a 
member of a work group. Skill development means an on­
going investment in training-but not just any training. Our 
studies show that 85 to 90 percent of the training provided 
managers is in the area of technical skill. Yet they spend near­
ly 85 percent of their tin,e dealing with "people problems." 
There will need to be continuous emphasis on training in the 
areas of self esteem, interpersonal dynamics, and team 
dynamics. 

Strategy Six-Promote Effective Leadershlp 
Effective leaders focus on "doing the right thing" by 

1) having a vision; an image, idea, and belief about how 
things could be better 
2) being dear about their values regarding employees, cus­
tomers, and quality, and they instill these values within their 
organizations 
3) having t11e courage to act on their beliefs and values, and 
4) holding themselves and others accountable for commit­
ments and results. 

Strategy Seven-Ethics: Managing Delicate Balances and 
Difficult Choices 

The rate of change plus t11e number and kind of decisions 
managers must make pushes the limits of what is " right" ver­
sus what people sometin1es have to do to "get things done." 
For many organizations, success will be determined by the 
delicate balances and difficult choices their people make; their 
ability to "do the right thing." Ethics is about "decency," 
doing what is good for the organization and what is right for 
the customers and the employees. 

Striving for excellence is a very worthy goal, but you better 
not wait too long. TI1ere are bold and courageous people out 
there who have already started. ■ 

Whatever you can do, 
or dream you cm1.. .begi11 it. 
Bold11ess /zas genius, power 

and magic in it. 
-Goethe 
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to help with your planning 
Alenco's 1994 product election 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 ingle-hung, 
double-hung, horizont tl sliders, projected, casemem, and 
fixed. Examples of specific completed projects arc shown. 

This booklet also contains sections on Alenco 
Commercial's insmllation 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. 

1\lenco Commercial is a division of Redman Building 
Products, Inc., one of tl1e largest manufacturers of 
aluminum 1vindows 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 
witl1 your project from concept through completion, and 
you can find out more by requesting our 1994 product 
selection booklet. 

Ask for your copy. 

Alenco Commercial 
A division of Redman Building Products, inc. 

201 orth FM 2818 
Biy.u1, Texa~ 77803 

1-800-444-1444 
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and Energy an d Utilities FaU 4 

Submissions Due ov. 4 for " Preserving Contracted Services 
Our Educational Heritage" Fall 10 The Make-or-Buy Decision: The Organization 
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Lead News: summary and update, 
by Barbara Hirsch FalJ 14 

Applying New Tools to Project Management, 
by Boone Hellman Summer 60 

Customer Service (APPA Answers), 
Capital Renewal/Deferred Maintenance by Maxine Mauldin Summer 63 
Sta tewide Facil ities Funding: Arkan sas The Customer is King (Focus on 

Develops a Model, by Joan C. Leotta Spring 16 Management), by H. Val Peterso11 Fall 16 



WINTER 1995 ♦ FACJLITIES MANAGER 43 

Energy Management/Utilities Higher Education Issues 
Energy: An Overview, by Mohammad H. Fulbright Available Spring 9 

Qayoumi Winter 12 Statewide Facilities Funding: Arkansas 
The National Energy Policy Act of 1992: Develops a Model, by Joan C. Leotta Spring 16 
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Commitment," rev. by Clayton E. Shetler Spring 48 Andrepont, John S. Book review of 

Quality Customer Service, by Roger E. Rowe Summer 20 Demand-Side Management Planning Fail 51 
Quality Service Through Employee-Defined Bigger, Alan S. Book review of Total Quality 

Performance Management, by Laura f. Management for Custodinl Operations Fall 52 
Davis & Michael L. Hagler Sunimer 48 Cannon, Joe. Book review of Track 

Alternative Solutions to Parking Problems Co11str11ction Manual Winter 49 
for the Urban Campus, by Alan Charles ___ . Book review of Strategic Corporate 
Freeman & Thomas Topolski Fail 40 Facilities Management Fall 50 

Book Review: "Strategic Corporate Facilities Davis, Laura J. (with M.L. Hagler). "Quality 
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Suter, William G. (with W. Mpelo & P.J. 
__ . "Computers That Listen : Finally, Sdmeller). "Assessing Customer 

Low-Cost Speech Recognition Products That Expectations" Summer 22 
Work" Spring 46 

Topolski, Thomas (with AC. Freem an). 
--. "PowerPC and You" Summer 66 "Alternative Solutions to Parking Problems 
__ . "Punch Up Your Printouts With for the Urban Cam pus" Fall 40 

Charts" Fall 48 Wassenar, Winthrop M. (with}. Hug). 
Mpelo, Wilma. "Round table Roundup: "A Cross-Country Exchange: Two Facilities 

Trainers Network" Fall 7 Officers Change Jobs" Fall 34 
Mpelo, Wilma (with P.J. Sdmeller & W.G. Weeks, Warren W. "Improving District 

Suter). "Assessing Customer Expectations" Summer 22 Cooling System Performance" Winter 24 



APPA Member Services Presents 

THE 
INTERNATIONAL 
EXPERIENCE 
EXCHANGE 
A Database For 
Higher Education Facilities Management 

F
or ten years APPA has provided information and "networking" assistance through our 
International Experience Exchange database. The database contains a wide variety of 
information from more than 1,000 institutions of higher education. The APPA office has 
responded to thousands of requests for information and materials. 

Because of the flexibility of the database, we are able to provide a printout listing the col­
leges and universities that have similar concerns or that have previous experience in a project 
or activity on which you would like more information or assistance. For instance, if you wanted 
a list of public institutions that used contract custodial services, simply call APPA Member 
Services. If you need a list of schools with cogeneration plants, or custom-designed preventive 
maintenance software, or that have built or renovated a library or sports facility, the 
International Experience Exchange is here to assist you. 

Information can be selected by a number of different criteria, including the following: 
■ Carnegie classifications of institutions. 
■ Size of physical plant or number of full- or part-time employees. 
■ Type of program or number of FfE students served. 
■ Physical plant responsibilities. 
■ Construction and planning responsibilities. 
■ Classification of buildings. 
■ Utilities sources. 
■ Activities in employee training or employee morale/ recognition. 
■ Computerization. 

The International Experience Exchange is a free service to APPA member institutions. All 
you need to do is call or write us with your request If your institution is not on the database, 
please complete a survey form and return il to APPA for inclusion. The more schools we have on 
the database, the more comprehensive the data will be. 

For more information about the International Experience Exchange or to receive a blank 
survey, call APPA Member Services at 703-684-1446. With all this information only a telephone 
call away, we encourage you lo use this valuable APPA program. 

Am\ 
The Association of Higher Education Facilities Officers • 1446 Duke Street • Alexandria, Virginia 22314-3492 

APPA Member Services • Telephone: 703-684- 1446 • Fax: 703-549-2772 
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Howard Millman 

Safety Software: OSHA on a 
Disk 

Y ou've heard it before, "Safety is 
everybody's responsibility." 
But as the physical plant direc­

tor, it's more your responsibility than 
most other people's, isn ' t it? 

Howard Mi/mn,1 is a systems i11tegrator for 1111i­
versities and hospitals. His company, Data 
Systems Services, is based in Croton, New York. 

Like every other facility management 
operation that uses numbers or words, 
creating and writing an OSHA-compli­
ant employee safety plan just got a little 
easier. SafetyPlan Builder, a software 
package from TIAN, Inc., includes 
everything you need to create a written 
accident prevention plan. 

While OSHA does not specifically 
require you to have a w ritten plan 
as a practical matter to comply with 
their myriad regula tions, you will 
be better served if you have one 
on paper. In addition, other regulato­
ry agencies such as Federal Hazard­
ous Communication Standards, 
require a written plan, as d o many 
s ta tes. 

SafetyPlan Builder, a one-size-fits-a LI 
safety plan, contains all the raw materi­
als. It's up to you to browse through its 
400 or so pages and select the elements 
you want included in your safety plan. 
While the program's text adheres to 
federal guidelines, it also includes s tate 
mandated distinctions. Twenty-two 
states have special requirements that 

High Quality Facilities Advice for Top Management 

ANADAC 
Facilities Group 

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

modify or exceed OSHA's regulations. 
Included with the software is a com­

prehensive, fully indexed 200-page 
manual While the disk contains the 
text database detailing OSHA regula­
tions, the manual contains a wealth of 
safety related information including 
forms, supplementary sources, and 
legal obligations. In addition, the pro­
gram includes two dozen preprinted 
sample forms covering all aspects of 
training, accident prevention, reports, 
and checklists. 

JlAN spokesperson David Kaminer 
says that writing your own safety plan, 
including research, will take from 175 
to 300 hours. He estimates that writing 
a safety plan using SafetyPlan Builder 
requires only five hours. 

The software runs directly under MS­
DOS, or in tl1e MS-DOS shell of 
Windows 3.1. Rodent lovers can per­
form most of the navigation and menu 
selections witl1 a mouse. The program 
practically installs itself, asking only an 
occasional question. 

As you follow the instructions in the 
Getting Started manual, your fi rst step is 
to configure the software by filling in the 
Templates. Templates customize the pro­
gram to your department's trades and 
state, thereby personalizing and focusing 
the program's content for you. 

Next, you answer a series of ques­
tions, Variables, that provide the pro­
gram with your facility's name, the 
name of the safety coordinator, emer­
gency phone numbers, and other site­
specific information. After you answer 
these questions and fill in the 
Templates, you have essentially told 
the program what you want included 
in the manual 

Next, you review the manual's con­
tents to see that it contains the provi­
sions you want included. Here also is 
where you add or delete any wording 
that you want changed. SafetyPlan 
Builder contains an elementary word 
processor to make simple revisions. For 
major revisions you can import the text 
into a word processor. 

Viewing the manual's content 
onscreen, prior to printing, is where T 
think the program loses some of its 
momentum. For example, in order to 
view the contents, you need to step 
tl1rough three menu levels. Firs t you 
chose View Selections. Next, you chose 
Sections, then highlight the section you 
want to read and select View Text. 



This process could be made simpler. 
The main body of safety related text, 

ail 400 pages, consists of six main 
headings totalling 40 d1apters. 
Accident Prevention/ Safe Work 
Practices provides solid advice on 
raising your staff's accident awareness 
threshold. 

Resources details and recaps training 
opportunities as well as listing in-house 
safety personnel. Safe Practices itemizes 
eight of the most common safety poli­
cies including electrical, fire, gas, chem­
ical, and other. Safety Procedures 
recaps accepted procedures for dealing 
with problem areas and conditions, 
such as emergencies, ladders, confined 
spaces, materials handling, and protec­
tive equipment. 

Special Applications focuses on 
issues concerning pesticides, carcino­
gens, bio hazards, and others. 
The Industry Specific groups define 
eight broad classification of high haz­
ard industries (such as logging and oil 
wells) that warrant special attention. 

Facility managers will probably 
excerpt sections from a number of sec­
tions. Browsing through the pages I 
could envision you compiling your 
manual with excerpts from Building 
Management and Construction, 
Pesticides, Safety Training, Ladders 
and Scaffolds, Material Handling, 
Portable Power Tools, Abrasive 
Grinders, Fueling, Lock Out 
Procedures, Powder Actuated Tools, 
and Fire Safety. 

While most of these selections will 
result from your initial answers as you 
set up the Templates, you can subse­
quen tly modify your selections in the 
Browse menu. 

Once satisfied witl, your selections, 
you can send the text to your printer. 
You have a choice of printing just tl,e 
sections you selected or all 400 pages 
(but why?). Some professional touches 
include an automatically generated 
Table of Contents, a cover page, and the 
site-specific data excerpted from the 
Variables you provided during set-up. 
The program prints plain vanilla text. 
However, it offers you the easy option of 
generating an ASCII text file that all 
word processors can easily import. This 
text tends to the dry and technical, so 
layout tricks such as bolding, insets, and 
font changes will make it easier on tl,e 
eyes. So, if you want more pizazz, and 1 
suggest it, import tl,e text into your 

word processor and punch it up a bit. 
SafetyPlan Builder retails for $139, 

while actual selling price runs nearer 
$90 at national software chains. ]IAN 
also sells the product directly. Reach 
tl1em in Mountain View, CA at 415-254-
5600, fax: 415-254-5640. 

As always, tl,e right software will 

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. 
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make a task more manageable. And 
SafetyPlan Builder will help you orga­
nize, manage, and update the volumes 
of safety data a comprehensive safety 
plan contains. lt will also translate tl,e 
rules into easy-to-understand "Do's 
and don t's." After tl,at, enforcement is 
up to you. ■ 

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

ABNI 
AMERICAN BUILDING 
MAINTENANCE CO. 

a subsidiary of 
American Building 
Maintenance lndustnes. Inc. 

Robert Ramirez. Vice President 
College & University Division 
American Building Maintenance Co. 
50 Fremont Street. Suite 2600 
San Francisco, CA 94105-2230 
Fax 41 5-597-7160 
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APPA Events 
Contact the APPA Educational 
Programs Departmen t at 703-684-
1446. 

Jan. 22-27-Ins titute for Facilities 
Management. Austin, TX. 

Mar. 17-18-Building 
Commissioning. San Fran cisco, CA. 

July 16-18-82nd Annual Meeting 
& Educational Conference. 
Phjladephia, PA. 

Other Events 
Jan. 28-Feb. 1-American Society of 

Heating, Refrigerating, an d Air 
Conditioning Engineers Centennial 
Meeting. Chicago, fL. Contact: 
ASHRAE Customer Service, 800-5-
ASHRAE or 404-636-8400. 

Feb. 2-3-Clean Water Permitting. 
Mesa, AZ. Contact Sarah Schuler, 
Government Insti tutes, Inc., 4 
Research Place, Suite 200, Rockville, 
MD 20850; 301-921-2345. 

Feb. 8-10-Telecommunications 
Infrastructure Planning. Seattle, WA. 
Contact: Andrea Luoma, Washington 
State Uruversity, Conferences & 
Institutes, 208 Van Doren Hali, Pullman, 
WA 99164-5222; 800-942-4978. 

Feb. 9-12- Advan ced Roof 
Consulting. Pruladelprua, P A, Seattle, 
WA, and Toronto, Ontario. Contact: 
Roof Consultants Institute, 7424 
Chapel Hill Road, Raleigh, NC 27607; 
800-828-1902; fax 919-859-1328. 

March 7-8-En vironmental 
Reporting & Recordkeeping 
Requirements. Orlando, FL. Contact: 
Government Insti tutes, 4 Research 
Place, Suite 200, Rockville, MD 20850; 
301-921-2345. 

April 19-20-Globalcon Conference 
on Energy and the Environment San 
Francisco, CA. Contact Brian Douglas, 
P.O. Box 1026, Lilburn, GA 30226; 404-
279-4386. 

ABM Systems . . . . . . . . . . . . . . . . . . . 49 
AEC Data Systems, Inc. . . . . . . cover 4 
Alenco ...................... .. . 39 
American Management 
Systems, Inc . . . . . . . . . . . . . . . . . . . . 40 

ANADAC, Inc. . . . . . . . . . . . . . . . . . . 48 
APPA 
Publications .. . 10, 28, 31, 36, 45, 47, 52 

APP A Member Services . . . . . . . . . . 47 
Arrow Enterprises, Inc. . . . . . . . . . . . 9 
CES/Way ....... . . . .... . ..... . . . 51 
Data Systems Services....... . ... . 7 
DriTherm, Inc. . . . . . . . . . . . . . . cover 3 
Informed . . . . . . . . . . . . . . . . . . . . . . . 11 
ISES Corporation . . . . . . . . . . . . . . . . 2 
McCourt Manufacturing . . . . . . . . . 37 
Ogden Educational Services . . . . . . 16 
Pittsburgh Corning . . . . . . . . . . cover 2 
Recycling Products, Inc. . . . . . . . . . . 23 
Salabury Industries . . . . . . . . . . . . . . 8 
TMA Systems, Inc. . . . . . . . . . . . . . . . 27 
Virgirua Polytechruc Institute . . . . . 4 

There is always a need to get hack to basics ... 
MANAGEMENT 

BASICS 
The Contents of this book include: 

■ The Changi ng Role of the Physica l Plant 
Manager 

■ Developing Positive Visibility 

■ 1egotia ting the La bor Contract 

■ Managing fo r Excellence: A Model 

■ The Multicampus Long-Range Master 
Plan 

■ Cost Control Centers 

■ Ma naging a t the Sma ll College 

■ Presupervisory Training 

■ Contracting fo r Services 

■ Choosing an Appropriate Leadership 
Style 

... 
The book is 140 pages and costs: 

$29 for APPA mem bers 
($35 for nonmembers). 

Send orders to: 

APPA Publications 
Dept. MBAD, P.O. Box 1201 
Alexand ria, VA 22313-1201 

Orders must be prepaid. Cail the APPA office 
fo r more information, (703) 684-1446. 

T he Association of 
High P-r Ed ucation 
Faciut:ies Officers 



Energy Hogs 
~~~ are rooting 
~ ~ . l llJ;l your 
'~ Pr~ils 

~ \ 

They're rooting in your HVAC 
~:--......:;~-::::-;~:_~~:.~;:,,-:-II - system, they're snuffling at the 

windows and pawing at the light 
fixtures. You see the results of their 

stomping and spoiling in your fat 
monthly utility bills. 

Happily, with CES/Way you~ hog 
· tie the energy hogs. 

0. You can control and reduce and whip your 
utility bills from now until forever. You can 

\ ) control a direct cost with a concept called 
l Performance Contracting. (CES/Way was a 

pioneer and developer of this concept and has 
proven it across the country.) 

Performance Contracting requires no capita) 
expenditure by you, yet it means significant savings 
on energy costs for the forseeable future. It allows 
you to totally re-engineer your physical plant for 
energy savings, without spending your own hard­
to-get capital. 

CES/Way has a nifty idea here. To find out 
exactly how it works and can work for you, write 
for our new brochure ''Energy Hogs & How To Put 
Them In Bondage". 

You've nothing to lose but high energy bills. 

Meis/Way 
5308 Ashbrook 

Houston, Texas 77081 
(713)666-3541 

~----------------------------------------------, 1 PleaM Mad - your "E-gy Hoge & ! Hog Tie How To Put loan In Bondage" brochure. 
I 
I 
I 
I 
I 

Name ntle 

,------------------1 Company 

'------------------1 Address 
I 1------------------L a1y ___________________ Sia• _________ Zip _________ J 



AP PA '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? 

Find 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 faci li­
ties audit-identifying the ex isting 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 wi ll 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 checkl ists for conducting an individual ized fac ility 
audit. 

CONTENTS: 
• Introduci ng the Facilities Audit 
• Preparing for a Faci lities Audit 
• Designing the Audit 
• Summarizing Inspection Results 
• Presenting the Audit Findings 
• Capital Renewal: Putting the Audit to Work 
• Appendix A: Inspection Forms and Checklists 
e 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 120 I 
Alexandria, Virginia 223 13- 120 1 

Price: $451 APPA member institutions 
$55/all others 

The Facilities Audit: A Process for Improving Facilities 
Conditions 

Softcover, I 02 pages, 18 illustrations 
ISBN 0-9 13359-7 1-8 



Ori Therm® 
Underground Pipe Insulation / Corrosion Protection 

PROTECTING AMERICA'S PIPES 

YESTERDAY TODAY TOMORROW 

• Continuously Manufactured Using Same Formula Since 1967 

• Closed Cell - 100% Hydrophobic Design 
• Temperature Range: -273°F (Cryogenic) to +480°F (250°C) 

• Ideal for New Piping Systems/ Repairs/ Tanks 
• Approved by Department of Defense for New Construction 

DR/THERM INCORPORATED 
P. 0 . Box 5296 

Parsippany, New Jersey O 7054 
(800)343-4188 FAX (201)428-3391 



Theoffioal 
pubi;<olK>nol-k 
11,eA,,oaot;ono/ 
M;ghe.. Edu<olK>n 
Facilities Officers 

''The 
Facility 

Manager's 
Choice'' 

cilities 
er 

Alexandria, Virginia 22314-3492 

As a Physical Plant Executive, you can never be sure 
what you will face on a daily basis. Most tasks are 
routine, but some can really throw a wrench into 
your day. 

No matter what your day demands, you know you can 
count on AEC's Facility Management System (FM) to 
make managing each day's tasks easier. FM gives you 
the critical information you need when you need it and 
that's why it has become " The Choice" tor managers 
of large universities. 

Features of AEC's FM Solution include: 
• BENCHMARKING STANDARDS • NETWORKING EXPERTISE 
• PERFORMANCE STANDARDS • IMPLEMENTATION PLANNING 
• SYSTEM INTEGRATION • DOC CONTRACT MANAGEMENT 

AEC Data Systems, Inc. has the knowledge and 
expertise to assist you with your most complex 

system integration, networking and r-- -, special software requirements. I I Call for a free demonstration diskette today! 

AEC DATA SYSTEMS, INC. 

7550 IH-10 West, Suite 400 • San Antonio, Texas 78229 
210-308-9001 • 800-659-9001 • FAX 210-308-9015 

Nonprofit 
U.S. Post Paid 

Alexandria, VA 
And Additional Office 

Permit No. 653 


